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Recent research has suggested that employees are highly affected by perceptions of their managers’ pattern of
word–action consistency, which T. Simons (2002) called behavioral integrity (BI). The authors of the present
study suggest that some employee racial groups may be more attentive to BI than others. They tested this
notion using data from 1,944 employees working at 107 different hotels and found that Black employees rated
their managers as demonstrating lower BI than did non-Black employees. Mediation analyses were consistent
with the notion that these differences in perceived BI in turn account for cross-race differences in trust in
management, interpersonal justice, commitment, satisfaction, and intent to stay. Results of hierarchical linear
modeling were consistent with the idea that middle managers’ perceptions of their senior managers’ BI “trickle
down” to affect line employee perceptions of the middle managers and that this trickle-down effect is stronger
for Black employees. The authors interpret these results as indicative of heightened sensitivity to managers’
BI on the part of Black employees. They also found a reverse in-group effect, in that Black employees were
substantially more critical of Black managers than were non-Black employees.
Keywords: behavioral integrity, trust, diversity and race, trickle down, justice

Subjective perception and interpretation processes play a critical
role in the BI construct, as it is in no small part “in the eye of the
beholder.” Thus, it makes sense to consider that different employees will read different levels of BI within a given organizational
context. According to Simons (2002), an employee’s sensitivity to
a manager’s word– deed alignment is moderated by a number of
factors, including the employee’s degree of vigilance and priming and “chronic schema accessibility” (Fiske & Taylor 1991),
which in this context is the extent to which the observer
habitually assesses integrity. These factors, we argue, suggest
that Black employees will be more likely to notice and be
affected by managers’ word– deed misalignments than will nonBlack employees.
We focus here on Blacks, and not minorities in general, because
the Black experience in America has been, and continues to be,
especially distinct (Hacker, 1992) and because barriers to upward
mobility within organizations are especially strong (Cancio,
Evans, & Maume, 1996; Davis & Watson, 1982; Demaris & Yang,
1994; Dickens & Dickens, 1982; Irons & Moore, 1985; Maume,
1999). We argue that Blacks have historically based reasons to be
especially vigilant to hypocrisy by those in power and thus may be
especially sensitive to word–action misalignment. If absolute
word–action alignment is an ideal that is seldom attained by any
manager, then this heightened sensitivity may translate to more
negative BI perceptions by Black employees observing those managers.
Davidson and Friedman’s (1998) vignette studies found evidence of a “persistent injustice effect,” whereby Black employees

Simons (2002) defined behavioral integrity (BI) as “the perceived pattern of alignment between an actor’s words and deeds”
(p. 19). It includes the perceived match between espoused and
enacted values and also the extent to which promises are seen as
being kept. BI is a trait ascribed to the manager and, as such,
entails an internal attribution for the observed pattern. BI has been
theorized to affect employee citizenship behavior (Simons, 2002)
and willingness to support change (Simons, 1999). Simons and
McLean Parks (2000) found that BI was associated with trust in
managers and organizational commitment, which in turn were
associated with employee retention, customer service, and company profitability. BI as a distinct construct has been shown to
have important consequences, both as a main effect and as a
moderator of the impact of supervisory guidance on employee
conduct (Dineen, Lewicki, & Tomlinson., 2006).
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are more likely to notice unjust treatment of other Black employees and to be more skeptical of managers’ proffered accounts for
the injustice. They explain the effect as emerging from observers’
identification with the victim and personal experience with injustice. We build on this stream of research by examining Black
employees’ perceptions in a real workplace and by further articulating the mechanisms whereby race affects perception and attitude.
In this article, we examine cross-race differences in BI perceptions and test them with data from 1,944 employees in 449 different departments at 107 hotels across the United States. We examine possible consequences of these differences and explore
whether the differences emerge primarily from differential treatment on the part of management or from differential perception
processes on the part of employees.

Behavioral Integrity
Managers often espouse values like participation or quality, but
their actions are sometimes seen as falling short of their espousal.
For example, most academics have, at some time, experienced a
dean’s verbal description of research as a top priority, coupled with
increased demands or incentives for teaching and/or no additional
material support for the desired activity. Airline reservation agents
hear their managers talk about the critical importance of customer
service while they are asked to enforce overbooking policies that
clearly do not put the customer first. Whereas such apparent
inconsistencies often result from managers’ pursuit of multiple
objectives and their efforts to accomplish more with fewer resources, Meglino and Ravlin (1998) pointed out that values, by
definition, state what is more important—they are priorities. From
this perspective, patterns of espousal of one value coupled with
actions that strongly support another are likely to be seen as
misrepresentations of actual values or as failures to live up to
espousals. Discrepancy between managers’ words and deeds has
been discussed in academic literature (e.g., Brunsson, 1989;
March, 1979; Meyer & Rowan, 1977; Pfeffer, 1992; Weick, 1995)
and practitioner literature (e.g., Foy, 1985; Kouzes & Posner,
1993; Tate, 1996), and it is universally decried as damaging to the
employment relationship.
Simons (2002) argued that BI differs from common conceptualizations of trust, as trust typically includes affective components
(e.g., Kramer, 1996), other judgments such as benevolence (e.g.,
Cummings & Bromiley, 1996), and behavioral intentions (e.g.,
Mayer, Davis, & Schoorman, 1995). Interpersonal justice (Bies &
Moag, 1986; Greenberg, 1990) may include BI but also includes
additional judgments of interpersonal sensitivity, courtesy, and
respect. BI is, however, a central antecedent to both trust and
justice perceptions. The “promise-keeping” component of BI
evokes psychological contracts (Rousseau & McLean Parks,
1993). However, BI differs in that it is affected by judgments about
words and actions aimed at parties other than the self and by
judgments about both concrete and abstract managerial espousals
that cynical employees may never have taken seriously as part of
a reciprocal set of expectations. Psychological contract violations
may be considered as especially salient and egregious word–action
misalignments that would almost certainly cause the observer to
downgrade the ascribed BI of the actor. However, BI differs
fundamentally in that it is an ascribed trait of the manager rather
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than an implicit or explicit set of reciprocal obligations (Shore et
al., 2004). The relationships between BI and related constructs is
discussed in greater detail in Simons (2002).
Like justice, BI is perceived as an intrapsychic phenomenon that
is subjectively determined (Simons, 2002). As such, like justice, it
is strongly affected by the mental structures and expectations held
by the perceiving party (Schminke, Ambrose, & Noel, 1997). It is
also true of BI that, like justice, there is an objective element to
which the perceiver reacts (Schminke, Ambrose, & Cropanzano,
2000). It is useful, from both a prescriptive and a research standpoint, to distinguish the intrapsychic and objective elements of the
final perceived construct—BI. Managers’ actual pattern of word–
deed alignment would comprise some function of all the manager’s words, all his or her deeds, and an assessment, within the
relevant cultural contexts, of the symbolic meaning attached to
each. A useful approximation of that actual pattern may be derived
by aggregation of the perceptions of relevant stakeholders. BI
starts with a perceiver’s exposure to a sample of the manager’s
words and actions and is by definition filtered through a perceptual
lens. For the purpose of rigorous theory, it is only called BI when
it is perceived. The objective pattern of a manager’s word– deed
alignment is, one can reasonably assert, an important antecedent to
BI, which is the perceived pattern.
A construct validation study, performed with an independent
sample of 1,666 hotel employees, provided support for the present
application of the BI construct. Scale reliabilities were strong for
both English (␣ ⫽ .96, n ⫽ 1,219) and Spanish (␣ ⫽ .94, n ⫽ 322)
written surveys and for the oral administration offered to illiterate
employees (␣ ⫽ .96, n ⫽ 125). The results of both exploratory and
confirmatory factor analysis were consistent with a unidimensional
construct.1 We then assessed the distinction between BI and the
closely related construct of trust. The results of both exploratory
and confirmatory factor analyses were consistent with a distinction
between the two. We then endeavored to integrate BI with the
nomological network by examining convergent and discriminant
validity. To this end, we selected nine comparison variables that
we believed would be related to BI at varying levels. Specifically,
we examined the relationship between BI and trust in one’s manager, satisfaction with supervision, interpersonal justice, procedural justice, commitment, and satisfaction with pay, benefits, the
work itself, and coworkers. We hypothesized that the strongest
relationship should be found with trust in one’s manager, satisfaction with one’s manager, and interpersonal justice. Our logic in
making this prediction is based on the more proximate cause of the
manager’s actions on perceptions of BI, on the central role of BI
in determining trust and interpersonal fairness, and on the roles of
1

As originally conceived, BI was to comprise two subdimensions: one
pertaining to espoused versus enacted values and a second pertaining to
promises kept. As noted previously, exploratory factor analysis did not
reveal two viable factors, possibly because of the .96 correlation between
them in this sample. The fit was significantly improved in the two-factor
model: 2(20, N ⫽ 743) ⫽ 413.38, and 2(19, N ⫽ 743) ⫽ 309.03, for the
single- and two-factor models, respectively. The difference between the
two models was ⌬2(1, N ⫽ 743) ⫽ 104.35, p ⬍ .001. We conclude that
the differentiation between the two theorized subdimensions of BI may not
be practical given the current measurement and sample population. However, confirmatory factor analysis shows some evidence of a potential
differentiation between the two subdimensions.
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Table 1
Correlations of Key Constructs With Behavioral Integrity
Construct
Expect strong correlation
Trust in manager
Satisfaction with supervision
Interpersonal justice
Expect moderate correlation
Procedural justice
Commitment
Expect weaker correlation
Satisfaction with pay
Satisfaction with benefits
Satisfaction with work
Satisfaction with coworkers

r

No. of items

Reliability

Source

.70
.66
.60

3
3
4

.84
.83
.89

Original to present research
Hackman & Oldham (1975)
Modified from Niehoff & Moorman (1993)

.58
.56

4
6

.83
.92

Modified from Niehoff & Moorman (1993)
Mowday, Steers, & Porter (1979)

.40
.36
.54
.39

2
4
4
2

.86
.69
.78
.67

Hackman & Oldham (1975)
Original to present research
Hackman & Oldham (1975)
Hackman & Oldham (1975)

trust and interpersonal fairness in driving satisfaction with supervision (e.g., Masterson, Lewis-McClear, Goldman, & Taylor,
2000). We expected more moderate, but significant, relationships
with procedural justice and commitment, whereas we expected that
satisfaction with one’s pay, benefits, the work itself, and coworkers would be relatively weak, perhaps affected only by a spillover
effect of satisfaction with supervision. These correlations and
descriptions, and the reliabilities associated with each scale, are
shown in Table 1. The results of this analysis are almost entirely
consistent with hypothesized relationship strengths.2 This empirical demonstration of relationships between BI and existing constructs allows for more confident inference based on research done
using these related constructs.

Race as an Amplifier of BI Concerns
If perception and interpretation processes play an important role
in the mechanisms by which word– deed alignment affects organizational functioning, then so-called “observer effects” warrant
study. Simons (2002) argued that employees’ BI perceptions of
their managers will be affected by several factors. Some people
may be personally more sensitive to BI—they simply care about
BI more than others do and judge people in terms of BI. In such
cases, BI, or an analogous construct like hypocrisy, is “chronically
accessible” to that observer (Fiske & Taylor, 1991), which is likely
to affect vigilance regarding misalignment. Also, prior expectations, or “perceptual priming” (Fiske & Taylor, 1991) will lead
some observers to look for schema-congruent information and,
thus, to collect evidence that supports suspicions about BI. This
priming effect can generate an accelerating loop whereby suspicions lead to a confirmatory perceptual bias, which in turn generates evidence for the initial suspicion, and so on. These factors
combine to suggest that some people are more “perceptually
ready” than others to detect BI issues. If it is assumed that no
managers are perfect and all managers have some degree of
misalignment between word and deed, some people will notice and
care about this misalignment more than others.
We argue that this form of perceptual readiness may be stronger
among Black employees than among non-Black employees. In one
study by Crocker, Luhtanen, Broadnax, and Blaine (1999), Black
students were found to be very likely to believe statements that the
U.S. government did things such as plant the AIDS virus in the

Black community to hurt Black people or keep Black people
homeless so they would be less powerful— even though these
actions would be inconsistent with government espousal of minority rights and equal opportunity. White students were very unlikely
to accept such beliefs. This difference between Whites and Blacks
was massive, with White student scores for agreement with the
above statements at around 1.5 on a 5-point scale and Black
student scores at around 4.0. One should not be surprised to find
these types of heightened suspicions among Blacks. Ongoing
experiences of Black people in the United States make the BI
schema highly available and relevant.
Looking back historically, there are instances in which the U.S.
government was indeed found to be dishonest in its dealings with
Blacks. One of the most famous cases occurred from 1932 to 1972,
when 201 Black sharecroppers in Alabama were denied treatments
for syphilis as part of the Tuskegee Syphilis Study (Jones, 1993).
Physicians of the U.S. health service led these men to believe that
they were being treated, but actually they were kept away from any
treatment as a means of learning what happens when the disease
goes untreated. The study was stopped only when it was exposed
by the New York Times in 1972. With such a radical misalignment
between words (promised treatments) and deeds (no treatment),
Black Americans’ expectations of low BI by those in power are
very justifiable. Moreover, this historic case is well known and
often talked about in the Black community (Gamble, 1997; Syphilis Study Legacy Committee, 1996).
Blacks also have good reason to doubt the word– deed alignment
of business leaders in the United States. While Xerox Corporation
was sponsoring public television shows about Black history and
strongly supporting Black causes in the early 1970s, some Xerox
managers were assigning Black salesmen only to clients who
bought small machines with lower commission rates (Friedman &
2

An examination of the correlations reveals that, with the exception of
work satisfaction, this is in fact the pattern of results. Although unexpected,
in retrospect, it makes sense that job satisfaction is correlated with BI
because of the spillover from satisfaction with one’s supervisor, the most
proximate representative of the company at work. In fact, the correlation
between satisfaction with work and satisfaction with supervision was .65.
The correlation between BI and work satisfaction with satisfaction with
supervisor statistically partialled out was only 0.19.
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Deinard, 1991). While Texaco widely displayed their affirmative
action and diversity goals, as did all U.S. companies in the early
1990s, several of its top executives were describing Black employees as “black jelly beans” and talking about destroying documents
to prevent successful discrimination suits (Eichenwald, 1996).
More broadly, discrimination continues (Cancio et al., 1996) despite public commitments to equal opportunity. On a more personal level, Black employees’ ability to accept their managers’
statements at face value may be inhibited by the fact that White
managers tend not to recognize or perceive race as an issue when
Black employees almost universally experience it as such
(Thomas, 1989).
In private business dealings, as well, similar cases have been
uncovered. Car salespeople have been shown to systematically
charge Blacks more than Whites for the same car (Ayres, 1991).
According to Ayres, when salespeople tell Blacks that their “bottom line” is a certain amount, they often turn around and provide
Whites with still lower prices for cars. More recently, lawyers have
discovered that car salespeople systematically charge Blacks
higher interest rates for car loans, even after controlling for customer credit risk (Henriques, 2001). In terms of both famous cases
and personal experiences, Blacks have often been told one thing
while actual behavior was different. And it is not only Whites who
present such word– deed misalignments. In the study of car prices,
Ayres (1991) found that the same pattern of charging Blacks more
for cars was found among Black salespeople, not just White
salespeople.
These types of experiences can create widespread cynicism and
suspicion. Among Blacks, it is easy to believe in conspiracies by
the U.S. government (Crocker et al., 1999). There is suspicion
about health care providers (Jones, 1993), police and courts
(Anderson, 1996) and, more broadly, those in positions of power
and authority (Triandes, Feldman, Weldon, & Harvey, 1976).
Carrying this perspective to the work world, it is not farfetched to
believe that the boss who says nice things about you in public may
take actions to hold back your career in private. These factors
should create, among Blacks, a higher perceptual readiness to
notice gaps in word–action alignment and hence to question BI.
Having heard about lies and inconsistencies among public figures, corporate executives, and even local salespeople, Blacks are
likely to be highly vigilant about BI, expecting that it is at least
feasible that a given manager might speak one way and act in
another. Thus, BI or, conversely, hypocrisy may be a schema that
is readily available and frequently applied by Blacks. With that
starting point, Black employees are more likely to notice misalignments between words and deeds among managers, because people
tend to look for evidence that confirms their preexisting expectations (Fiske & Taylor, 1991). As a result, any initial suspicions
about a lack of BI are likely to develop a kind of inertia (Simons,
2002). The perceptual priming effect (Bruner, 1957) means that
constructs such as BI, once applied to reality, will increase the
likelihood of further applications of the construct. This phenomenon can be seen in psychological contracts (mistreated employees
are likely to watch more carefully than are others for further
breaches of psychological contracts; Rousseau, 1995) and mistrust
(employees who experience unmet promises are more likely to
detect further unmet promises; Robinson, 1996). Within the Black
community, we argue, the schema of word– deed inconsistency is
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highly available, is likely to result in observations that confirm
preexisting suspicions, and is self-reinforcing.
Black employees may also be more sensitive to their managers’
BI because they depend more on their managers than do non-Black
employees. For all employees, formally defined relationships, such
as those one has with a manager or boss, are complemented by
many additional ties that are less formal. These ties develop
through social contacts and are based on common interests and
interpersonal attraction. Although not formal, they are nonetheless
critical for employee success, because they provide help with
socialization (Van Maanen & Schein, 1979), information about
people and activities in the organization (Granovetter, 1973), and
social support (Fisher, 1985; Heimer, 1992). Black employees may
not have as complete a network of informal ties as do White
employees (Friedman, 1996; Ibarra, 1993). If one combines the
fact that Blacks are usually in the minority within organizations,
especially in managerial ranks, and the fact that people tend to
form ties more easily with those who are socially similar (McPherson & Smith-Lovin, 1987), it is less easy for Blacks to develop as
extended a social network at work as do Whites. As a result,
Blacks may be more likely than Whites to depend on formal ties
such as that with a manager. Any potential indicators that a
manager cannot be trusted, such as word– deed inconsistencies, are
thus likely to be more threatening for Blacks than for Whites.
Given the heightened vigilance suggested by these factors, coupled
with the supposition that most managers are less than perfect in
their word– deed alignment, we propose the following:
Hypothesis 1: Black employees will report lower levels of BI
by their managers than will non-Black employees.3

BI as a Mediator
Simons (2002) argued that the perception of one’s manager’s BI
is a driver of many workplace attitudes. Employee perceptions of
patterns of unfulfilled promises, inconsistent messages, and hypocrisy on the part of managers—their BI—are likely to have
profound attitudinal and behavioral consequences. If one believes
3
We should note that, whereas other minority groups have faced discrimination, we know of no evidence of widespread mistrust of institutions
among other minority groups. This may be due to the particular historical
experience of Blacks, who came to the United States as slaves, whereas
Asians and Hispanics came to the United States to a large extent as
immigrants. Although immigrants were poor, families and traditions were
kept intact, and immigrants had more power than did slaves (Wilson,
1973). Also, unlike Blacks (Arce, Murguia, & Frisbie, 1987; Murguia &
Telles, 1996), some Hispanics can choose to “pass” as White, and Asian
academic and economic achievement has been on par with that of Whites
(Barringer, Takeguchi, & Xenos, 1990; Hirschman & Wong, 1986; Hsia,
1988; Tang, 1993). Perhaps as a result, levels of racial identification are
much lower for Asians and Hispanics than for Blacks (Friedman & Craig,
2004). In the current sample, we measured six employee perceptions and
attitudes: perceived BI, trust in management, commitment, work satisfaction, interpersonal justice, and intent to remain. Black employees differed
significantly from White, Hispanic, and Asian employees on 16 of the 18
possible comparisons. In contrast, the remaining races differed from each
other on only 6 of the possible comparisons. In all aggregate measures,
Hispanic and Asian employee scores more closely resembled those of
White employees than those of Black employees.
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that one’s boss has a pattern of being less than fully forthright, one
is less likely to trust that boss. This assertion applies whether one
defines trust as a construct that includes ascriptions of honesty
(e.g., Cummings & Bromiley, 1996) or simply as willingness to
accept vulnerability (Mayer et al., 1995). If one defines trust as
including perceptions of honesty, then the link is almost tautological. If one defines trust as willingness to accept vulnerability, then
a perception of broken promises or misrepresented values (espousals that are not enacted) would lead an observer to conclude that
the target is at best unreliable and at worst malevolent— both
conclusions would reduce rational willingness to accept vulnerability.
Bies (2001) described deception—which he defined as noncorrespondence between words and action—as a “profanity” that
triggers outrage, mistrust, and a sense of interactional injustice.
Bies’s earlier work with colleagues (Bies & Moag, 1986; Bies &
Tripp, 1996) highlighted the role of unfulfilled promises in giving
rise to perceptions of injustice. More recently, Bies (2005) drew on
Colquitt, Conlon, Wesson, and Ng’s (2001) meta-analysis to assert
that the interactional justice construct should be further broken
down into interpersonal justice and informational justice. On the
basis of these arguments, BI perceptions should influence employee perceptions of interpersonal justice.
Perception of a pattern of inconsistent messages from one’s
boss— one message conveyed by words and another conveyed by
actions—would likely cause one to be dissatisfied with that boss
and may well spill over to global dissatisfaction. Support for this
assertion may be drawn from studies of role conflict and role
ambiguity. Word– deed misalignment sends mixed messages that
are likely to give rise to tension between understood aspects of the
job (role conflict) and confusion about job expectations (role
ambiguity). For example, if a manager says an employee should do
one thing but rewards different behaviors, then the focal employee
will be receiving conflicting expectations about how to behave
(role conflict) and/or confused or uncertain expectations about
how to behave (role ambiguity). Jackson and Schuler’s (1985)
meta-analysis found that role conflict and role ambiguity are
correlated with global job satisfaction (rs ⫽ ⫺.31 and ⫺.30,
respectively). Managers’ word– deed misalignment can readily be
conceived as communicative inconsistency, which is likely to
affect subordinates’ role conflict and role ambiguity. Thus, BI
perceptions are likely to affect trust in management and global
satisfaction.
BI can also affect organizational commitment. It is hard to
imagine an employee feeling affective commitment to a company
when the most salient representative of that company— his or her
manager— demonstrates a pattern of broken promises and misrepresented values. Meyer and Allen (1997) and Folger and Konovsky
(1989) have noted the well established link between fairness
perceptions and organizational commitment. Role ambiguity and
role conflict, to which BI is a logical antecedent, have been shown
repeatedly to strongly affect organizational commitment (Mathieu
& Zajac, 1990). Wanous, Poland, Premack, and Davis (1992)
found in a meta-analysis that, on average, unmet expectations
correlated with organizational commitment at r ⫽ ⫺.39. In this
context, we assert that managers’ low BI would likely be associated with employees’ unmet expectations. Whereas the BI construct per se is new to empirical study, these studies of related
constructs suggest an association between BI and commitment.

Finally, we would also expect BI to affect turnover intentions.
Role ambiguity and role conflict, likely correlates of BI, have been
shown to affect employee turnover intentions (Kemery, Bedeian,
Mossholder, & Touliatos, 1985). Shapiro and Kirkman (1999)
found, in a study of 500 employees in self-managing work teams,
that anticipatory injustice predicted both organizational commitment and turnover intentions. The attitudinal consequences suggested by all of the above arguments—justice, satisfaction, and
commitment— have also been empirically demonstrated to drive
employee turnover intentions (Cohen, 1993; Cotton & Tuttle,
1986; Tett & Meyer, 1993). It seems reasonable to assert that
employees who describe their managers as displaying low BI will
be readier to seek a new employer than will employees who
describe their managers in more positive terms.
In sum, though few published studies have explicitly examined
the attitudinal and behavioral consequences of BI perceptions (an
exception being Dineen et al.’s, 2006, study), ample indirect
evidence suggests profound effects. Specifically, we infer that BI
is likely to affect employees’ trust in management, their interpersonal justice perceptions, their global satisfaction levels, their
commitment levels, and their intent to stay with the company.
Hypothesis 2a: Lower levels of reported BI will be associated
with lower levels of trust in management, interpersonal justice perceptions, global satisfaction, affective commitment,
and intent to stay.
As a result of Hypothesis 1, which states that Black employees
will report lower levels of BI, we predict the following:
Hypothesis 2b: Black employees will report lower levels of
trust in management, interpersonal justice perceptions, global
satisfaction, affective commitment, and intent to stay.
Hypothesis 2c: The relationship between Black employee
race and trust in management, interpersonal justice perceptions, global satisfaction, affective commitment, and intent to
stay will be mediated by BI perceptions.

Race of Manager as a Moderator
Similarity-attraction theory has shown that people tend to be
attracted to those who are similar to themselves (Berscheid &
Walster, 1969; Byrne, 1971). Similarity can be attitudinal (Harrison, 1976) or demographic (Lincoln & Miller, 1979) and predicts
social dynamics such as openness of communication (Zenger &
Lawrence, 1989) and how people evaluate others’ work performance (Kraiger & Ford, 1985; Landy & Farr, 1980). Social identity theory (Tajfel & Turner, 1986) proposes a second mechanism
with similar consequence. This theory argues that the need for
self-esteem causes people to (a) identify themselves as group
members, such as members of a family, organization, or demographic category such as race or gender; and (b) see their groups
and other members of those groups as especially good (Brockner,
1988). Early experiments in social identity theory showed that,
when shown a fuzzy picture of beans in a jar that had supposedly
been collected by one group or another, people provided higher
estimates when they thought that members of their own group did
the collecting (Sherif, Harvey, White, Hood, & Sherif, 1961).
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People are predisposed to view members of their own group in a
more positive light than those from another group.
The study of organizational demography has shifted in recent
years away from the main effects of race and toward a focus on
differences in demographic characteristics (e.g., race) among team
members (O’Reilly, Caldwell, & Barnett, 1989; Riordan & Shore,
1997) and between managers and subordinates (Tsui & O’Reilly,
1989; Vecchio & Bullis, 2001). The argument has been that when
employees work with similar others in teams, they are more likely
to be committed to the organization and show up to work (Tsui,
Egan, & O’Reilly, 1992) and less likely to want to leave (Jackson
et al., 1991). These scholars have proposed that when employees
work with a boss who is more like them demographically, they are
more likely to be satisfied with the supervisor (Vecchio & Bullis,
2001), to report higher levels of procedural justice and job satisfaction (Wesolowski & Mossholder, 1997), and to exhibit more
citizenship behaviors (Perry, Kulik, & Zhou, 1999). On the basis
of this literature, we might expect that Black employees would
give Black managers the benefit of the doubt and might therefore
be less likely to notice word– deed misalignments. Conversely,
racial differences between employee and manager might result in
depressed scores for BI and other perceptions.
This idea is supported by the results of a vignette study by
Davidson and Friedman (1998), who found that Black employees
were more likely to accept an explanation for managerial bad
behavior that came from a hypothetical Black manager than from
a hypothetical White manager. Vecchio and Bullis (2001) found
that racial similarity was associated with satisfaction with supervisor and continued membership in the army. Wesolowski and
Mossholder (1997) found that racial similarity between subordinate and supervisor predicted perceptions of procedural justice and
job satisfaction.
We would expect, then, that Blacks might be more supportive of
Black managers, less suspicious of them, and more willing to give
them the benefit of the doubt in ambiguous situations. Conversely,
Blacks might be especially cautious in their acceptance of statements by non-Black managers. As Rousseau and Schalk (2000)
argued, “consistent behavior is more important for trustworthiness
when people are from different groups than when they are from the
same group” (p. 301). For these reasons, we expected that Black
employees would have more positive perceptions of their manager’s BI when the manager was also Black. Thus, we hypothesize
the following:
Hypothesis 3: Black employees’ perceptions of their managers’ BI will be less positive when they are managed by
non-Black managers. This effect will result in a statistical
interaction between employee race and manager race, such
that Black employees’ BI perceptions will be relatively low
when they describe non-Black managers, but not when they
describe Black managers.

The Trickle-Down Effect
Employee reports of managers’ BI may be understood as containing information about the managers’ actual word–action alignment and about the individual employee’s bias in perceiving and
reporting the word–action alignment. Such reports combine information about the target and the observer. Racial differences in
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reported BI scores may thus be the result of managers’ different
conduct to Black employees or of different perceptual processes in
the eyes of Black employees. It is of practical import to distinguish
the extent to which managers are actually more hypocritical (show
lower BI) toward Black employees and the extent to which Black
employees are predisposed to seeing their managers as such.
However, the lack of objective data on BI—and the infeasibility of
such data—make the distinction difficult.
In an effort to more clearly distinguish the extent to which racial
differences in BI reports are driven by perceptual processes, as
opposed to actual differential treatment, we sought a mechanism
that could be expected to affect managers’ actual word–action
alignment. If the impact of that mechanism were enhanced for
Black observers, it would, by the rule of parsimony, provide
evidence in support of a perceptual sensitivity phenomenon. The
trickle-down effect (Masterson, 2001) suggests one such mechanism: Middle managers are likely to take upper level managers as
role models and so may behaviorally emulate the level of word–
deed alignment they see in their organizational superiors. In this
fashion, BI may be expected to trickle down from higher levels in
the organization to lower levels. The existence of such a trickledown effect can be readily inferred from Bandura’s (1977) social
learning theory, which examines the roles of modeling or imitation
in learning. Bandura found, on the basis of a substantial body of
social psychological experimentation, that modeling is especially
likely to occur when the object commands attention; when the
object has high perceived levels of status, competence, and power;
when the object has control over critical rewards; and when
behavioral consequences of the emulated action are unclear or
ambiguous. In the workplace, these conditions apply vividly to
supervisors or middle managers’ modeling of their superiors and
upper level management, and the social learning theory of modeling has been substantially supported in this context (Weiss,
1977).
There is some evidence of a trickle-down dynamic in the study
of justice. Masterson (2001) studied 187 classrooms and found that
instructors’ justice perceptions regarding treatment by administration drove their prosocial behaviors, which in turn affected students’ perceptions of the instructors’ fairness in a mechanism she
termed trickle down. Masterson interpreted her instructor–student
results as reflective of service providers and customers. However,
the instructor–student relationship may also be considered as very
similar to the manager– employee relationship. In fact, the power
differential between instructor and student more closely resembles
the manager– employee relationship than the service-provider–
customer relationship. The trickle down that Masterson proposed
is conceptually similar to our own. However, the mechanism she
proposes differs in that justice and fairness are different constructs
from BI and in that the principal–teacher–student relationship
differs from the upper manager–middle-manager–line-employee
relationship.
We would expect a trickle down of BI among upper and middle
managers and employees regardless of employee race, because it
would in theory affect the middle managers’ actual level of word–
deed alignment. However, because we expected that Black employees would be more sensitive to BI, any increment of difference
in a manager’s behavior that comes from that manager’s perception of upper management BI should be noticed more readily by
Black subordinates than by non-Black subordinates. If Black–non-
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Black differences in BI perception result from greater perceptual
sensitivity on the part of Black employees, then we would expect
that any trickle-down effect will be stronger when the observer is
Black. If the differences are driven by different behavior exhibited
to Black employees, we would not make the same prediction.
Hypothesis 4a: Employees’ perceptions of their managers’ BI
will be positively associated with those managers’ perceptions of upper management’s BI.
Hypothesis 4b: Black employees’ perceptions of their managers’ BI will be associated more strongly with their managers’ perceptions of upper level management’s BI than will
non-Black employees’ perceptions of their managers’ BI.
This heightened association will lead to a significant interaction between employee race and managers’ ratings of upper
level managers.

Method
Sample and Procedures
Data were collected in 1999 from 111 different hotel properties
in Canada and the United States run by a single large hotel
management company. Surveys were administered by the employee services department and offered to all 10,286 employees
during company time at each of the hotel locations. Participation
was encouraged in part by a raffle for one of several sweatshirts
and other trinkets. There was a 66% response rate (6,792 completed surveys returned); 74% of the surveys were administered in
English, and 24% were administered in Spanish, with the balance
of the questionnaires administered in Chinese, Creole, French, and
Vietnamese. The questionnaires were translated into each of these
languages following standard translation/back-translation procedures and were individually pilot tested. In addition, an attempt
was made to query illiterate employees by offering a “read-aloud”
table at all survey administrations, in which an employee services
manager from another property talked illiterate employees through
the survey. Approximately 7% of the employees availed themselves of this opportunity.
We did not, however, use the entire sample for this study.
Several of our hypotheses focus on characteristics of the manager,
including the race of the manager and the manager’s assessment of
the BI of his or her superior (called upper level manager). In cases
in which there were multiple managers within a given department,
we could not clearly assess these characteristics for a particular
respondent’s manager. Therefore, we excluded those departments,
leaving only those with one identifiable manager. Our final sample
included 1,944 line employees working under 449 managers at 107
different hotel properties.
Among the 1,944 employees, the racial/ethnic distribution was
19.1% African American, 7.3% Asian or Pacific Islander, 39.2%
Caucasian, 24.6% Hispanic, 1.4% Native American Indian, and
8.4% other. Median age was 31–35 years, median tenure at the
hotel was 1–2 years, and median education was high school. Men
made up 43.6% of the employee participant pool; 56.4% of the
employee participants were women. Among the 449 managers, the
ethnic distribution was 13.9% African American, 3.6% Asian or
Pacific Islander, 65.8% Caucasian, 9.6% Hispanic, 1.2% Native
American Indian, and 6.0% other. Median age of the managers was

35– 40 years, median tenure at current hotel was 1–2 years, and
median education was some college; 48.6% of the managers were
men, and 51.4% were women.

Measurements
All attitudinal constructs were measured with 5-point Likerttype scales ranging from 5 (strongly agree) to 1 (strongly disagree). BI was measured using an eight-item scale. Sample items
are “My manager practices what he preaches” and “My manager
delivers on promises.” Trust in the manager was measured using
three items derived from Mayer et al.’s (1995) conceptualization of
trust as willingness to accept vulnerability to another party. Sample
questions in our scale include “I would not mind putting my well
being in my manager’s hands” and “I would feel good about letting
my manager make decisions that seriously affect my life.” (See the
Appendix for the complete behavioral integrity and trust scales.)
Commitment was measured using a six-item scale from Mowday,
Steers, and Porter (1979). Sample scale items are “I am proud to
tell others that I am part of this hotel,” “I care about the fate of this
hotel,” and “This hotel inspires me to do my best.” Interpersonal
justice was measured using a simplified version of the Niehoff and
Moorman (1993) scale that was reported in Simons and Roberson’s (2003) study. Scale items are similar to those proposed by
Colquitt (2001); Colquitt’s items were not available at the time of
data collection. A sample item for interpersonal justice is “When
hotel management staff make decisions about my job, they treat
me with kindness.” Employee intent to remain was measured using
a scale from Robinson (1996). This four-item scale asked employees to respond to three Likert-type questions about how long they
intended to remain with the employer (5 ⫽ more than 8 years, 1 ⫽
0 –1 year), the extent to which they would prefer to work for a
different employer (5 ⫽ a great deal, 1 ⫽ not at all), the extent to
which they have thought about changing companies (5 ⫽ a great
deal, 1⫽ not at all), and one binary question (“If you had your
way, would you be working for this employer three years from
now?”). To address heterogeneity of variance across items, we
followed Robinson’s procedure of standardizing item responses
prior to developing scale scores. All of the above measures demonstrated reliability equal to or greater than ␣ ⫽ .75. Table 2
reports the descriptive statistics, Cronbach’s alphas, and intercorrelations for the variables.
To ensure that each of these scales measures distinct concepts,
we completed a confirmatory factor analysis. To mitigate against
common-method variance, we used a method developed by Williams and Anderson (1994) that entails cross-loading all scale
items on a conceptually unrelated scale from the same survey; in
this case, a willingness to say negative things about people at work
and the organization. This measure was included in the regression
analyses (reported below), also to mitigate against common
method variance. The six-factor model (BI, Satisfaction, Trust,
Commitment, Interpersonal Justice, and Intent to Stay) had a
comparative fit index of .96, a standardized root-mean residual of
.03, and a root-mean-square error of approximation of .05, which
shows overall good fit according to the criteria laid out by Hu and
Bentler (1999). We did additional analyses to test whether BI and
trust in management are separate, given that they had the highest
interscale correlation (.84). Merging the two constructs resulted in
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Table 2
Descriptive Statistics, Correlations, and Scale Reliabilities
M,
median,
or freq.

Variable
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.

SD

Age
31–35
Tenure
1–2 yr
Education
High school
Gender (male)
43.6%
Race (Black)
19.1%
Willingness to
3.90
criticize
Managers’
3.56
behavioral integrity
Trust in manager
3.00
Interpersonal justice
3.73
Satisfaction
3.73
Commitment
3.87
Intent to stay
2.64
Black manager
13.9%

1

2

3

4

—
—
—
.45***
—
— ⫺.14*** ⫺.12***
—
—
.01
⫺.02
⫺.01
—
.04
⫺.06* ⫺.03
1.13 .06*
.00
.03
.95 ⫺.00

⫺.09

1.07 .04
.86 ⫺.03
.64 .04
.81 .12***
1.11 .25***
—
.01

***

⫺.05
⫺.12***
⫺.03
⫺.00
⫺.08***
.04

5

6

—
.02
—
.03 ⫺.03

⫺.04
⫺.02
⫺.08***
⫺.12***
.16**
⫺.03

8

9

10

11

12

13

(.95)

⫺.05 ⫺.08

.15***

⫺.05
⫺.02
⫺.02
⫺.06*
.02
.00

.13*** .74*** (.85)
.18*** .59*** .47*** (.90)
.15*** .64*** .53*** .68*** (.91)
.19*** .54*** .49*** .58*** .76*** (.89)
.15*** ⫺.33*** ⫺.35*** ⫺.36*** ⫺.51*** ⫺.62*** (.75)
.07* ⫺.17*** ⫺.22*** ⫺.15*** ⫺.20*** ⫺.09* ⫺.07* —

***

.02

7

⫺.09***
⫺.06*
⫺.08**
⫺.07***
.06*
⫺.08*

(.87)

Note. N ⫽ 1,944. Numbers on the diagonal are Cronbach’s alphas.
p ⬍ .05. ** p ⬍ .01. *** p ⬍ .001.

*

a significantly worse model fit, ⌬2(5, N ⫽ 743) ⫽ 2,191.72, p ⬍
.001. Thus, a six-factor model fits the data best. Detailed results of
these analyses are available from Tony Simons.

To test Hypotheses 2a, 2b, and 2c, we followed the method
established by Baron and Kenny (1986). In each case (see Table
3), we retained the same controls used in Model 1, with the
addition of the willingness to criticize variable, which was included to attenuate common method variance. First, we ran a series
of models testing whether the dummy variable (Black) was a
significant predictor of trust in manager (Model 2), interpersonal
justice (Model 4), satisfaction (Model 6), organizational commitment (Model 8), and intent to stay with the company (Model 10),
as specified in Hypothesis 2b. These analyses showed that Black
employees in this sample did report significantly lower levels of
these variables. We then added to each of these models our
measure of BI (Models 3, 5, 7, 9, and 11). In all cases, BI had a

Results
Hypothesis 1 proposed that Black employees would report
lower levels of manager BI than would non-Black employees. To
test this hypothesis, we regressed employees’ perceptions of their
direct manager’s BI on a dummy variable for Black employee, as
well as controls for age, tenure at hotel, education, and gender.
Results are shown in Table 3 (Model 1) and indicate, as expected,
that Black employees reported lower managerial BI perceptions
than did non-Black employees.
Table 3
Multiple Regression Results

Dependent
variable
Age
Tenure
Education
Gender
Willingness to
criticize
Black
Manager’s
behavioral
integrity
Overall F
Adjusted R2
⌬R2
dfs

Manager’s
behavioral
integrity
(m1)

Trust in manager

Interpersonal justice

m3

m4

.04
⫺.10***
.01
⫺.05*
.16***

.07*
⫺.09**
⫺.03
⫺.05
.13***

.04*
⫺.02
⫺.04
⫺.01
.01

.01
⫺.13***
⫺.04
⫺.03
.19***

⫺.01
⫺.08**
⫺.04
⫺.00
.09***

.04
⫺.07*
⫺.09***
⫺.05
.17***

.02
⫺.01
⫺.09***
⫺.02
.06**

.12***
⫺.07*
⫺.10***
⫺.06*
.19***

⫺.10***

⫺.11***

⫺.03

⫺.07**

⫺.00

⫺.09***

⫺.03

⫺.09***

***

***

12.08
.04

9.53
.04

6, 1635

6, 1547

***

259.15
.56
.53***
7, 1546

m6

Commitment

m2

.74***

m5

Satisfaction

.56***
13.27
.05
6, 1450

104.49
.35
.30***
7, 1449

m7

m8

.62***
***

10.91
.04

6, 1417

***

134.48
.42
.37***
7, 1416

Intent to stay

m9

m10

m11

.10***
⫺.02
⫺.11***
⫺.03
.11***

.24***
⫺.05
⫺.14***
⫺.03
.15***

.23***
⫺.02
⫺.15***
⫺.01
.10***

⫺.04

⫺.08**

⫺.04

.52***
***

18.40
.07

6, 1607

***

100.05
.32
.26***
7, 1606

.33***
28.84
.11
6, 1589

55.28
.21
.11***
7, 1588

Note. Standardized regression coefficients are reported. The coefficients displayed in Models (m) 3, 5, 7, 9, and 11 are from the Step 2 models.
*
p ⬍ .05. ** p ⬍ .01. *** p ⬍ .001.
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significant impact on the dependent variables (as specified in
Hypothesis 2a) and reduced the coefficient for race to nonsignificance, which is consistent with Hypothesis 2c, that the effect of
race on these dependent variables is fully mediated by BI.
Given the cross-sectional nature of our data and the high intercorrelations among the measured attitudinal variables, one can
reasonably question the order of mediation for these variables.
Where the second and third links of the proposed chain A 3 B 3
C are highly intercorrelated, it remains feasible, given the Baron
and Kenny (1986) analysis, that the true chain is A 3 C 3 B. For
this reason, we tested credible rival causal chains. We reasoned
that trust or interpersonal justice might be proposed as a more
direct consequence of race, following arguments like those we laid
out, and that these attitudes might in turn affect BI perceptions as
well as the other attitudes examined. Trust fully mediated the
impact of race on BI, interpersonal justice, and intent to stay but
only partially mediated the links between race and commitment
and between race and satisfaction. Interpersonal justice mediated
the link between race and intent to stay and partially mediated the
link between race and satisfaction but did not mediate the links
between race and BI, race and trust, or race and commitment. We
reasoned also that intent to stay might somehow be affected by
race and that this intent might affect the other attitudes and
perceptions through a cognitive dissonance mechanism. Intent to
stay mediated the link between race and interpersonal justice but
did not mediate any of the other attitudinal correlates of race. In
contrast, the data were consistent with the notion that BI mediated
the impact of race on all of the attitudes of interest. In sum, trust,
interpersonal justice, and intent to stay did not appear to mediate
as many of the attitudinal correlates of race as did BI.
To test Hypothesis 3, that Black employees would report more
positive perceptions of their manager’s BI if the manager was Black
and less positive if the manager was not Black, we moved to hierarchical linear modeling (HLM). HLM offers a statistical technique to
examine relationships involving an individual-level dependent variable and predictors at both the individual level and the group level
(Bryk &, Raudenbush, 1992; Hofmann, 1997). In our case, race of
manager is a group-level characteristic, as all employees within a
department share and describe the same manager. To test Hypothesis
3, we created an interaction term between Black employee (an
individual-level variable) and Black manager (a group-level variable),
keeping in the model the same demographic controls used previously.
As shown in Table 4 (Model 3), the interaction term was significant
and negative (␤ ⫽ ⫺.31, p ⬍ .05). Contrary to the hypothesis, Black
employees were more critical of the BI of Black managers than they
were of the BI of non-Black managers (see Figure 1). The difference
in non-Black employees’ assessments of Black and non-Black managers is not significant.
To test Hypothesis 4a, that a manager’s perceptions of his or her
superior’s BI is associated with how line employees view that manager’s BI, we added to the HLM model at Level 2 a measure of the
manager’s perceptions of the BI of his own boss, an upper-level
manager. This effect was significant (Model 4 of Table 4), indicating
that perceptions of upper-level managers by middle managers do
trickle down to front-line employees. Middle manager perceptions of
their superiors are associated with line employee perceptions of those
middle managers. To test Hypothesis 4b, that this trickle-down effect
will occur more strongly for Black employees, we added to the HLM
model an interaction between Black employee and the manager’s

perception of his upper-level manager’s BI. This interaction term,
shown in Model 5 of Table 4, was significant and positive, which is
consistent with Hypothesis 4b. Figure 2 displays this interaction
effect. Because the graph suggests that the main trickle-down effect
found in Model 4 might be due to Black employees only, we split the
sample and ran the analysis with Black and non-Black employees
separately. In each case, manager perceptions of upper level managers’ BI had a significant effect on employees’ perceptions of their
manager’s BI ( p ⬍ .01). Dividing the non-Black employee sample
even further, looking only at those with non-Black managers, the
effect was still significant ( p ⬍ .01). These analyses show that the
trickle-down effect is not limited to Black employees or to those with
Black managers. Further, they show that the impact of the trickledown mechanism is enhanced for Black employees.

Discussion
The data and analyses presented here are consistent with our
assertion that Black employees are more sensitive to managers’ BI
than are non-Black employees and that this difference may, in turn,
give rise to multiple attitudinal and behavioral consequences.
Black employees in our sample tended to ascribe lower BI to their
managers, and this ascription appears to mediate impacts of employee race on trust in manager, interpersonal justice, global
satisfaction, affective commitment, and intent to stay.

Practical Implications
Thus, cross-race differences in sensitivity to BI are no small
matter— basic aspects of the relationship between an employee,
his or her manager, and the organization he or she works for appear
to be affected by BI perceptions. For those organizations trying to
retain and promote Black employees as part of a strategy to
increase diversity (U.S. Department of Labor, 1992), alignment
between words and deeds is critical because low BI ascriptions
increase Black employees’ turnover intentions. For those organizations trying to better manage diversity, an understanding of
cross-group differences in reaction to managerial style is critical.
The practical implication of this finding is that, if managers
expect that moderate levels of word– deed misalignment are acceptable because many employee groups seem to tolerate them,
this expectation could create trouble when applied to Black employees, because their reaction appears to be appreciably different.
Managers should not assume that the accepting responses they get
from the larger, non-Black employee population (which may be
who they talk with most of the time) necessarily represent the
sentiments of Black employees in the organization.
Not only do the effects of BI appear to be broad—affecting trust in
management, interpersonal justice, organizational commitment, satisfaction, and turnover intentions—they also appear to be very deep.
Our data are consistent with the notion that BI perceptions carry
through layers of an organization, trickling down from upper levels of
management through supervisors and down to the level of first-line
employees. Because of this pattern, a single inconsistent executive can
create far-reaching negative consequences in an organization. Lack of
word– deed alignment is noticed by mid-level managers who, in turn,
seem to act more inconsistent themselves. If middle managers believe
that their superiors do not keep promises, for example, they are more
likely to break promises themselves.
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Table 4
Multilevel Random Coefficient Models Predicting Behavioral Integrity (BI)
Parameter
estimate
(unstandardized)

Variable

SE

t ratio

p value
(two-tailed)

Model 1
Level 1 model (no predictor)
Intercept

3.60

.03 112.42

.00

3.60
.03
⫺.07
⫺.01
⫺.06
⫺.15

.03 113.02
.01
2.36
.02 ⫺4.59
.02
⫺.70
.05 ⫺1.32
.06 ⫺2.40

.00
.02
.00
.48
.19
.02

3.59
.03
⫺.07
⫺.01
⫺.06
⫺.09

.03 113.86
.01
2.36
.02 ⫺4.67
.02
⫺.74
.05 ⫺1.28
.07 ⫺1.42

.00
.02
.00
.46
.20
.16

⫺.23
⫺.31

.09
.13

⫺2.29
⫺2.41

.02
.02

3.60
.03
⫺.08
⫺.02
⫺.06
⫺.13

.03 111.78
.01
2.11
.02 ⫺4.83
.02 ⫺1.51
.05 ⫺1.17
.06 ⫺2.15

.00
.04
.00
.13
.24
.03

.03

4.03

.00

3.61
.03
⫺.08
⫺.02
⫺.06
⫺.07

.03 113.07
.01
2.08
.02 ⫺4.87
.02 ⫺1.47
.05 ⫺1.25
.06 ⫺1.18

.00
.04
.00
.14
.21
.24

⫺.19
⫺.30
.12
.13

.10
.12
.03
.07

⫺1.71
⫺2.38
3.79
1.93

.07
.02
.00
.05

Model 2
Level 1 model
Intercept
Age
Tenure
Education
Gender
Black
Model 3
Level 1 model
Intercept
Age
Tenure
Education
Gender
Black
Level 2 model
Black manager
Black employee ⫻ Black manager
Model 4
Level 1 model
Intercept
Age
Tenure
Education
Gender
Black
Level 2 model
Manager report of upper managers’ BI

.14
Model 5

Level 1 model
Intercept
Age
Tenure
Education
Gender
Black
Level 2 model
Black manager
Black employee ⫻ Black manager
Manager report of upper managers’ BI
Black employee ⫻ Manager report of upper managers’ BI

The practical impact of this finding is that individual behaviors
at the top can shape whole cultures. Executives and middle managers are under a microscope as lower level managers look to them
for cues as to what is acceptable behavior. Organizations, therefore, cannot compromise in setting clear expectations for integrity
among top managers.

Contributions to a Theory of Reception Aesthetics in
Organizations
The impact of trickle-down dynamics on BI is stronger among
Blacks than among non-Blacks. If trickle-down dynamics cause
middle managers to modify their actual word–action alignment to
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a given extent (say, X), Black employees report a larger increment
of difference (say, X ⫹ 1). We believe that this differential impact
is consistent with the argument that Black employees are more
sensitive to inconsistencies and broken promises than are nonBlack employees. In a sense, then, Black employees may provide
management with the earliest warnings about lack of word– deed
alignment, if companies were able to tap into those employees’
perceptions of management.4
On a theoretical level, this finding develops further the concept
of a “reception aesthetics” within organizations, as suggested by
Davidson and Friedman (1998); that is, because different groups
respond to messages differently, those who communicate messages need to be aware of the unique patterns of interpretation
within each group. Drawing on work in sociology of culture
(Griswold, 1987), literature (Jauss, 1982), and social psychology
(Fiske & Taylor, 1991; Lord, Ross, & Lepper, 1979; Sherif &
Hovland, 1961), Davidson and Friedman (1998) argued that the
“social context of reception” shapes whether social accounts for
unjust actions will succeed at making the receivers of those messages feel less angry about the way the victims were treated. One
aspect of the social context of reception in the United States is
race, and Davidson and Friedman found that the same accounts
had differing impacts, depending on whether the recipient of the
account was Black or White, the victim was Black or White, and
the harm-doer was Black or White. Our findings in this study show
a similar phenomenon in yet another context: Statements made that
are inconsistent with actions are perceived differently by one
group than they are by another. Once again, race permeates the
context of social cognition.

Contributions to Theories of Trust and Justice
This study contributes to trust research in a few different ways.
In it, we explored the impact of demographic differences on
perceptions antecedent to trust development. Relatively few studies have explored the role of individual perceiver differences in
trust formation in a field setting (Dirks & Ferrin, 2002). The study
also adds to the growing evidence that trust in management has
profound consequence. Given the importance of trust in management, this study suggests one of the mechanisms that needs to be
addressed for effective management of a diverse workforce. BI is
a strong predictor of trust in organizations, and it may be especially
important for trust building in diverse workforces. Some employee
groups, with reasons to be suspicious, can more easily lose trust in
management if managers act in ways that are not consistent with
their words.

Figure 1. Interaction of employee race and middle manager race. BI ⫽
behavioral integrity.

Figure 2. Interaction of employee race and upper level manager behavioral integrity (BI).

This work also contributes to the literature on interactional
justice, as it again begins to quantify how different demographic
groups of perceivers process justice and injustice cues differently.
It extends Davidson and Friedman’s (1998) persistent injustice
effect and applies it in particular to interpersonal justice. Perceptions of justice and injustice are central to effective diversity
management (Huo & Tyler, 2001), and the current study begins to
shed light on very relevant demographic differences in the processing of justice and injustice cues. Bies (2005) called for additional research on interactional and interpersonal justice, and the
current work responds to that call.

Discrimination and Perceptions Considered
Our results are consistent with the notion of heightened perceptual readiness on the part of Black employees. It may be argued,
though, that the results emerged from differential treatment of
Black and non-Black employees—Black employees may simply
be subject to higher levels of bad behavior by their managers. We
certainly do expect that Blacks might face higher levels of discrimination than do non-Blacks, but many of the actions taken and
statements made by managers are necessarily public and visible to
all subordinates. Widespread bad treatment of Black employees by
a manager is likely to be noticed by many people and, thus, likely
to result in lower perceived BI by both Black and non-Black
subordinates— unless, as we argue, the Black employees are more
likely to notice it. Also, the moderated trickle-down effects we
found are not likely to be just the result of differential behavior
toward Black and non-Black employees; there is no a priori reason
to expect that manager perceptions of upper management’s BI—
which encompasses far more than just statements and actions
about race—would differentially affect how managers act toward
4
It can be argued that the trickle-down phenomenon described here is a
result of employees describing their hotel general manager (their boss’s
boss) rather than the department director as instructed. If an occasional
employee misunderstood the directions in this way, it might result in a
spurious correlation between BI ratings at different levels. The survey,
however, was explicit in specifying the desired target of description and
provided employees with specific job titles for the desired target. This
specification should reduce the likelihood of such error. This mechanism
might account for the trickle-down main effects, though interviews with
subjects after pilot tests of the survey did not surface such confusion.
However, this rival mechanism fails to account for the interaction effect
with race that is the most germane to the primary argument of the present
article.
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employees of different races. That said, it is very likely that both
mechanisms are in some way operative in any given workplace—
that some differential treatment actually occurs, and some is in the
eye of the perceiver. Teasing out the relative contributions of each
is a subject for future study. We consider our work to have opened
the way for a more balanced examination of the experience of
Black employees in the United States.

Examining Unexpected In-Group Effects
Hypothesis 3, which predicted that an in-group effect for race
would cause Black employees to assess the BI of Black managers
more favorably than White managers, was not supported. In fact,
the results are consistent with an opposite hypothesis: Black employees appeared to rate the BI of Black managers more harshly
than they rated the BI of White managers. On reflection, this result
is consistent with a different body of literature.5 In their seminal
article about relational demography, Tsui and O’Reilly (1989)
found that supervisors’ liking of subordinates was actually higher
within dyads that were racially dissimilar, and role ambiguity and
role conflict were lower. Moreover, Black subordinates reporting
to White superiors had the lowest level of role ambiguity in their
sample. More recently, one study conducted in China (Chan, 2002)
expected better supervisor–subordinate relations when both were
the same race but instead found that the worst relations occurred
when the supervisor and the subordinate were both Chinese. This
literature proposes that minority or low-power employees, and
especially Blacks, may be more critical of in-group supervisors
than out-group supervisors.
This pattern may be due to differences in expectations. Black
employees may expect of Black managers especially good treatment, support for Black issues in the organization, or special
recognition of their issues and concerns. We see some evidence for
this in reports by Irons and Moore (1985), Davis and Watson
(1982), and Dickens and Dickens (1982). These authors all cited
pressures on Black managers to represent the Black community
within their companies and provide support to other Black employees. This type of expectation has sometimes been institutionalized in the form of employee network groups (Friedman, 1996),
in which more senior Black managers provide support to lower
level Black employees. If expectations of Black managers are very
high among Black employees, whatever these Black managers do
is less likely to be deemed satisfactory among these employees. As
Oliver and Burke (1999) have shown, satisfaction is heavily influenced by initial expectations. This mechanism may well apply
to other underrepresented minorities and to women in the workplace.

Caution About Misuse of Our Findings
One might legitimately raise the concern that the results of this
research could conceivably be used to support discriminatory
policies in hiring or promotion, because they suggest that managing Black employees entails some special challenges. This work
proposes that Black employees may be more likely to notice gaps
between their managers’ words and actions and, as a result, to
develop negative work attitudes. We offer a few responses and
cautions regarding any interpretation of this work as possible
support for discrimination. First, discriminatory policies and prac-
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tices are illegal and are, by most standards, considered to be
unethical. Individuals differ dramatically from each other, and
individual qualifications and performance, not group membership,
are the only criteria for hiring and promotion that are both fair and
economically sustainable. Further, the trickle-down analysis described here suggests that Black employees are not biased in their
reporting; they are simply more sensitive to patterns of managerial
consistency, either positive or negative. This distinction suggests
that failing to hire a Black employee for fear he or she will
perceive you as having low BI is like failing to hire a good doctor
for fear he or she will give you bad news about your health. Other
studies have suggested that BI affects all employees as well as
company performance and that consistency is thus a critical managerial virtue. Further, Simons (2002) argued that managers will
tend to have inaccurate perceptions of their own levels of BI
because of the need to maintain a positive and consistent selfconcept. The opinions of Black employees may thus represent a
critical diagnostic resource that supports managers’ development.
The evidence presented here suggests that attending to BI concerns
raised by Black employees is likely to improve company performance at the same time as it improves working conditions for all
employee groups.

Limitations and Contributions
Like all such studies, this one has methodological limitations
that constrain the confidence with which results should be generalized. First, the data are cross-sectional, which limits the confidence with which causal direction may be asserted. However, most
of our analyses are unaffected by this issue, as employee race can
hardly be claimed to result from patterns of attitude or perception.
However, it does weaken the confidence with which we assert the
directionality of our mediation hypothesis. Second, the data for
this study are drawn from a single industry, the hotel industry,
which may have peculiar characteristics that drove our results.
Similar studies should be undertaken in other industries and with
other employee populations, including more educated populations.
From a conceptual standpoint, this work makes several contributions. First, it suggests a mechanism of perceptual readiness as
a way to understand cross-race employee differences in attitudes
and behaviors. Second, it suggests that the BI construct is of
central importance in understanding such differences. Third, it
highlights a tension between Black employees and Black managers
that needs to be further explored and better understood. Fourth, it
articulates and demonstrates a trickle-down phenomenon, from
executives to managers to line employees. This general mechanism
of trickle down is likely one of the key methods of transmission
and affirmation of organizational cultures, values, and behavioral
norms. The notion that culture change in organizations must happen from the top down is generally accepted by practitioners. The
concept of trickle down, whereby managers at each level monitor
and emulate the values enacted by their supervisors, may provide
a way to think about and to study organizational culture and
change with greater precision. As such, the operation and application of trickle down as a general phenomenon represents a
potentially fertile avenue for further research.
5

We thank David Thomas for suggesting this alternate framework for
understanding our results.
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From a practical perspective, the current work has serious implications for managers and executives grappling with the effective
management of diversity. Whereas managerial word– deed misalignments can have detrimental effects for all employees, they can
have especially detrimental effects for Black employees, who
might be more likely to notice them and to process them as
indicators of low BI. The consequence is that managers can more
easily lose the confidence of their Black employees than that of
other employees, which in turn may undermine those employees’
sense of justice, commitment, and trust in their managers. These
attitudes in turn affect both individual and organizational performance. BI perceptions have been shown to have significant importance for employees in general and for company performance
(Simons & McLean Parks, 2000), and they appear to be especially
critical for Black employees. Given the likely inaccuracies of
managers’ self-perception regarding word– deed alignment (Simons, 2002), regular employee surveys are indicated as a management tool.
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Appendix
Scales UsedA1
Behavioral Integrity
The following items were rated on a 5-point Likert scale (5 ⫽
strongly agree, 4 ⫽ agree, 3 ⫽ neither agree nor disagree, 2 ⫽
disagree, 1 ⫽ strongly disagree):
There is a match between my manager’s words and actions.
My manager delivers on promises.
My manager practices what he/she preaches.
My manager does what he/she says he/she will do.
My manager conducts himself/herself by the same values he/she
talks about.
My manager shows the same priorities that he/she describes.
When my manager promises something, I can be certain that it
will happen.
If my manager says he/she is going to do something, he/she
will.

Trust
The following items were rated on a 5-point Likert scale (5 ⫽
strongly agree, 4 ⫽ agree, 3 ⫽ neither agree nor disagree, 2 ⫽
disagree, 1 ⫽ strongly disagree):
I would be willing to let my manager have complete control
over my future in this company.
I would not mind putting my well-being in my manager’s
hands.
I would feel good about letting my manager make decisions that
seriously affect my life.
A1
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