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Abstract of Dissertation

Exploring the Experience of the African-American Male Worker Assigned to the
African-American Male Leader

This research employs a phenomenological approach to better understand the essence of

the experience of African-American male workers who have reported to African-

American male leaders within the context of large, for-profit organizations. In-depth,

structured interviews with eight African-American male workers revealed high level

exchange quality existed in every dyadic relationship. More specifically, high levels of

trust existed between each worker and leader, as well as extremely open, unguarded

patterns of communication existed between the workers and leaders. Lastly, the workers

and leaders demonstrated mutually supportive behaviors that not only enhanced the

relationships, but also led to outstanding work outputs.
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Exploring the Experience of the African-American Male Worker Assigned to the

African-American Male Leader

Chapter One: Introduction

Overview — One Scenario

The head of the human resource function was very disturbed. He had been waiting for

this moment all week; the moment when he would speak to the company’s chief

executive about the dearth of minority leaders in the organization. The company had, for

many years, managed a racially diverse workforce. Very specifically, their workforce

was composed of workers of many racial backgrounds, including those considered racial

minorities in this country. But while the company had many minority workers employed

in lower echelon positions, the organization had made only scant progress in populating

its managerial ranks with racial minorities.

Much to the human resource leader’s dismay, the chief executive did not believe it

was necessary to execute any special initiative directed towards augmenting the numbers

of minority leaders in the organization. The business case for racial diversity was

compelling enough to direct corporate initiatives towards enhancing the numbers of

minority workers, but it offered little in the way of any argument for bolstering the ranks

of racial minorities in leadership roles. The chief executive was well read of popular

leadership literature, and much scholarly literature regarding leadership. He had not

stumbled upon any literature that spoke to the power, effectiveness, or benefits of racially

diverse leadership within the present-day organizational environment.



On this day, the chief executive did not offer his approval of the human resource

leader’s plan to build out the leadership ranks with more racial minorities. Instead he

indicated that expending energy or other resources in this area might make the

organization feel good, but it would not drive their business outcomes. The chief

executive indicated that in a tough economy, he needed to keep people focused on

business initiatives that drive “real returns.” The head of human resources left that

meeting disappointed, but he also wondered what would be the real impact of a more

significant presence of racial minority leaders in the organization.

Introduction - Overview

Although the situation described in the previous section was fictitious, the essence of

the scenario described is very real. Diversity, particularly racial diversity, in the

workplace has been, and continues to be, a relevant organizational issue. Its relevance

has grown as the demographics of the American workforce have become more diverse.

More than twenty years ago, Johnston and Packer (1987) predicted that the changing

demographics of this country would have a significant impact on the composition of the

workforce. Department of Labor data (2001) confirmed much of their prediction.

Between 1980 and 2000, the number of Hispanic workers in this country tripled. During

that same period of time, the number of African-Americans in the workplace increased by

more than 54 percent. The increasing racial diversity in the workplace has been

accompanied by increasing gender diversity in the workplace. Data for female workers

in the American workplace indicates dramatic increases over the past two decades. The

female worker increased her presence by more than 65 percent.
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Yet even while the heterogeneity of workers in the American workplace has increased,

there are a number of alarming signals suggesting that companies are struggling to

manage this increasingly diverse workforce effectively. One of these signals is the

disparity that exists between White workers and minority workers, relative to access to

managerial and professional assignments. The rate of White managers and professionals

exceeds the rate of African-American managers and professionals by more than 72

percent (Mid-Atlantic Equity Consortium, 2008). Moreover, the concentration of

African-American workers in laborer categories exceeds the concentration of White

workers in these same laborer categories by almost 40 percent.

These disparities are not just concentrated in the private sector. Indeed, government

institutions and educational institutions show similar disparities between White and

minority workers. The Department of Defense, Personnel and Readiness Office (1998)

determined that:

1) Promotion rates for African—American officers in the ranks of 0-1 through 0-4 is

lower than the rates of their White counterparts. This is especially disturbing

when one recognizes that these officer ranks account for eighty percent of the

officer corps.

2) African-American officers are disproportionately assigned to positions that may

hinder their career progression.

3) Female African-American officers leave the military at significantly higher rates

than their White counterparts.

Neither has the higher education community proven itself exempt from these

disparities. Jackson’s (2008) research uncovered both disparate representation and
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disparate treatment of African-American men in higher education. Jackson found that

“both human capital and merit-based performance measures were good employment

predictors for White men and, in contrast, were not good employment predictors for

African-American men in the academic workforce” (p. 1004).

Disparities of this sort are oniy exacerbated when examining executive leadership

levels. Towards the end of 2009, there were only four African-American chief

executives leading Fortune 500 organizations. The numbers were not much better for

other racial minorities, as there were only six Latino chief executives leading Fortune 500

organizations (Diversitylnc, 2008).

At the highest levels of the military, the disparities are just as stark. Only one of the

38 four-star flag officers (generals or admirals) serving in 2009 was African-American.

In fact, only ten African-Americans had ever achieved that rank at that time. Overall,

less than six percent of the United States’ military’s flag officers were African-American,

including those flag ranks of one to three stars (MSNBC, 2008).

There are other signals indicating organizations are struggling to manage racial

diversity effectively. Chugh and Brief (2008) suggest that no significant progress has

been made eliminating workplace segregation since 1980. In fact, they argue, more than

half of all African-Americans would need to switch jobs to create a race neutral

distribution in the workplace today.

Statement ofthe Problem

In light of the ever-changing demographics in the workplace and the stark

discrepancies described in the previous section, understanding how to manage a diverse
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workforce more effectively is critical. Noted diversity scholar, Roosevelt Thomas

(1991), sums the organizational imperative for managing diversity effectively as follows:

“To thrive in an increasingly unfriendly marketplace, companies must make it a priority

to create the kind of environment that will attract and retain the best new talent and will

make it possible for employees to make their fullest contribution” (pg.4).

Despite the urgent need to more effectively manage diversity, including racial

diversity in large organizations, scant attention has been paid to at least one dynamic that

may impact effectively managing workforce diversity, minority leadership. Roosevelt

Thomas (1991) notes this gap in the research with the following remarks:

• . .only a few writers looked at the experiences of blacks — or

women — from a managerial perspective; instead they peered

from the perspectives of race relations, interpersonal relations,

or legal, moral, or social responsibility. Very few researchers

started with the view of determining the implications for a manager

seeking to create a corporate environment that would work for

everyone (pg. xiii).

Thomas (1991) goes on to state”.. .here is an unfulfilled need: to understand through

systemic research the managerial experience with blacks and women.. .“ (pg. xiv).

Chugh and Brief (2008) confirm Thomas’ assertion by stating, “...most of organizational

scholarship looks as if no people of color work in organizations.. .As of now, these topics

remain neglected in the management literature” ( pg.!).

Also missing is information regarding the impact these leaders from racial minority

groups have on the racially diverse members of the workforce. More specifically, there is
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little information highlighting either positive or negative influences these leaders may

have on the minority workers they may lead. Senior leaders of organizations are

oftentimes operating like the fictitious chief executive described in the opening scenario —

looking for something that provides what they believe to be a real return. Empirical

information regarding the impact of minority leaders on the racially diverse

organizational workforce, especially the minority workers they lead, may begin to

provide the proof of return they seek.

Nor does an inspection of the leadership literature turn up evidence of much empirical

work focused on minority leaders or their impact or influence on the racially diverse

workforce they lead. Regardless of the level of analysis or interest, organizational level

leadership, group leadership, or dyadic leadership, there is little research to draw upon

lending insights to matters of minority leaders or their impact. Without substantial

empirical research regarding minority leaders or their influence on workers, especially

minority workers in a racially diverse environment, many questions regarding their

impact remain unexplored.

The dearth of research surrounding minority leaders’ impact on the racially diverse

workforce inevitably begs the following: who really cares about the dynamics of minority

leadership and why do they care? The direct response to the first part of that question is

that everyone who is interested in the profitable growth of for-profit organizations should

care about the dynamics of racial minorities who lead in today’s organizational climate.

The several reasons why they should care, hinted at during the overview section, are

summed as follows:
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1. Organizations are becoming more racially diverse. Demographic projections and

workforce requirements suggests that this trend will not reverse itself.

Understanding the influence of minority leaders in increasingly diverse

organizations may be quite relevant (Johnston and Packer, 1987; Thomas, 1991).

2. Data suggests that minority workers are not gravitating into leadership roles at

rates proportionate to their overall presence in the workplace (Mid-Atlantic

Consortium, 2008). Dissatisfaction levels are greater amongst minorities and this

may manifest itself in many ways that are deleterious to organizational health.

There is no understanding of how minority leaders may mitigate these issues

involving minority workers. Conversely, there is no understanding of how

minority leaders may exacerbate these issues involving minority workers.

3. Unexplored or unarticulated impacts, which may include organizational benefits,

which minority leaders may contribute to their racially diverse organizations may

be perpetuating the limited progression of minority workers into leadership roles.

Benefits minority leaders may contribute could potentially include higher quality

exchange relationships with minority workers, a greater reservoir of trust

extended from the minority worker to the minority leader, and greater alignment

between the minority worker and the organization around goals, values, and

commitment levels.

Research Question

The gaps surrounding minority leadership are evident at multiple levels of analysis.

There is an equally underwhelming amount of empirical research exploring minority
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leaders at the organizational level, group level, or dyad level. However, an effort to

explore minority leadership from multiple levels was a bit ambitious for this particular

research project. This research focused on the lowest level of leadership analysis, that of

the leadership dyad.

Similarly, the notion of minorities in leadership roles is indeed broad. Even narrowing

the notion of minority leaders to leadership by racial minorities could be extremely broad

and perhaps too ambitious for this effort. Consequently, this research examined dyadic

leadership of African-Americans males in racially diverse organizations, using the

African-American male leader as a proxy for the minority leader. There are clearly some

limitations to this approach, but those limitations will be addressed in subsequent sections

of this paper.

In a further attempt to narrow the research question, this effort focused on large, for-

profit organizations. Large organizations, as defined by the federal government as

frequently being those with more than 500 employees (Small Business Administration,

2007), would seem to be those most likely to be racially diverse. This is an assumption

not built upon any belief that large organizations have more fully embraced a business

case for workforce diversity. Rather, it is built on the reality that a company that has to

hire more workers is more likely impacted by demographic shifts that have impacted the

worker pool. While this is an unproven assumption, it is not unreasonable to suggest that

a company which needs to hire large numbers of workers will have to spread its people

sourcing net much broader than small companies who do not have to hire large numbers

of people. Focusing on for-profit organizations, rather than on government, military, not
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for-profit, or even volunteer organizations strongly reflects the bias of the researcher,

who has spent the majority of his work-life in for-profit environments.

The research question addressed in this document is as follows: How do African-

American male subordinates experience the dyadic relationship with African-

American male leaders? This experience was explored within the framework of large,

for-profit organizations. This research question drove activities that began to shed light

on how the African-American male leader, serving as proxy for the minority leader,

might impact the African-American male worker, serving as a proxy for the minority

worker, in a racially diverse organization.

Many of the previously noted unanswered questions began to be addressed.

1) It allowed for the capturing of insights regarding the African-American male

leader’s ability to connect with, motivate, and enhance the productivity of the

growing base of African-American male workers.

2) It allowed for the capturing of greater understanding of how the African-

American male leader builds trust with the African-American male worker.

3) It allowed for greater understanding of how the very presence of African —

American male leaders might influence African—American male workers to more

readily embrace or potentially reject the larger organizational mission, or

organizational values.

This research will enhance leadership theory by building on the existing literature

relative to workforce diversity. It will also add to the body of literature relative to

minority leadership. This research may also enhance leadership practice if it sheds

greater light on matters of workplace diversity or minority leadership. It is possible that
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the findings of this research will augment the workforce diversity business case by

introducing elements that will emerge into a leadership diversity business case. This

business case may lead to a more compelling imperative for a commitment to

organizational diversity initiatives; the kind of imperative that mitigates the resistance of

organizational leaders like the fictitious chief executive introduced in the opening

scenario of this document.

Key Definitions

Before moving any further, it may be helpful to add some clarity to key terms and/or

phrases that have been introduced or will be introduced in this document. Terms like

workplace diversity, minority leader, vertical dyads, exchange relationships, may be

either too ambiguous or simply unfamiliar to some. Adding this clarity now will mitigate

potential misunderstandings by readers. Many terms will be defined within the text, as

those terms are introduced. This list, however, provides a level of clarity necessary to

ensure understanding from this point in the text forward:

Workforce Diversity — Throughout this document workforce diversity will refer to a state

of heterogeneity amongst workers in an organizational setting. Ely and Thomas (2001)

discuss workforce diversity in terms of demographic differences that include differences

in race, ethnicity, gender, social class, religious preference, and sexual identity. Much of

the demographic differences found in these organizational settings have been driven by

demographic shifts in the country’s population (Johnston and Packer, 1987).
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Racial Diversity — Throughout this document racial diversity will refer to a subset of

workforce diversity; specifically, racial diversity refers to heterogeneity of race within the

organizational setting.

Minority Leader — Throughout this document, minority leader will refer to a racial

minority group member assigned to a leadership role.

Minority Worker — Throughout this document, minority worker will refer to an individual

contributor in the organization who belongs to a minority racial group. This research

may, from time to time, use the term minority follower as a substitute for the term

minority worker.

Majority Leader — Throughout this document, majority leader will refer to a member of

the racial majority assigned to a leadership role in the organization. Unless otherwise

specified, this term will be applied to a leader in the organization who is a member of the

White or Caucasian race.

Majority Follower or Worker — Throughout this document, majority follower will refer to

an individual contributor in the organization who is a member of the racial majority.

Unless otherwise specified, this term will be applied to a worker who is White or a

member of the Caucasian race.
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Vertical Dyad — Throughout this document, a vertical dyad will refer to a direct reporting

relationship between one follower and one leader (Northouse, 2007). Dyad or dyadic

references a two-person relationship, while vertical references a crossing of hierarchal

levels within the organization.

Exchange Quality — Throughout this document, exchange quality refers to the nature of

the social interaction in a given dyadic relationship. A high quality exchange refers to a

dyadic relationship characterized by high levels of trust, respect, esteem, or genuine

affection. Lower quality exchanges refer to dyadic relationships which are more

transactional in nature, like one in which work efforts are traded for financial

remuneration, without any real personal or psychological connection, affection, or trust

(Yukl, 2006; Northouse, 2007).

African-American — Throughout this document, African-American refers to the race of

people who have been referred to over the past forty years in this country as either Black

or Negro. For this research, the African-American moniker will also be restricted to

those members of the Black race who were born or who have spent most of their lives in

the United States.

Introduction to Literature Review

As previously discussed, there is a dearth of theory and research addressing the topic

of the African-American subordinates’ dyadic experience with African-American leaders.

However, there is existing literature in tangential areas that may provide both conceptual
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grounding for this study and some peripheral insight as to what or why this research

effort may yield. The literature, captured in Chapter Two, has been drawn from three

distinct areas. First, literature has been drawn from the Leader-Member Exchange

theoretical and empirical body of literature in order to capture some understanding of

how and why high quality exchange relationships exist. There is substantial literature

supporting the notion that higher quality exchanges result in enhanced career progress

and worker satisfaction (Northouse, 2007; Yukl, 2006). Juxtaposing the stark data on

African-American worker satisfaction levels and career trajectories with that of the

majority worker’s satisfaction level and career trajectories hints at disparities in exchange

quality between dyads composed of majority leaders and African-American workers and

those composed of both majority leaders and workers.

A second body of literature drawn from in the literature review was the social identity

literature. It is important to this research effort to have an understanding of how racial

identity impacts human relationships. This grounding may be necessary to make

connections between the dynamics of racial identity and how these dynamics impact

organizational hierarchies, influencing worker-leader dynamics. If elements like racial

identity can facilitate or detract from human interactions (Ashforth and Mael, 1989;

Rogers and Lea, 2005; Tajfel, 1974; Trefry, 2006), it is not difficult to connect the dearth

of African-American leaders with disproportionately high levels of African-American

worker dissatisfaction levels and disproportionately low or slower career progression

rates.

Finally, the literature reviewed in Chapter Two draws from the workforce diversity

literature that focuses on concepts related to disparate treatment of minority groups and
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the stereotyping of African-Americans in the workplace. More specifically, the literature

reviewed also focuses on how dynamics of racism manifest themselves in the workplace.

This literature is necessary to become grounded in matters that may seemingly mitigate

the exchange quality between African-American workers and their majority race leaders.

This may be especially relevant when attempting to understand the factors influencing

relationship quality between African-American workers and African-American leaders.

It is relevant because the absence of the relationship eroding factors related to

stereotyping and other forms of racism would seemingly only serve to enhance the

favorable nature of the experience between African-American workers and African-

American leaders.

Research Design

This research effort employed a phenomenological research design. Understanding

the essence of a lived experience is at the heart of the phenomenological approach

(Lichtman, 2006). In this case, the common lived experience to be studied was the

experience of an African-American male worker who has been in a direct reporting

relationship with an African-American male leader. Clearly, the population requirements

for this study began with African-American male followers. Moreover, this research has

also been delimited to include only those African-American males working in large, for

profit enterprises. However, this research further narrowed the population in the

following ways described below:

1) The African-American male follower must have worked for an African-American

male leader for at least six months within the last six years. It is important that
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the dyadic relationship was long enough in duration for the follower to have

meaningful insights. It should also have been recent enough for the follower to

recall significant elements of the experience.

2) The African-American male follower must have worked for a majority leader for

at least six months within the last six years. It is important that the follower have

some frame of reference in which to discuss the uniqueness of the vertical dyadic

relationship with the African-American male leader. It is reasonable to assume

that a vertical dyadic relationship with a majority leader would provide just such a

frame of reference.

3) The African-American male follower must not have had a personal or

professional relationship with the African-American male leader prior to the

vertical dyadic workplace relationship. A relationship with the African-American

male leader that predates the vertically dyadic workplace relationship may skew

the essence of the experience this research effort sought to explore and

understand.

4) The African-American male subordinate must not have been in an executive level

role when the vertical dyadic workplace relationship with the African-American

male leader occurred. There may be dynamics relative to executive level roles

that skew the essence of the experience this research effort sought to explore and

understand.

5) Lastly, it is important to note that only all male dyadic relationships were

examined. There may be significant gender dynamics that could skew the essence
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of the experience this research effort hoped to explore and understand if female

leaders or subordinates were participants.

The rationale for delimiting the study as just described revolved around the

researcher’s attempt to eliminate data findings that may not be related to or a result of the

dynamic he was exploring. Patton (1990) underscores the importance of purposeful

sampling in this manner by indicating that a great deal more is oftentimes learned by

focusing on a small number of carefully selected participants.

Data, Coding, and Trustworthiness

During this research effort, the researcher conducted structured interviews with eight

individuals from the above-noted population group in order to capture the essence of the

lived experience (Lichtman, 2006) and to address the research question. More interviews

would have been conducted if needed to reach saturation. While this phenomenological

design was not generalizable, the attempt was made to identify common themes or

findings that emerged.

Trustworthiness was ensured in at least two ways:

1) The researcher did engage in the bracketing process, attempting to set aside any

personal biases prior to data collection (Creswell, 2007). While some researchers

do not believe that biases can ever be completely set aside (Lichtman, 2006), this

researcher did certainly attempt to mitigate existing biases with this technique.

2) The researcher did conduct member checks in order to affirm the findings.
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Limitations ofthe Research

While the findings of this research effort should contribute to both the study of

minority group members occupying leadership roles and the study of workplace diversity,

there are a number of limitations that must be identified. While these limitations are

discussed more completely in Chapter Five, they include:

1) Findings that may be attributed to commonality of race between leader and

worker may also be influenced by other commonalities like generational

similarities, religious similarities, similarities in educational backgrounds, or other

common experiences of leader and follower.

2) Findings could be attributable to the effectiveness, or ineffectiveness, of the

individual leader notwithstanding race membership.

3) Findings should not be used to infer similar dynamics exist in dyads where both

leader and follower are majority race members.

Summary

The challenge of managing a racially diverse workforce is becoming increasingly

important as the workforce becomes increasingly more heterogeneous. Understanding

the dynamics and implications of minority leadership within these diverse organizations

clearly will inform the study and practice of diversity management. It will also

contribute to the body of management literature and minority leadership research.

Ultimately, this research may build on the diversity business case, stimulating

organizational leaders to pursue matters of diversity management with greater zeal and

commitment.
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Exploring the Experience of the African-American Male Worker Assigned to the

African-American Male Leader

Chapter Two: Literature Review

Overview

Even the most causal observer of the American workforce has noticed how its

demographic make-up has shifted over the past two decades. The workforce is more

diverse, from race, gender, ethnicity, and generational perspectives. This workforce

phenomenon is largely a reflection of demographic changes amongst those entering the

workplace (Johnston and Packer, 1987; Thomas, 1991).

However, many organizations are struggling to effectively manage this heterogeneity.

Intergroup conflict exists between members of the racial majority and members of

minority groups. Mistrust and resentment of those different from the majority is also

prevalent (Ogbonna and Harris, 2006; Ely and Thomas, 2001). Moreover, minority

group members have been unable to penetrate the management ranks of American

companies at a rate proportionate to non-minority group members (Bielby, 2008; Fiske

and Lee, 2008; Mid-Atlantic Equity Consortium, 2008).

Scholars have explored many aspects of workforce diversity, ranging from

examinations of the business case for workforce diversity (Cox and Blake, 1991) to

dissections of the major diversity management approaches and perspectives (Ely and

Thomas, 2001). Conspicuously absent from this body of literature, however, is a plethora

of empirical work exploring the impact of minority leaders on a diverse workforce

(Thomas, 1991). This research effort attempts to begin bridging this gap with an analysis
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of the experience of African-American workers who have been assigned to direct

reporting relationships with African-American leaders in large, for-profit organizations.

And while this study that explores the impact of African-American leaders on their

African-American followers in a vertical dyadic relationship offers only a small step in

the study of minority leadership in a diverse workplace, it will indeed contribute to the

body of knowledge and insights around minority leadership.

Because the base of literature on the minority leader’s impact on the minority follower

is so slight, and the base of literature on the vertical, dyadic relationship between the

African-American leader and the African-American direct report is nearly non-existent,

this literature review will focus on three areas which may likely impact vertical dyadic

relationships between an African-American employee and his majority race, direct leader.

Uncovering general insights around racism, identity, and vertical, dyadic relationships

will likely yield some interesting notions around both what to expect and what not to

expect in a relationship between an African-American male follower and his African-

American male leader. The areas of focus will be:

1) The existing business case for workforce diversity.

2) The leader-member exchange body of literature on vertical dyads and high

exchange relationships.

3) The impact of social identity on a relationship.

4) The impact of racism on a relationship.

19



Workforce Diversity Business Case

An in-depth understanding of matters relating to the diverse workforce should begin

with an understanding of the business case for a diverse workforce. Although this

literature is primarily focused on organization-level matters and this research effort will

focus on the dyadic level of leadership, understanding the business case is fundamental to

fully understanding the context surrounding the need for research on the impact of

minority leaders on minority workers within a diverse workforce. The literature review

will then be refocused on empirical work that relates to the vertical dyad and leader-

member exchange quality.

Workforce diversity is far from just a concept designed to make organizations feel

good. Scholars have, for several years, been articulating clearly defined benefits to

effectively managing diverse, including racially diverse, workforces (Cox and Blake,

1991; Chugh and Brief, 2008; Polzer, Milton, and Swarm, 2002). Cox and Blake (1991)

summarize the benefits organizations can potentially capture. They include all of the

following:

1) Companies that manage diversity well may reduce turnover rates of minority

workers in the organization. Quantifying this cost of turnover can include not

only the cost of sourcing and training new workers, but also the cost of lost

productivity as seasoned workers leave and new workers gain proficiency on the

job. Even when employees do not turn, dissatisfaction has been linked to

absenteeism. Clearly, absenteeism drives up cost through lost productivity.

2) Companies that manage diversity effectively tend to attract more minority

workers as applicants. This resource—acquisition benefit is especially crucial for
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companies operating in sectors where the demand for labor is growing. It is also

critically important for companies operating in geographic areas where the labor

supply is decreasing.

3) Companies that manage diversity well may also capture marketing advantages.

Employees with different racial, ethnic, or cultural backgrounds may provide

organizations insights for accessing customer bases within those racial, ethnic, or

cultural populations. Moreover, some argue that those respective market bases

are more willing to consume from organizations that support members of their

racial, ethnic, or cultural group.

4) Companies that manage diversity well may be more innovative and creative. The

diversity of backgrounds can lead to a diversity of thought; a willingness to hear

and explore more perspectives and more options than a homogeneous group may

even realize exists.

5) Companies that manage diversity well may make higher quality decisions.

Research on group decision making supports the notion that heterogeneous groups

explore a wider variety of perspectives and demonstrate a higher level of critical

analysis than homogeneous groups. Diverse workforces, when managed

effectively, can provide the organization a problem-solving edge over

competitors.

However, the clearly defined benefits fail to address any benefits or potential benefits

the minority leader may add to the diverse workforce. One might hypothesize that

similar to the way racial minorities as employees allow companies greater insights into

penetrating racially diverse consumer markets or customer segments, racial minorities in
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leadership roles might allow companies greater insights into how to connect with racially

diverse workers.

Even more puzzling is the notion that many companies are struggling to effectively

manage the racially diverse workforce, even while knowing the benefits of the diverse

workforce. Some scholars believe that organizations committed to diversity in some way

have approached the management of diversity in differing ways. These differing

approaches, consequently, have led to varied results. The next several paragraphs will

examine literature highlighting two commonly adopted approaches to diversity. After

which, the next several paragraphs will examine the different diversity perspectives and

how they impact diversity management.

Purdie-Vaughns, Steele, Davis, Ditiman, and Crosby (2008) introduce the approach to

integrating diverse racial groups in the organization based on the notion that people are

universally similar and that group differences should be minimized. This approach

embraces the belief that discriminatory behavior can be reduced by mitigating the

stereotypes and prejudices that drive much discrimination. Companies that advocate the

colorblind approach typically advocate a blind application process, and the elimination of

subjective portions from performance reviews.

Fiske and Lee (2008) point out that this approach is not as realistic to implement.

First, companies do struggle to consider a hiring process that forgoes the face-to-face

interview. Even if they did, those companies would eventually meet the hired person.

And quantitative only assessments do not remove the biases that lead to who actually gets

awarded with the most sought after assignments at the start. They also question whether

individuals, both minority and majority group members, can actually disassociate
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themselves from their own identities. In short, the deeply embedded nature of

stereotypes and biases may prevent a color-blind approach from working as intended

(Bielby, 2008).

An alternate approach is the multicultural approach. This approach, oftentimes

referred to as the value-diversity approach, recognizes and acknowledges the differences

people may bring to the organization. Rather than attempting to persuade people to

ignore what is all too conspicuous, it incorporates differing values into organizational

processes (Fiske and Lee, 2008; Purdie-Vaughns, et al, 2008) The approach may find

organizations combining the highly structured, formal processes favored by controlling

groups with the relational systems and procedural justice mechanisms favored by

minority sub-groups.

The very fact that multiple approaches even exist in the area of diversity management

speaks to the complexity surrounding this area. Companies may be struggling because

they are confounded by the options available, perhaps trying to merge multiple

approaches and doing neither with any real proficiency. Adding to this complexity is the

varying diversity perspectives an organization may adopt. Those perspectives drive the

activities of the organization, relative to diversity, and the measures of success the

companies will embrace.

Ely and Thomas (2001) discuss three different perspectives an organization may

embrace regarding diversity management. One perspective may be a discrimination and

fairness perspective. This perspective would concentrate diversity initiatives on those

activities that eliminate overt instances of disparate treatment. This organization seeks to

ensure justice and equity, without any overwhelming business imperative. Consequently,
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they may only be able to measure success by monitoring claims of disparate treatment,

which is not necessarily a reflection of their effectiveness in managing diversity. They

might also point to actual representation of minority group members as a determinant of

success. This, too, is misleading. As discussed in Chapter One of this paper, national

demographic changes are driving the increased heterogeneity of American workplaces.

This is not necessarily as sign of effective diversity management.

Ely and Thomas (2001) also discuss the access and legitimacy perspective. The

organization that embraces access and legitimacy as their diversity perspective is

primarily interested in the potential marketing advantages discussed in a previous

paragraph. That advantage pointed to diverse organizations’ potential ability to penetrate

customer groups that are largely populated by those members of the underrepresented

social group. Once again, their diversity activities will focus on just those designed to

enhance market share. While the genuine business imperative may drive a level of

commitment to execution and accountability for results that does not exist in the

discrimination and fairness perspective, it will also fail to optimize the benefits of a

diverse workforce. Measures of success will largely revolve around only those market

share initiatives, offering no organization focus on remaining elements of diversity

management.

A third perspective is the integration and learning perspective. Organizations

embracing this perspective seek to fully immerse their minority subgroups into

organizational activities, genuinely wanting to incorporate their different viewpoints and

experiences into organizational learning and decision making processes. This

organization typically seeks to capture the innovation and creativity benefit, the decision

24



making benefit, the resource acquisition benefit, and the marketing benefit described

earlier in this review.

However, even in the literature outlining the workforce diversity business case, there

is no attention paid to how minority leaders may impact or influence either the

organization’s diversity approach or diversity perspective. As noted in the problem

statement, there appears to be serious gaps regarding the influence or impact of racially

diverse leaders on the business case, the diversity approach, and the diversity perspective.

The following section begins to move away from the organization-level literature on

workforce diversity and towards an understanding of the dyadic relationship between

leader and follower. Literature that speaks to the quality of relationships between leaders

and workers may begin to shed light on what the relationship between minority leader

and minority worker, to include the African-American leader and African-American

worker, might encompass. It is here that one begins to get a sense for what this research

effort may reveal regarding the experience of the African-American worker with the

African-American leader in large, racially diverse organizations.

Leader-Member Exchange Overview

Until the Leader-Member Exchange (LMX) theory of leadership was introduced more

than thirty years ago, theories of leadership focused on either the leader’s capacity or the

follower’s context. LMX, however, focused on the relationship between the leader and

the follower. Rather than assuming that any given leader has a particular style of

leadership that he or she “delivers” to followers, LMX proposed that the individual
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dyadic relationship the leader has with each separate follower impacts how each of those

individuals is led (Northouse, 2007; Yukl, 2006).

LMX theory, originally introduced as the Vertical Dyad Linkage theory, examines

leadership through the lens of the vertical dyad. A vertical dyad, simply phrased, is the

working relationship formed between two individuals, one of which is the leader and one

of which is the follower (Dansereau, Graen,and Haga, 1975). The follower in each of

these relationships will have developed either an enhanced or expanded role (called extra-

roles) or will have a role confined by the narrowest interpretation of his or her job

description or employment contract (called defined roles). Individual followers who

developed these extra-roles are considered part of an in-group, while those who are

fulfilling only their defined roles are considered part of the out-group (Northouse, 2007).

In—group members are oftentimes offered favored treatment and benefits, like larger

offices or premium work assignments.

After Dansereau, Graen, and Haga (1975) introduced the Vertical Dyad theory, LMX

research began to focus on the quality of the relationship between the leader and the

follower. High quality relationships within a dyad, called high-quality exchanges, led to

the in-group relationships that produced many positive outcomes. Researchers over the

next quarter century did indeed document reduced turnover, more favorable performance

evaluations, and greater frequency of promotion, more favorable job attitudes, and other

benefits by those followers who experienced high quality exchanges with their leaders

(Graen and Uhl-Bien, 1995).
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Exchange Relationshzps and Identity

LMX theory is considered both descriptive and prescriptive in nature. It is

descriptive because it can identify a high quality exchange and it is prescriptive because

research on LMX supports the need for more high quality exchanges in dyadic

relationships. However, it does not prescribe how either a follower or a leader can ensure

a high quality exchange relationship. Nor does it explain how factors like race or ethnic

background impact the development of high quality exchanges, thus impacting the

favorable follower outcomes Graen and Uhi-Bien (1995) cite as resulting from those

high.-quality exchanges.

Nevertheless, we can extrapolate some things from the existing LMX research.

Graen and UhI-Bien (1995) effectively highlight the benefits of the high quality

exchanges on career trajectory and promotions. It is not, consequently, a large leap to

infer that lower quality leader-member exchanges will lead to stalled careers or slower

moving career trajectories. A very legitimate question that surfaces when one considers

the race disparities in the workplace and the research which supports the notion that a

high quality exchange promotes a subordinate’s career trajectory, is whether there is a

disproportionate number of low quality exchange relationships impacting dyads where a

minority is the follower.

Unfortunately, the researcher has not identified a plethora of literature connecting

LMX and race. There is, however, literature connecting LMX theory to issues like

identity and similarities between leader and follower. Phillips and Bedeian (1994) tried

to identify personal and interpersonal attributes that influence the quality of the leader

member exchange. They found that relationship quality was indeed higher if the leader
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perceived the follower to possess attitudes similar to those the leader possesses. These

are not attitudes relative to business strategy or effective workplace execution. Instead,

the perceived attitudes that heighten the quality of the relationship are attitudes towards

family, money, career strategies, life goals, education, and overall perspective. While

Phillips and Bedeian (1994) do not proclaim race differences mitigate relationship

quality, one is left to consider whether cultural differences related to race or ethnicity are

elements that diminish exchange relationships between leaders and followers of a

different race. Conversely, one might also be left to consider whether cultural similarities

reaffirmed by race or ethnicity similarities heighten exchange relationships?

Bauer and Green (1996) also identified similarities as a key element in high quality

leader-member exchanges. In their longitudinal study, they identified affective similarity

as important in exchange relationships. Affective similarity includes similarity in one’s

tendency to feel or demonstrate enthusiasm and energy. It also includes one’s tendency

to be either extroverted or introverted. Once again, one may question whether cultural

influences, rooted in race or ethnicity similarities or differences, impact exchange quality.

While the researcher has yet to identify research directly tying relationship quality to

race, there is research that suggests various “similarities” are important to high quality

exchanges. DiTomaso, Post, and Park-Yancy (2007) note that some group members

“may try to pass as a member of a different group by highlighting a different aspect of

their identity. . . The more differences are highlighted, the more likely they become salient

in interaction and invoke predictable reactions. .
.“ (p. 494). The challenge for a minority

follower is that racial differences signal dissimilarity before affective similarities can

even be recognized. Conversely, it would seem, that racial similarities between leader
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and follower would seem to allow for greater exploration of affective similarities in an

exchange relationship.

While there is much to learn about the specific African-American experience in

exchange relationships, scholars have argued that “African-Americans place a high value

on interpersonal relationships with supervisors (which greatly impact job satisfaction and

employee commitment)...” (Edwards, 2007, pg. 2). Edwards (2007) goes on to argue

that African-Americans have a great need to be valued in their organizations and that this

valuation can lead to higher productivity and efficiency, while a dc-valued experience

triggers a dissatisfaction that is an “unconscious reminder of the oppressive relationship

of master-slave manifested in the historical institute (sic) of slavery” (pg.6). One is left

to wonder whether this dynamic is somehow muted in a vertical, dyadic exchange

relationship between two African-Americans. Does this historical, master-slave dynamic

disappear? Is the African-American employee less inclined to associate either bad or

good leadership behaviors with issues extending far beyond the worker-leader exchange?

Social Identity and Group Bias

Ogbonna and Harris’ (2006) ethnographic study describes workplace relationships in a

medium-sized, industrial firm with many racial and ethnic groups present. They

highlight a firm desperate to fill job openings created by a combination of organizational

growth and a decline in the homogeneous, majority population they historically drew

their workforce from. However, the relationships inside this firm are highly

dysfunctional. The researchers describe high levels of mistrust between racial groups, a

belief held by both the majority and minority groups that the organization demonstrates
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favoritism towards the other group(s), workplace conflicts between groups, and low

levels of commitment towards colleagues of a difference race or ethnicity. Clearly, this

firm, hoping to capture at least the staffing benefit of diversity, has failed to manage

diversity effectively.

Ogbonna and Harris, as well as a number of other scholars (Ashforth and MaeI, 1989;

Rogers and Lea, 2005; Tajfel, 1974; Trefry, 2006), attribute much of this sort of conflict

to elements emerging from social identity theory. Ashforth and Mael (1989) offer a

succinct summary of critical elements of social identity theory, relative to diversity

management. “According to social identity theory, people tend to classify themselves

and others into various social categories” (p. 20). They indicate that these classifications

can be based on age, gender, religious affiliations, or race. And while individuals may

generally choose from a number of different identity groups in which they seek to

identify themselves with, they will typically opt to connect with the social identity that

will boost their personal esteem or status the most.

Tajfel (1974), a seminal scholar in the area of social identity, offers additional detail

explaining social categorization and identity:

I) Social categorization is the “ordering of social environments in terms of social

category, that is of groupings of persons in a manner meaningful to the subject”

(p. 69). In short, social categorization involves both grouping of individuals and

assigning status to the groups, relative to one another.

2) Social identity, therefore, evolves from one’s membership in a particular group

resulting from the social categorization process. “. . .We shall understand social

identity as that part of an individual’s self-concept which derives from his
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knowledge of his membership of a social group (or groups) together with the

emotional significance attached to that membership” (p. 69).

Social identity, among other things, allows individuals to feel a sense of belonging or

connection with a group of people. However, Tajfel also introduces additional concepts,

social comparison and psychological distinctiveness, relative to social categorization and

social identity that may sow the seeds of group bias and stereotyping.

He argues that group identity and characteristics of any group (ingroup) are only

relevant in relation to identity and characteristics of other groups (outgroups). “The

characteristics of one’s group as a whole (such as its status, its richness or poverty, its

skin color...) achieve most significance in relation to the perceived differences from

other groups and the value connotation of these differences” (p. 71). A group, frankly,

cannot be a group unless other groups exist in the environment. Therefore the social

comparison is a critical element of social identity theory.

Since a social identity group can only exist in the presence of other groups, it is

necessary for the social group to project a distinctiveness of characteristics; establish and

maintain those elements which separate it from other social groups in the environment.

These distinctions are typically cognitively assigned statuses and are differentiated by

value. Race provides an example ofjust such a categorization. “. . .Race. . .has become in

its general social usage a shorthand expression which helps to create, reflect, enhance and

perpetuate the perceived differences in “worth” between groups or individuals” (p. 75).

Fiske and Lee (2008) are quite clear in their assertion that categorization of

individuals creates a depersonalization that heightens group identity, leading to

stereotyping and prejudice. Specifically, they argue that “categorized groups minimize
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within-group differences and maximize between-group differences” (p. 15). The

resulting differences become deeply embedded in the psyches of individuals exposed to

the various groups. Any actions which reinforce the notion of these differences, even

incidental in nature, simply confirm the perceptions and perpetuate stereotypical notions.

And while the perceptions about groups may oftentimes seem to be only benign

descriptors, ingroups frequently perceive outgroups as a threat to their status. Many

researchers have identified group threats as a primary source of intergroup conflicts and a

driver of intergroup prejudice (Fiske and Lee, 2008). Rosabeth Moss Kanter (1977), in

her classic Men and Women ofthe Corporation, described the stereotypical ideas held

about women’s fitness for leadership roles as one method in which men used to safeguard

those roles primarily for members of their own gender group. Women were described by

the men at the organization she studied as too emotional for leadership roles, less loyal to

the organization than men, and less committed to the job (because of their perceived roles

as family nurturers) than men. Similarly, race stereotypes have also served to prohibit

members of minority groups from ascending into leadership roles (Fiske and Lee, 2008;

Ogbonna and Harris, 2006; Chugh and Brief, 2008, Bielby, 2008).

Clearly, these types of stereotypes and group biases are significant factors that may

hinder an optimal relationship between a White manager and an African-American

worker. Individual skills and capabilities may be masked by perceptions attributable to

stereotypical notions that perhaps would not be present when both the follower and the

leader are African-American.
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Compounding the masking of skills and capabilities is the reality that tremendous

inaccuracies exist within stereotypes. Fiske and Lee summarize some of the key

perception inaccuracies accompanying stereotypes:

1) Stereotypic inaccuracy exists. This error is related to the inaccurate description of

a target group. Examples may include all Asians have strong technical skills, or

all Latinos (males) cling to an overly masculine persona.

2) Valence inaccuracy exists. This error either over or under exaggerates the

importance of characteristics assigned to a particular group. An example might

be placing so much emphasis on women’s stereotypical roles as family caregivers

that they are overlooked for leadership roles because people presume they will be

unable to tend to position responsibilities effectively.

3) Dispersion inaccuracy exists. This error either over or under generalizes the

differences in characteristics assigned to each group. An example might be

presuming that African-Americans are more gifted as athletes than Americans of

European descent.

The danger in these stereotypes is intuitively clear. Negative assumptions about an

individual based on perceived group characteristics serve to perpetuate workplace

imbalances and mitigate an organization’s ability to fully utilize its human resource

capacity. As previously suggested, these dangerous perception errors may be mitigated

in dyadic relationships where leader and follower are of the same race.

Many of the scholars (Chugh and Brief, 2008; Fiske and Lee, 2008; Bielby, 2008)

argue that stereotypes manifest themselves in discriminatory acts, even when the

offending party does not realize he or she is discriminating. Chugh and Brief discuss the
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experiment conducted by two economists only a few years ago. The economists prepared

and submitted 5,000 resumes in response to advertised job openings in the Chicago and

Boston areas. The resumes were equivalent, but for the following: the researchers

“randomly assigned either ‘Black-sounding’ (e.g. Lakisha, Tyrone) or ‘White-sounding’

(e.g. Emily, Greg) names” (p. 336) to them. Their findings were astounding. The White-

sounding applicants were 50% more likely to be called for interviews than the African-

American sounding applicants.

Racism in the Modern Organization

Social identity and the related stereotyping highlight just one element which may

impact vertical, dyadic relationships between White and African-American leaders and

followers. Fiske and Lee (2007) describe several types of modem racism that manifests

itself in discriminatory behaviors in the workplace. Ambivalent racism refers to the

internal conflict one may have about members of a lower status outgroup. As an

example, one may believe that African-Americans are stereotypically lazy, but still feel

sympathy for them because one believes them to be disadvantaged. This form of racism

manifests itself in the perceiver believing a group’s failure to achieve is solely the results

of that group’s character flaws. As one might imagine, this attitude prevents a critical

examination of organizational barriers or systemic issues that may be preventing any

group’s success within the organization.

Similar to ambivalent racists, aversive racists also experience internal conflict.

Aversive racists believe themselves to be non-prejudiced and egalitarian in nature.

However, they harbor negative attitudes towards minority groups. Consequently, they
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demonstrate behaviors that avoid putting themselves in contact with the minority group

members. More simply, they avoid interracial interaction. This form of racism

frequently results in a justification of discriminatory behaviors as not being tied to race

(Fiske and Lee, 2007). It can also lead to an inadequate integration of minority group

members into majority organizations and institutions. It can result in the minority group

members’ failure to establish networks, mentors, and social contacts necessary to

progress within many organizational environments. In a vertical, dyadic relationship, it

may result in a White leader not making a substantial effort to connect with an African-

American direct report. Conversely, this sort of aversive behavior may be less typical

when the leader and follower are both African-American.

Both Fiske and Lee and Chugh and Brief highlight the concept of symbolic racism.

This form of racism, typically directed towards African-Americans, has evolved as a

majority group defense mechanism. It is partially rooted in the concept addressed earlier;

that group identity also stimulates the phenomenon that an ingroup tends to perceive

outgroups as threats. Symbolic racism typically has four components: The first is that

African-American failure to progress in the workplace is largely resulting from a lack of

work ethic. The next is that African-Americans typically make excessive demands. A

third is that African-Americans are too unwilling to accept any different treatment in the

workplace. And finally, African-Americans have already received undeserved

advantages in the workplace. The effects of this form of racism are clear. It can manifest

into racial resentment and workplace hostility, both of which detract from an effective

diversity management effort. It is clear that a White supervisor that possesses such ideas

would not be particularly connected to an African-American follower. Once again, one
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might reasonably hypothesize that these ideas are not likely to exist within an African-

American leader of an African-American worker.

Summary

While this review of literature does directly connect race homogeneity to higher

quality exchange relationships, it also highlights many issues that may possibly sabotage

high quality relationships between a White manager and his African-American direct

report. These issues include social identity, stereotyping, racism, and lack of cultural

similarities. One may hypothesize that because many of these issues are less relevant in

African-American leader-African-American follower relationships, the experience of an

African-American male worker who has reported to an African-American male leader

may be a great deal more positive than the former situation. This research effort sought

to explore just that, how the African-American male subordinate experiences the dyadic

relationship with an African-American male leader. This research should contribute to

the understanding of minority leadership, which may, in turn, help to inform

understanding of effective diversity management.
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Exploring the Experience of the African-American Male Worker Assigned to the

African-American Male Leader

Chapter Three: Methods

Overview ofQualitative Approach

Over the past decade, the notion of qualitative research has been both embraced and

expanded. Researchers, particularly those immersed in social science fields, are no

longer satisfied to seek one objective truth. On the contrary, these researchers have

embraced the idea of looking for and giving a platform to differing voices and

perspectives. This has offered greater legitimacy to qualitative methodologies of

research. Ethnographies, once the domain of anthropologists, case studies,

phenomenological studies, grounded theories, and narrative research are amongst the

approaches embraced by the qualitative researchers (Creswell, 2007; Crotty, 2003;

Lichtman, 2006).

Many scholars have begun positioning qualitative research approaches as legitimately

accepted scientific methods to study social phenomena. Denzin and Lincoln (1994)

position qualitative research efforts as a “study of things in their natural settings,

attempting to make sense of, or interpret, phenomena in terms of the meanings people

bring to them” (pg. 2). Lichtman (2006) describes qualitative approaches as primarily

designed to capture an “in-depth description and understanding of the human experience.

It is about humans. Qualitative research has as its purpose a description and

understanding of human phenomena we often think of lived experiences of humans” (pg.

8). She contrasts the “why” questions of the qualitative approach, designed to capture

37



meaning with the “what” or “how much” analysis of the quantitative approach designed

to test hypotheses.

Newman and Benz (1998), however, argue that qualitative research should not simply

be assumed to be the polar opposite of quantitative inquiry. Rather, they argue,

qualitative inquiry is part of an interactive, cyclical continuum shared with the

quantitative approach that is essential in the scientific study of social phenomena. They

describe the qualitative approach as typically inductive in nature, where researchers enter

with no theory but with a desire to describe or understand phenomena. It is from there,

theory can be articulated which might be tested through quantitative analysis.

Lichtman (2006) helps to frame one’s understanding of the qualitative process by

examining some of the theoretical and practical distinctions of this approach:

Theoretical

• Nature of reality - Qualitative research assumes no single reality as is typical in a

well-designed quantitative study. Rather, reality is constructed by the observer.

• Role of the researcher — The researcher, while attempting to limit his or her

biases, must interpret the data in a qualitative inquiry. The quantitative researcher

typically seeks to remain outside of the experimental system.

• Generalizability — Qualitative research cannot typically be generalized, while the

goal of quantitative research is to apply findings to other situations.

Practical

• Purpose — Qualitative inquiry seeks to understand and interpret, while the

quantitative inquiry tends to test hypotheses.
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• Subject studied — The qualitative approach typically involves smaller,

purposefully selected groups or subjects and heavily engages them. Qualitative

researchers typically opt for larger, randomly selected samples.

• Type of data collected — The qualitative researcher is frequently looking for words

or visual data, while the quantitative researcher seeks ordinal data.

This research sought to explore how the African-American male subordinate

experiences the dyadic relationship with the African-American male leader within the

context of large, for-profit organizations. As such, the researcher sought to understand

the dynamics of these relationships, not to collect data in order to accept or reject one or

more hypotheses. A greater understanding of how this leader impacts this follower was

needed before one could hypothesize or test any particular theory regarding the quality of

this exchange. Consequently, a qualitative method of inquiry was most appropriate.

The Phenomenological Design

Creswell (2007) defines a phenomenological study as one that “describes the meaning

for several individuals of their lived experiences of a concept or a phenomenon” (pg.57).

He contrasts this with a narrative study, which “reports the life of a single individual”

(pg.57). “The basic purpose of phenomenology is to reduce individual experiences with

a phenomenon to a description of the universal essence” (Creswell, 2007, pg. 58).

The notion of capturing the essence of an experience is, however, a notion that may

not be very clear, van Manen (1990) offers a clever way to think about what is meant by

capturing the essence of an experience through phenomenological research; an approach

originally introduced by Sarte. He asks the reader to imagine him or herself spying on
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another through the keyhole of a door. You, the spy, may be motivated by any number of

emotions, like curiosity or jealousy. Then, he asks the reader to imagine that you hear

footsteps heading towards the door, signaling that someone is aware of your spying.

Suddenly, your level and scope of awareness changes. You may suddenly feel yourself

blushing, or sweating, or feeling embarrassed or ashamed. You may begin to try and

understand why you were spying; what you hoped to accomplish by this activity. You

will reflect on the meaning of the activity; you will reflect on the very essence of the

experience of spying through the keyhole.

The example offered by van Manen provides an interesting way to highlight how the

heart of phenomenological study is capturing the essence of an experience. It is not just

about describing a series of behaviors or actions, or even discussing the sequence of

events. It is about recreating the meaning of the experience.

This reality offers another significant element about the phenomenological approach.

This approach is entirely dependent on the subject’s ability to carefully and thoughtfully

reflect on the experience. This will require the researcher to carefully consider the

questions asked, and this will also require the subject to self-reflect with some intensity.

Unlike many other methods of inquiry, the researcher is not observing the phenomenon

occur. Rather the researcher is relying on the subject to recollect the essence of the

experience (Creswell, 2007; van Manen, 1990).

This researcher explored the how the African-American male subordinate experiences

the dyadic relationship with the African-American male leader. The researcher hoped to

capture greater understanding of how issues like trust, communication, commitment to

mission and to the larger organization, and even how effort expended by the worker,
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among other dynamics, are impacted or influenced because that African-American

worker is assigned to a reporting relationship with an African-American leader. This

research, designed to explore the essence of this experience, was well-suited for a

phenomenological design.

Research Steps

Creswell (2007) opts to use Moustakas’ process for conducting phenomenological

research. The next several paragraphs will provide a general overview of the steps,

immediately followed by how the researcher employed each step in this study.

Step One - The researcher must make a determination regarding the suitability

of the phenomenological approach for the study. As noted in the preceding

paragraphs, this topic was very much suited for a qualitative design, and

specifically suited for a phenomenological approach. This researcher was not

seeking to measure or compare any data or situations. Rather, this researcher

sought to understand the dynamic, indeed the essence, of a particular vertical,

dyadic relationship; that relationship between an African-American worker

and his African-American leader.

• Step Two — In order to more accurately capture the research participants’

experience, the researcher “must bracket out, as much as possible, their own

experiences.” The researcher who conducted this study began that process by

declaring himself to be an African-American business professional who, prior

to commencing this research, had been assigned to a direct reporting

relationship with an African-American leader on two occasions. Each of
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those occasions could be characterized by the researcher as exceptionally

positive; situations where the researcher had high levels of trust in the good

intentions of the leader and strong belief in the leader’s competency and

ability to assist him to be more effective. Rather than complete the bracketing

process within the overview of the research steps, a complete subjectivity

statement is provided later in this chapter.

• Step Three — The researcher must collect data from the participants in the

phenomenological study. The participants, all of whom have experienced the

phenomenon, may number from eight to ten, or more if needed to reach

saturation. The data collection will take the form of in-depth, even multiple,

interviews with the participants. The researcher may also collect

observations, journals, and other forms of written or expressed accounts of the

experience.

For this study, the researcher used eight subjects from different, large, for-

profit organizations. More subjects would have participated if needed to reach

saturation. The subjects were between thirty and fifty years of age with

varying experience levels. By limiting the participants in this way, the

researcher was able to better isolate the phenomenon the researcher sought to

study. However, there were still various elements, differences in participants’

industry or region of the country are two such elements, that may have

influenced how the phenomenon was experienced. The subjects, and the

African-American supervisors they were assigned to, were male because the

gender dynamics introduced when female subordinates or leaders are

42



participants may have been so impactful that they may have masked the

phenomenon the researcher was focused on exploring. Each subject had to

have spent at least six months assigned to the African-American leader, in

order to better ensure the participant had some meaningful insight regarding

the essence of the experience.

Creswell offers that the researcher should, at a minimum, ask two very

broad, general questions: “What have you experienced in terms of the

phenomenon,” and “what context or situations have influenced or affected

your experiences of the phenomenon” (pg. 61)? Creswell further indicates

that many more questions may be asked, but these two questions will lead to a

“textural description and a structural description of the experiences, and

ultimately provide an understanding of the common experiences of the

participants” (pg.6 1).

For this study, the researcher asked questions that highlighted the nature of

the vertical, dyadic relationship the African-American male worker had with

the African-American male supervisor. The questions below are examples

from the interview protocol (see pg. 57 — 63 for complete interview protocol):

Q1O. Describe the working relationship you had with this African-American

leader.

Qil. How did you go about developing trust in your supervisor?

Q13. Describe the frequency and tone of the communications between this

supervisor and yourself.
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QI 4. Discuss any special connection you felt towards this supervisor. How

did this special connection manifest itself in your work output or effort?

Q16. Describe any special recognition you received while working for this

supervisor.

Step Four — The researcher begins the data analysis process by sorting through the

data collected through the interview process. He or she should highlight

significant statements or quotes regarding the experience and develop “clusters of

meaning” from these statements. From these statements, the researcher must

extract textural descriptions. Textural descriptions are detailed, verbatim

descriptions of the participants’ experiences. Additionally, the researcher must

also develop structural descriptions. Structural descriptions have been described

by Moustakas (1994) as the recounting of the individual’s “experience based on

the Individual Textural Description and Imaginative Variation” (pg. 121), where

imaginative variation is the researcher’s attempt to reconcile context, conditions,

and background in a coherent manner. A composite description of the essence of

the experiences of the participants can then be developed from the textural and

structural descriptions.

In this study, the researcher crafted structural descriptions from data relative to

the participants’ backgrounds and work experiences, including information on

their various assignments, co-workers, and the physical working environments.

The textural descriptions were extracted directly from the relevant statements

provided by each participant. Textural-structural descriptions of each

participant’s dyadic relationship with the leader included information on the
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quality of the exchange, commitments inspired by the leader, levels of trust, and

other such matters directly tied to the dyadic relationship.

Particzant Requirements

This section of this chapter will provide a summary of requirements for

participation in the study. As a reminder, the study sought to answer the following

research question: “How do African-American male subordinates experience the

dyadic relationship with African-American male leaders?” This question was

examined within the context of large, for-profit organizations. This question served

to close the literature gap regarding the impact or influence of minority leaders in

racially diverse organizations. You will note that requirements for participation in the

study were delimited by several elements. As discussed in Chapter One, the rationale

for delimiting the study revolved around the researcher’s attempt to eliminate data

findings that may not have been related to or a result of the phenomenon he was

exploring. As previously discussed, Patton (1990) underscores the importance of

purposeful sampling in this manner when indicating that a great deal more is

oftentimes learned by focusing on a small number of carefully selected participants.

The participant requirements were:

I) All participants must have been employed at a large, for-profit company at the

time of their experience. While limiting the types or numbers of organizations

included in the study may have mitigated the potential influence of divergent

organizational cultures on commonality of experience, isolating just a few large
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companies would have been overly burdensome. Consequently, any large, for-

profit company was satisfactory.

2) Each participant must have been an Affican-American male between thirty and

fifty years of age.

3) Each participant must have directly reported to an African-American male

supervisor for a span of at least six months. The experiences should have been

recent enough that the participants could accurately recollect their experiences.

However, the participant could NOT use a current reporting relationship as a basis

for participation. This is because a current relationship may have still been

evolving and skewed the essence of the experience the researcher hoped to

explore.

4) In order to eliminate experiences related to gender heterogeneity, oniy male

participants in vertical, dyadic relationship with male leaders were participants.

The following paragraph further explains this rationale.

Rationalefor Excluding Female Participants

While this research sought to better understand how homogeneity of race impacts the

vertical, dyadic relationship between the African-American worker and his African-

American leader, introducing female African-Americans as research participants would

introduce dynamics of gender and skew the effects of race which the researcher was most

interested in. Kanter (1977) highlighted numerous challenges faced by women in large

organizations, from questions about their loyalty and commitment to prejudiced

expectations regarding their competencies and strengths. While Kanter did not attempt to
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connect these challenges to exchange quality, it does not seem unreasonable to assume

these challenges may impact the very essence of a woman’s organizational, group, and

even dyadic experience. Years later, Marsden, Kalleberg, and Cook (1993) did find that

employed men did show higher levels of organizational commitments, resulting from a

combination ofjob design and career attitudes. While, once again, there was no attempt

to connect these findings to the quality of exchange relationship, the potential for data to

be influenced by gender dynamics might mitigate the race homogeneity dynamic the

researcher sought to capture.

Identfying and Interviewing Particzpants

The researcher leveraged memberships in African-American professional associations

like the National Black MBA Association to help identify a pool of African-American

male workers from which the researcher further narrowed eligible participants for this

study in accordance with the previously delineated criteria. The final selection of

participants, which would number eight, were those African-American male workers who

met the previously described criteria.

Seidman (2006) favors a multiple-interview process for phenomenological research.

He argues that real understanding of experiences requires an understanding of the context

surrounding the experience. The multiple interview series, according to Seidman, allows

the researcher to gain this context. The phases should capture the following:

1) The first phase is designed to capture understanding of the participant’s

background and life history. For this study, questions probed for events that

shaped the participants’ perspectives on racially heterogeneous environments, as
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well as how the participants shaped their views on how authority figures,

including how they believe workplace leaders, should behave or interact with

those they lead or otherwise exercise authority over.

2) The second phase is designed to directly probe for details of the experience

explored. For this study, the questions probed for insights around the

participants’ experiences with the African-American leader. Additionally, phase-

one and phase-two were integrated into one interview session. Graham (Mock

proposal defense, June 24, 2009) argues that the three phases can, and have been,

effectively captured in two separate interviews. Her recommendations, which

helped shaped this research design, include conducting the first two phases in one

session, with the third phase captured in the follow-on session.

3) The third phase is designed to capture the meaning participants have attached to

their experiences.

Siedman (2006) also believes conducting multiple interviews allows the researcher to

build trust with participants, which is critically important in helping assure participants

are forthcoming and less guarded in responses provided. Moreover, if these interviews

are spaced three days to a week apart, the data is less likely to be influenced by any given

day’s distractions, like illness or fatigue. A participant who is not feeling well on

Monday may be better on Friday, resulting in greater responsiveness. In this research,

each interview lasted approximately one hour.
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Other Ethical Considerations

In conducting the interviews and collecting data, no copyrighted survey instruments or

other materials were used. Data was recorded and transcribed. All transcriptions were

kept in a secure location accessible only by the researcher. The participants’ home

organizations were not given access to data from any individual interview. Those home

organizations were not even informed that individuals from their workforces had

participated in the study as an additional measure taken to ensure individual identities

were kept confidential.
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Interview Questions

In accordance with Seidman’s (2006) approach to conducting phenomenological

research, multiple interviews were conducted with each participant. However, Graham

(feedback during mock proposal, June 24, 2009) indicated that two interviews, rather

than three, should be sufficient to gain insight into each participant’s background as well

as their perspective of this lived experience being explored. In this research, the first

interview captured background data and data regarding the lived experience. The second

interview captured the participant’s reflections on the meaning of the lived experience.

Initial Interview questions:

Pre-interview questions:

Name:

Age:

Position:

Position Responsibilities:

Start Date with Company:

Number of Previous Employers:

Question I - Please tell me about your background.

• Probing Question: Tell me about your family and upbringing.

• Probing Question: Tell me about your primary and secondary educational

experiences.
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• Probing Question: Tell me about any early experiences you had with segregated

or integrated environments.

Question 2 — Tell me about those most influential in your early life.

• Probing Question: How has that influence manifested itself throughout your life?

Question 3 - Tell me about your most trusted friends.

• Probing Question: How did those relationships evolve?

Question 4 - Tell me about supervisors you had that you admired?

• Probing Question: How has their influence impacted your life?

Question 5 — Tell me about supervisors you did not care for.

• Probing Questions: Why did you not care for them?

Question 6 - Describe what you would consider your typical relationship with a

supervisor.

• Probing Question: Are you generally personally close to your supervisor?

• Probing Question: Do you typically trust your supervisor?

• Probing Question: How does this trust or lack of trust impact your work

performance?
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Question 7 — Describe your perception of how you connect to the mission or goals of

companies you work for.

• Probing Question: How does your leader typically impact this feeling of

connection?

Question 8 - Describe a time when you over-delivered for a company.

• How did your supervisor influence your motivation to do so?

Question 9 - What else would you like to share about your typical workplace

relationships with your supervisors?

For thefollowing questions, please respond only considering your experience working

for the African-American male supervisor you had recently:

Question 10 - Describe the working relationship you had with this African-American

leader.

• Probing Question: Compare this experience with your experiences with other

supervisors.

Question 11 - How did you go about building trust with this supervisor?

• Probing Question: How is this similar to what you consider your typical method

for establishing or building trust with a supervisor?
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• Probing Question: How is this dissimilar to what you consider your typical

method for establishing or building trust with a supervisor?

Question 12 - Describe your feelings of connectedness with the company mission or

goals while working for this supervisor.

• Probing Question: How did this supervisor impact that connectedness?

Question 13 - Describe the frequency and tone of the communications between this

supervisor and yourself.

• Probing Question: How was this similar to what you would consider typical of

communication patterns between you and a supervisor?

• Probing Question: How was this dissimilar to what you would consider typical

of communication patterns between you and a supervisor?

Question 14 - Discuss any special connection you felt towards this supervisor.

• Probing Question: How did this special connection manifest itself in your work

output or effort?

Question 15 - While working for this supervisor, describe the nature of your job

assignments.

• Probing Question: How did these assignments differ from assignments you

would consider to be typical for you?
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Question 16 - Describe any special recognition you received while working for this

supervisor.

Probing Question: Why was this recognition different or special?

Question 17 - What else would you like to share about your experience working for this

African-American supervisor? Please share any thing about the experience that you

found favorable, unfavorable, or otherwise unusual.

Question 18 - What context or situations have influenced or affected your perception of

your experiences with this leader?

Probing Question: Tell me more about that.

Follow-Up Interview Questions

For thefollowing questions, please respond only considering your experience working

for the same African-American male supervisor you discussed in the initial interview:

Question I — In the initial interview you described the working relationship you had with

this African-American leader. Why do you believe this relationship developed in the

manner that you described?

Question 2 - In the initial interview you described how you built trust with this

supervisor. Why do you believe you were able to build trust in this manner?
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Question 3 - In the initial interview you described your feelings of connectedness with

the company mission or goals while working for this supervisor. Why was this

supervisor able to impact your connectedness to goals and mission in this way?

Question 4 - In the initial interview you described the frequency and tone of the

communications between this supervisor and yourself. Why do you believe the

communications patterns of this relationship evolved in this manner?

Question 5 - In the initial interview you discussed special connections you felt towards

this supervisor and how those connections manifested themselves in your work output or

effort. Why do you believe you felt this/these special connection(s)?

Probing connection: Why did these connections result in the work efforts or

outputs you described?

Question 6 - In the initial interview, you described the nature of your job assignments

while working for this supervisor and how these assignments differed from assignments

you considered typical. Why do you believe your job assignments with this supervisor

took the shape of those assignments you described?

Question 7 - In the initial interview you described special recognition you received while

working for this supervisor. Why do you believe this supervisor decided to recognize

you in this way?

55



Question 8 - In the initial interview, I gave you an opportunity to share other experiences

you recall that were different or special while working for this African-American

supervisor. Once again, I ask you to reflect upon and share any experience with this

African-American supervisor you believe to be materially different from your typical

experience with supervisors.

Question 9 - In the initial interview, I gave you the opportunity to discuss context or

situations that influenced or affected your perception of your experiences with the

African-American leader. Once again, I ask you to reflect upon and share context or

situations that influenced or affected your perception of your experiences with the

African-American leader.

Subjectivity Statement and Epoche

As hinted at earlier in this document, the researcher enhanced the trustworthiness of

this research in several ways. Two of these ways were through the subjectivity statement

and the epoche process. The subjectivity statement alerts the reader to the background of

the researcher and how experiences from his background might serve to filter his

interpretation of data. The epoche process was the researcher’s attempt to disclose, and

to set aside prior to beginning the data collection, his beliefs about what the data he

would interpret would yield. The next few paragraphs constitute this statement of

subjectivity, while the final paragraph of this section constitutes the researcher’s attempt

to disclose and set aside his presuppositions.
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The researcher is a forty-six year old, African-American male. He was raised in a

segregated community, whereas nearly all his early life, except for a three-year period

when the researcher was in middle school, interactions were nearly exclusively with other

African-American people. His teachers, administrators, friends, and classmates were

almost entirely African-American. With the exception of those three middle school

years, his first extended contact with those outside the African-American race was in

college, where African-Americans were in a distinct minority. His college experiences,

however, mirrored his early life experiences in that most of his trusted confidants were

other African-American classmates.

The researcher spent nearly five years afier college as an active-duty, United States

Army Officer, where he had one African-American direct supervisor out of a total of four

direct supervisors. The researcher had favorable experiences with each supervisor, but he

experienced more of a personal connection with the African-American supervisor. This

personal connection manifested itself in several ways: 1) invitations to the supervisor’s

home, 2) non-duty related conversations, such as physical fitness advise, nutritional

advise, financial advise, and even discussions about the military’s “informal”

expectations of military girlfriends and spouses, and 3) mentoring discussion that

included advise on types of assignments the researcher would need to compete for to

ensure a career that was fast-tracked. These types of extended dialogues, typical of high

exchange relationships were absent from his other active duty dyadic relationships with

supervisors. They were also absent from discussions with an additional four White direct

supervisors the researcher had as a member of the Kansas Army National Guard.
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In the private and not-for profit sectors, the researcher has reported to an additional

eighteen direct supervisors, only one of which was African-American. The researcher

maintained a close, but very professional relationship with the other African-American

supervisor. He found that she frequently gave him stretch assignments and, after an

initial “getting to know you” period, she offered him an exceptional degree of work

freedom. While discussions with this African-American direct supervisor did not take

the intensive mentoring form of his discussions with his African-American supervisor

from the military, the relationship was characterized by high levels of both trust and

comfort.

Of the remaining seventeen vertical dyadic relationships with White supervisors (the

researcher has never had a supervisor that was neither White nor African-American), the

researcher had only two he would consider hostile or otherwise unpleasant. However, the

researcher would force rank the quality of each of those remaining exchange relationships

as of a lower quality than those he experienced with the two African-American direct

supervisors.

The researcher declared, as part of the epoche process, that he might expect to see

similar dynamics in play with the subjects of this research. Very specifically, he might

have expected African-American followers to feel more comfortable with their African

American leaders, and to experience high levels of trust. While he did not expect these

dyadic relationships would necessarily produce greater organizational commitments, he

did expect that many of the workers would demonstrate greater efforts in their job tasks

because of the exchange relationship with the supervisors. The researcher, however,

would work to keep his mind open so that he would be able to understand the experience
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of each of the participants. Moreover, the researcher was acutely aware that each

different manager discussed would have different leadership strengths and opportunities.

The researcher believed that these strengths and opportunities, irrespective of the leader’s

race, would also drive the quality of the exchange relationships.

Summary

This research employed a qualitative approach because it sought to better understand

the dynamics of the relationship between the African-American male worker and his

African-American male leader, rather than to quantify or compare variables. Moreover,

there was no hypothesis in which to test. A phenomenological design was well-suited for

the exploration of the research question because it sought to understand the essence of a

common lived experience, that of an African-American male worker who has reported to

an African-American male leader. This researcher believed that this research would yield

findings that may lead to the development of hypotheses that might be tested in future

empirical studies.
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Exploring the Experience of the African-American Male Worker Assigned to the

African-American Male Leader

Chapter Four: Results

Data Collection and Analysis Process

In accordance with well-established guidelines for phenomenological research (van

Manen, 1990; Moustakas, 1994), the researcher sought to identify and capture data via

structured interviews from approximately eight participants in order to learn more about

what African-American male workers experience when reporting to African-American

male leaders. The interview process was two-fold. An initial interview was conducted in

order to capture a level of life context for each participant. More specifically, the first

interview probed for information on each participant’s background, information on their

life perspectives and how they were developed, and details around the experience of

reporting to an African-American male supervisor. The follow-on interviews were

designed to capture any meaning assigned to the dyadic experience discussed in the

initial interview. The complete interview protocol is included as a part of Chapter Three.

Please refer to pages 50 to 56 for that protocol.

Detailed background information on each participant captured during the first

interview session is withheld from this document in accordance with the Institutional

Review Board’s instruction. The information, however, was captured as it might have

influenced the interpretation of data captured in the interviews. For example, a more

senior, experienced worker may have experienced more incidents perceived to be

grounded in something that is racially motivated or may be more willing to attribute the

incidents to racial homogeneity than a less experienced worker may be inclined to do. Of
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course, the opposite affect might also occur, where an inexperienced worker may believe

or attribute certain elements of a dyadic relationship are rooted in racial similarities or

differences. Consequently, capturing this contextual data was very important to the

process. It was essential in developing the structural description called for by Creswell

(2007).

The second group of questions was crafted to get to the core of the experience the

researcher was exploring. The researcher asked the participants to respond to those

questions while considering a specific dyadic relationship with an African-American

male supervisor they reported to. The participants were not prompted to consider an

experience they considered to be favorable or unfavorable. They were free to choose any

experience that complied with the previously articulated guidelines. These questions,

which spoke to the essence of the dyadic relationship specifically probed around the

working relationship, trust-building, feelings of connectedness to company goals,

communications, and any special connection felt towards this supervisor. Participants

were also given the opportunity to discuss any element of the dyadic relationship they

found relevant.

The follow-on interviews allowed the participants to further reflect on the meaning of

the experience they began describing in each of the firsts interviews. The only

requirements were that the participants respond while referencing the same dyadic

relationship they began describing in interview number one. The questions also mirrored

the areas probed during interview number one.

After completing the interviews, the researcher applied Lichtman’s (2006) guidelines

for moving from data capture through data analysis. The first of these steps,
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transcription, was completed for each interview immediately after each interview was

conducted. The alternative, collecting all data prior to transcription would seem to

unnecessarily slow down the process. Moreover, real-time transcription allowed the

researcher to continuously reflect on what the data was saying.

Lichtman also recommends coding data from each transcript immediately rather than

after all data is captured and transcribed. The researcher also followed this

recommendation. And in accordance with his Institutional Review Board’s direction, the

researcher has refrained from including the actual transcribed interviews, or even a

sanitized version of the transcripts in this document. Even a sanitized version, which

eliminates individual and company names, significantly increases the risk that

participants might be identified. This precaution has been taken to enhance protection of

the identities of participants. The researcher has taken care to exclude from textural

descriptions any information that would identify the participant or the company the

participant worked for during the experience.

Lichtman (2006) and van Manen (1990) both underscore a coding process which

assigns themes to statements pulled from transcriptions. van Manen describes a coding

process that isolates thematic statements, called selective or highlighting approach. “In

the selective reading approach we listen to or read a text several times and ask what

statement(s) or phrase(s) seem particularly essential or revealing about the phenomenon

or experience being described? These statements we circle, underline, or highlight” (pg.

93). In this research, these codes are organized within the horizonalization section for

each participant. Again, only those statements which specifically address the dyadic

relationship between the participants and their African-American leaders were extracted
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from the transcripts for coding. These themes identified through the horizonalization and

coding processes follow the researcher’s interpretation of the essence of the relationship

as described by each participant.

In summary, the data is organized in this chapter in the following way:

• A brief bit ofbackground on the participant is shared. This background info

describes the type ofjob assignment the participant had during the experience. It

also highlights the responsibilities of the supervisor. The researcher shares some

limited information on the participant’s early life experiences, to include

information on the participant’s high school and college educational background.

This information is intentionally limited in order to safeguard the identity of the

participant.

• The textural description provides actual, verbatim responses to questions posed

around the major areas probed as relative to the dyadic relationship. These areas

were:

o working relationship with African-American supervisor

o trust between the participant and African-American supervisor

o communications with African-American supervisor

o connectedness to African-American supervisor

o special recognition and/or assignments while reporting to African

American supervisor

o any other information relevant to the dyadic relationship (as probed

through the final two questions of both interview sessions).
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The reader should note that textural data is presented under the heading that

corresponds to the question type that precipitated the response. Consequently,

there will be responses that may appear to be presented under an incorrect

heading. One example might be a response that seems to describe the trust-

building process presented under the heading describing communications between

the participant and the leader. This is not a data presentation error. In this

example, the participant would have actually discussed trust building in response

to a question on communications. This occurs several times across a number of

interviews.

• The structural description will offer the researcher’s assessment of the

relationship, highlighting elements of each of the major thematic areas probed

through the interview protocol.

• The textural-structural description will offer the researcher’s assessment of the

essence of the experience, using elements of both the textural and structural

descriptions.

• A horizonalization of key statements from the transcripts will be provided. The

researcher has grouped these statements so that similar codes are together for ease

of review. In Chapter Five, these coded statements are grouped into broader

themes that allowed the researcher to capture insights relative to commonalities of

the experience.

• A composite description of the universal essence of the experience of the

participants is offered.
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Participant One - Background

This individual described his experience working as a Pharmacy Supervisor for a

major drug store chain. This participant had been employed with this drug chain for

more than fifteen years when he experienced the explored phenomenon of reporting to an

African-American male supervisor. He was more than forty years of age at the time of

the experience.

His responsibilities as a Pharmacy Manager included leadership of as many as fifteen

employees, including staff pharmacists and technicians. In addition to his regular duties

as a pharmacist, which included preparing and dispensing prescription medicines to

customers, he also was responsible for managing workflow, planning and budgeting,

staffing and scheduling, performance coaching, and other duties frequently assigned to

department managers. He was also responsible for his department’s achievement of a

number of metrics including those related to the speed of service. His pharmacy’s

metrics were a part of the overall store’s performance metrics.

Participant One grew up in a primarily African-American environment. However, as

a graduate of a large, well-respected state university, he has been immersed in integrated

environments for more than half his life. His experience, which was exceptionally

positive, may have been largely influenced by his immersion in a primarily African

American environment throughout his formative years.
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Participant One — Textural Description

On Working Relationship with African-American Supervisor

The working relationship we had was excellent. . .he was very supportive of

what we did.. .he noticed the differences when I was there and when I wasn’t,

because the pharmacy did run differently when I was there. . .the team didn’t

take full responsibility when I was away and they needed more constant

leadership; he recognized that I provided that and he really appreciated the effort

that I put in. . .1 appreciated that he recognized I put forward great efforts when I

was there. . .he is actually a fraternity brother so we have things in common. He

was not as active as me and I recruited him to be more active. . .we had a good

relationship.. .1 cannot say we had a social relationship outside of work but we

did talk and I understood the pressure he was under with his managers. . .he was

very supportive of what I did and he was supportive of what my team did.. .at

first, I didn’t think he stood up enough for our store; like he let the upper

management walk on us and he didn’t speak up for us. I’d like to think he

changed because of conversations I had with him. I told him he had to speak up

more.. .and this guy worked tirelessly. I’d say he worked 10 to 12 hours every

day.. .part of why I was able to have conversations with [Mr. XJ is because I felt

comfortable doing so. When I had White store managers, I was younger in my

career and didn’t have as much experience; I didn’t feel like I knew what I was

doing. When I had White managers, I was less confident. I don’t know if it was

because of his color or our relationship, but I felt like I could talk to [Mr. X]. I

just felt comfortable. . .1 believed our relationship evolved as it did because he

recognized my effort. He had other people he could compare me to. He saw my

hard work on part of the whole store, which helped him, and he appreciated

it.. .in turn, he supported me when I took action with the staff, which helped me.

He supported the new ideas I came up with. And when I failed or something

didn’t go right, he was there to say let’s learn from this and move forward.. .we

had a relationship where we were growing together, we were in it together and

we knew that it was us; not us separately. I supported him and he supported me.
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On Building Trust with African-American Supervisor

I built trust by being passionate about my beliefs and encouraging him to speak

up for the team.. .ln the beginning, I wanted him to speak up but he wanted us to

be more passive; to not step on anyone’s toes. He didn’t want to shake the

boat. . .he recognized my point was a good one and our trust grew and developed

as I worked with him to improve in the things he was accountable for. . .he

appreciated my efforts and he listened to me; eventually I felt like we were in

this together. It was all for one and one for all. We made sure neither of us was

going down.

On Connectedness to Company Mission

Relative to the company mission, I feel like we shared responsibility for

achieving our goals. His actions trickle down to me. I felt like we were in it

together. I never a relationship like that with any other supervisor. With my

White managers, I would frequently feel like “that’s on you.. .you’re the

manager.” With [Mr. X], we were in it together; I got your back and you got my

back. I definitely didn’t have that feeling over the years with managers who

were not African-American. . .we always had the company mission in mind, but

it felt more personal with him. Together we wanted to win and be better than

the other stores. . .the company created this competitive dynamic between the

stores and markets; like a fun, competitive game. But if you were not winning

in the competition there was a negative aura created. There was this negative

feeling generated by the company if you did not succeed as they wanted you to.

That made us feel like it was us against them. . . and because he was Black and I

was Black, and we were competing against mostly White people, it felt a little

bit like Black against White. I know that is not what the company wanted to

create, but that was reality. My goal was to succeed, by hook or crook.. .if I

knew the rules I could play the game.
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On Communications with African-American Supervisor

We spoke quite often and pretty candidly, too.. .all the Black employees

approached him differently than we would approach a White supervisor. . .1

would never talk to a White supervisor they way I talked to [Mr. X]. With a

White supervisor, I am always cognizant of whether I am portraying the right

corporate image. With him, I could speak candidly, be more relaxed.

Sometimes I said things I probably shouldn’t have said because I trusted it

would go no further than us.. .when I think about it, the things I said to him

would have been said to a White manager, but I would have taken a different

approach.. .1 don’t know if it was our fraternal bond or just two Black men

talking to each other like Black men and having a higher level of comfort in that

fact. . .basically, I shared things with him that I would never share with White

managers.

On Connectedness to Supervisor

Over the years I became more relaxed with him.. .he is a member of my

fraternity and that created a second bond I did not have with other managers

[White managers].. .but mostly I appreciate some who appreciates me.. .there

was a driving force for me to succeed, and for me not to let him down. . .our

relationship got better as we succeeded together and even as we worked through

the tough times. . .there were times when the company made changes that we had

to adjust to and our bond grew. . .the fraternal bond is extra. I didn’t even know

originally that he was a frat brother. So actually the relationship was developing

prior to me knowing he was frat. The fraternal bond was just icing on the

cake. . .1 think the support he provided me was critical. When I needed to

discipline members of my team, he listened to my reasons and supported

me. . .when I put my foot down, he was always there to reinforce my action. If

my staff mumbled and grumbled, he would let them know that everyone had to

be professional. He told the tech I disciplined for being late that there is no

business in the world that lets people come in late all the time, and this one is no
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different. The work he was not doing when he was late got backed up or

became someone else extra work; a business can’t be successful that way. That

is what I mean by support. . .he would tell me if my ideas were wrong and I

could accept that. I have been disciplined by him when I had been wrong. He

held me to the same standard that other supervisors hold me to.

On Special Recognition/Assignments while Assigned to the African-American Supervisor

He didn’t give me any special recognition, but he encouraged me regularly. . .he

let me know he appreciated what I did. One time I had to go out on a short

medical leave and when I got back things where a little out of control. He called

me all the time, encouraging me as I recuperated and told me how much better

things ran when I was on the job... he has not given me any awards but over the

years, he always gave me lots of kudos.

Other Textural Data Relevant to the Relationship

When I am around White supervisors, I am very highly corporate; doing

everything by the book; trying hard to impress and giving them exactly what

they’re looking for. With this African-American supervisor, things were more

realistic. . .1 didn’t offer explanations with White supervisors. I would just tell

them the situation and let them draw their own conclusions. With this African-

American supervisor, I could tell him the problem, why I think it happened and

why a solution is not going to work. . .1 just tell them [White supervisors] the

situation because they don’t want to hear about failure; they don’t want to hear

excuses. With [Mr. X] we could talk about failure, problems, and draw

conclusions. It was not just me stating data. . . [Mr. X] shared and tried to come

up with answers for your concerns; he was supportive of the things I wanted to

do and not do.. .1 never got that same feeling with [White supervisors].. .with

White supervisors, it seems like I am trying not to fail; always trying to look

good. There’s an uneasy feeling when you are not doing good. I can’t put my

figure on the emotion. [Mr. X] worked with me to work through the issues. It
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seems like with White supervisors you state what’s happening and try to figure

out the problem because you don’t want to look like a failure.. .so that was the

relationship we had. We supported each other and tried to figure things out. . .it

was more collaborative and supportive. . .1 don’t know if feeling this way makes

me a racist or not, but I have never had that type of relationship with any of my

White supervisors. . . [Mr. X] and I seemed to be in it together; with White

supervisors, they are the supervisor and I’m just a subordinate. I felt like I was

on an even playing field with [Mr. X]. The dynamics were different. I don’t see

[‘White supervisors] as often and our conversations are not the same. There was

definitely a comfort level coming from working with [Mr. X] versus working

with my White supervisors...
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Participant One — Structural Description

Participant One was incredibly enthusiastic about the positive nature of his working

relationship with the African-American male supervisor he identified. His discussion

underscores a high quality exchange relationship which he seems to attribute to both

qualities the leader possessed and to a close connection rooted in their common

background. High elements of trust, candid communication patterns, mutually supportive

behaviors, an intense focus on achieving organizational goals, and a powerful feeling of

partnership existed within this dyadic exchange.

The participant was very appreciative of his supervisor’s tendency to offer

appreciative feedback in response to his work efforts. One strongly senses that while the

positive feedback and appreciation expressed was important, the mere fact the he was

certain that his efforts were even noticed was just as important. The supervisor’s

expressiveness was a key element in the bond formed between the worker and the leader.

Participant One was also very satisfied with how the supervisor supported his team

and his efforts to build a high-performing team. This includes supporting the participant,

as a leader in his own right, in dealing with employee issues within his pharmacy. This

supportive behavior influenced trust levels in a very positive way.

However, trust was not just an outgrowth of the supportive nature of the supervisor’s

behavior. Trust also emerged because of an unusual openness of communication

between the participant and the supervisor. The supervisor was very approachable; a

good listener whom the participant could open up to. Communications were both relaxed

and candid, a dynamic that the participant had never experienced with a White

supervisor. He could be himself; not worry about whether he was perceived as weak or
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not corporate enough. This openness and comfort led to joint problem solving, another

dynamic that was typically absent from his exchange relationships with supervisors.

Rather than simply delivering facts to his supervisor, he could deliver ideas, concerns,

proposed solutions, and other information. He was not worried about being received

unfavorably.

The openness and comfort evolved into a feeling of partnership. The participant

believed that he and his supervisor were aligned in their efforts and that there was a

strong desire within both to ensure both succeeded as individuals and as a team. Each

worked hard to achieve favorable business results not just for themselves, but for each

other. Their common racial identity seemed to ignite a powerful sense of urgency, as if

any failure would be an indictment of the competency of all African-Americans within

the company. They were very committed to achieving results.

Their openness and comfort with each other extended to them being able to have

discussions that moved beyond workplace issues. Their common racial identity was

important, as was their shared membership in a primarily African-American, Greek-letter

organization.

The participant, however, did not experience any benefits like enhanced assignments

or corporate recognition. He was very satisfied with the private words of thanks he

would receive for ajob well done.

Neither did the participant feel as though the supervisor did everything he could for

the store when dealing with higher echelon leaders. He did find this to be a leadership

flaw. However, he was pleased that the supervisor was open when he provided him this

direct feedback. He believed that the supervisor took this feedback to heart. Overall, the
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relationship was very positive; highlighted by the extreme trust, great communication,

strong commitment to performance results, comfort with each another, mutually

supportive behaviors, and openness in expressed appreciation.
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Participant One — Textural-Structural Description

Participant One described an experience that should be characterized as being a very

high-level exchange relationship. He spoke very specifically of the positive working

relationship on multiple and distinct occasions, while making numerous comments

relative to high levels of trust, mutual support and mutual respect. “The working

relationshzp was excellent... He was supportive ofwhat we did.”

The open, candid flow of communication was the single most prevalent theme that

emerged. Nine distinct references were made to the exceptionally open flow of

communication. The participant said “We spoke quite often andpretty candidly, too...I

would never talk to a White supervisor the way I talked to [Mr. X]. With a White

supervisor, I am always cognizant ofwhether Jam portraying the right corporate image.

With him, I could speak candidly, be more relaxed. “This was just one very powerful

expression of the openness of their communications. Another striking comment which

underscored how this openness of communication may have positively impacted their

business was:

I didn ‘t offer explanations with White supervisors. I wouldjust tell them the

situation and let them draw their own conclusion. With this African-American

supervisor I could tell him the problem, why I think it happened and why a

solution is not going to work... Ijust tell them [White supen’isorsj the situation

because they don ‘t want to hear excuses. With [Mr. Xj, we could talk about

failure, problems, and draw conclusions. It was notjust me stating data.
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This openness of communication was likely borne out of the strong feeling of comfort

the participant felt with this manager. He expressed the notion that high levels of comfort

existed on multiple occasions. Two striking examples of these statements follow:

With White supervisors, it seems like I am trying not to fail; always

trying to look good. There ‘s an uneasyfeeling when you ‘re not doing good. 1

can ‘tput myfinger on the emotion. [Mr. X] worked with me... through the

issues. It seems like with White supervisors you state what’s happening and try

to figure out the problem because you don’t want to look like afailure.

and

...with White supervisors, they are the supervisor and I’mjust a subordinate. I

felt like I was on an even playingfield with [Mr. X]. The dynamics were

different. I don ‘t see [White supervisors] as often and our conversations are not

the same. There was definitely a comfort level comingfrom working with [Mr.

X] versus working with my White superiors.

He indicated both high levels of mutual support and high levels of trust were present

in the relationship. “1 think the support he provided me was critical. When I needed to

discipline members ofmy team, he listened to my reasons and supported me... “reflects

the support the participant believed he was getting. “...Ifelt like we were in this together.

It was alifor one and onefor all. We made sure neither ofus was going down “ reflects
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the support the participant sought to offer to the supervisor. The following comment

provides a strong summation of the existence of mutual support “We had a relationship

where we were growing together, we were in it together and we knew that it was us; not

us separately. Isupported him and he supported me... Together we wanted to win and

be better than the other stores.”

In summary, the participant described a high exchange relationship characterized by

high levels of communication, high levels of trust, high levels of mutual support, and

high levels of comfort. This participant was also very overt in identifying differences

between this relationship and his relationships with White supervisors.
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Participant One — Horizonalization

As described in Chapter Three, the data analysis process called for the researcher to

identify statements relevant to the dyadic experience between each participant and his

leader. The following statements were culled from the transcripts of this participant’s

interviews. Theses statements have been organized by like themes.

Statements Relative to a Positive Working Relationship

1) “The working relationship we had was excellent.. .he was very supportive of what we

did.”

2) “I believed our relationship evolved as it did because he recognized my effort. He had

other people he could compare me to. He saw my hard work on part of the whole store,

which helped him, and he appreciated it.”

3) “Our relationship got better as we succeeded together and even as we worked through

the tough times.”

Statements Relative to Feeling Supported by Manager

1) “He was very supportive of what we did.”

2) “He was very supportive of what I did and he was supportive of what my team did...”

3) “He appreciated my efforts.”

4) “In turn, he supported me when I took action with the staff, which helped me. He

supported the new ideas I came up with. And when I failed or something didn’t go right,

he was there to say let’s learn from this and move forward.”

5) “I think the support he provided me was critical. When I needed to discipline

members of my team, he listened to my reasons and supported me.. .When I put my foot
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down he was always there to reinforce my actions. If my staff mumbled and grumbled,

he would let them know that everyone had to be professional. He told the tech I

disciplined for being late that “there is no business in the world that lets people come in

late all the time, and this one is no different.” The work he was not doing when he was

late got backed up or someone else had extra work. A business can’t be successful that

way. That is what I mean by support.”

6) “[Mr. X] shared and tried to come up with answers for your concerns; he was

supportive of the things I wanted to do and not do.. .1 never got that same feeling with

[White supervisors].”

Statements Relative to Mutual Support Existing

1) “Relative to the company mission, I feel like we shared responsibility for achieving

our goals. His actions trickled down to me. I felt like we were in it together. I never had

a relationship like that with any other supervisor. With my White mangers, I would

frequently feel like “that’s on you.. .you’re the manager.” With [Mr. X], we were in it

together; I got your back and you got my back. I definitely didn’t have that feeling over

the years with managers who were not African-American.”

2) “Eventually, I felt like we were in it together. It was all for one and one for all. We

made sure neither of us was going down.”

3) “We had a relationship where we were growing together, were in it together and we

knew that it was us; not us separately. I supported him and he supported me.”

4) “So that was the relationship we had. We supported each other and tried to figure

things out. It was more collaborative and supportive...
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5) “[Mr. X] and I seemed to be in it together.”

6) “There was a driving force for me to succeed, and for me not to let him down.”

Statements Relative to Candid, Open, or Frequent Communication

1) “When I think about it, the things I said to him would have been said to a White

manager, but I would have taken a different approach.”

2) “When I had White managers, I was less confident. I don’t know if it was because of

his color or our relationship, but I felt like I could talk to [Mr. X]. I just felt

comfortable.”

3) “Part of why I was able to have conversations with [Mr. X] is because I felt

comfortable doing so.”

4) “I’d like to think he changed because of conversations I had with him. I told him he

had to speak up more. . .and this guy worked tirelessly.”

5) “We would speak quite often and pretty candidly too.. .1 would never talk to a White

supervisor the way I talked to [Mr. X.]. With a White supervisor, I am always cognizant

of whether I am portraying the right corporate image. With him, I could speak candidly,

be more relaxed.”

6) “I don’t know if it was the fraternal bond or just two Black men talking to each other

like Black men and having a higher level of comfort in that fact.”

7) “Basically I shared things with him that I would never share with White managers.”

8) “He would tell me if my ideas were wrong and I could accept that. I have been

disciplined by him when I had been wrong. He held me to the same standard that other

supervisors hold me to.”
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9) “I didn’t offer explanations with White supervisors. I would just tell them the situation

and let them draw their own conclusions. With this African-American supervisor, I could

tell him the problem, why I think it happened and why a solution is not going to work. . .1

just tell them [White supervisors] the situation because they don’t want to hear about

failure; they don’t want to hear excuses. With [Mr. X] we could talk about failure,

problems, and draw conclusions. It was not just me stating data. .

Statements Relative to the Manager Being Encouraging

1) “He didn’t give me any special recognition, but he encouraged me regularly.”

2) “He has not given me any awards but over the years, he always gave me lots of

kudos.”

Statements Relative to Appreciation Expressed

1) “He noticed the differences when I was there and when I wasn’t...”

2) “. . .the team didn’t take full responsibility when I was away and they needed more

constant leadership; he recognized that I provided that and he really appreciated the effort

that I put in. . .1 appreciated that he recognized I put forward great efforts when I was

there.”

3) “He appreciated my efforts and he listened to me.”

4) “He let me know he appreciated what I did.”

5) “One time I had to go out on a short medical leave. . .he called me all the time

encouraging me as I recuperated and told me how much better things ran when I was on

the job.”
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6) “He has not given me any awards but over the years, he always gave me lots of

kudos.”

7) “He had other people he could compare me to. He saw my hard work on part of the

whole store, which helped him, and he appreciated it.”

Statements Relative to Manager and Worker Having Things in Common

1) “He is actually a fraternity brother of mine, so we had things in common. He was not

as active as me but I recruited him to be more active.”

2) “I don’t know if it was our fraternal bond or just two Black men talking to each other

like Black men and having a higher level of comfort in that fact.”

3) “The fraternal bond is extra. I didn’t even know originally that he was a frat brother.

So actually the relationship was developing prior to me knowing he was frat. The

fraternal bond was just icing on the cake.”

Statements Relative to High Level ofComfort with Manager

1) “We had a good relationship. I cannot say we had a relationship outside of work but

we did talk. We did talk and I understood the pressure that he was under with his

manager.”

2) “When I had White managers, I was less confident. I don’t know if it was because of

his color or our relationship, but I felt like I could talk to him. I just felt comfortable.”

3) “He recognized my point was a good one and our trust grew and developed as I

worked with him to improve the things he was accountable for.”
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4) “Sometimes I said things I probably shouldn’t have said because I trusted it would go

no further than us.”

5) “Over the years I became more relaxed with him.”

6) “When I am around White supervisors, I am very corporate; doing everything by the

book; trying hard to impress and giving them exactly what they’re looking for. With this

African-American supervisor, things were more realistic.”

7) “With White supervisors, it seems like I am trying not to fail; always trying to look

good. There’s an uneasy feeling when you are not doing good. I can’t put my figure on

the emotion. [Mr. X] worked with me to work through the issues. It seems like with

White supervisors you state what’s happening and try to figure out the problem because

you don’t want to look like a failure.”

8) “With White supervisors, they are the supervisor and I’m just a subordinate. I felt like

I was on an even playing field with [Mr. X]. The dynamics were different. I don’t see

[White supervisors] as often and our conversations are not the same. There was

definitely a comfort level coming from working with [Mr. X] versus working with my

White supervisors.”

9) “There were times when the company made changes that we had to adjust to and our

bond grew.”

Statements Relative to Common Racial Identity and Effort/Motivation

1) “There was this negative feeling generated by the company if you did not succeed as

they wanted you to. That made us feel like it was us against them. . . and because he was

Black and I was Black, and we were competing against mostly White people, it felt a

little bit like Black against White. I know that is not what the company wanted to create,

but that was reality. My goal was to succeed. .
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Statements Relative to Manager Less Willing to Challenge Senior Executives

1) “At first I didn’t think he stood up enough for our store; like he let upper management

walk on us and he didn’t speak up for us.”

2) “...I wanted him to speak up but he wanted us to be more passive; to not step on

anyone’s toes. He didn’t want to shake the boat.”

Statements Relative to High Trust

1) “He recognized my point was a good one and our trust grew and developed as I

worked with him to improve the things he was accountable for.”

2) “1 built trust by being passionate about my beliefs and encouraging him to speak up for

the team.”
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Participant Two — Background

Participant Two, like the first participant, was also a Pharmacy Manager during the

time he experienced the explored phenomenon. While this participant has reported to

more than one African-American male supervisor during his professional career, the

experience he described occurred when he had been employed with the large for-profit

drugstore chain less than ten years and had yet to report to an African-American.

As previously described, Pharmacy Managers are in fact trained, licensed pharmacists

who are assigned responsibility for the overall success of the pharmacy department

within a store. Planning, budgeting, employee performance coaching, documentation of

employee performance through the performance review system, and accountability for

the department’s overall performance are inherent responsibilities for a pharmacy

manager. His supervisor, the store manager, had overall responsibility for the store’s

performance, which includes the pharmacy. The participant had been employed with this

company less than 10 years when he had the experience, but was more than thirty-five

years of age.

Participant Two grew up in a working class neighborhood that included residents

belonging to varied races and ethnic groups. He attended a mixed race high school and

earned an undergraduate degree at an exclusive private university. He was later trained

as a pharmacist at a large, well respected state university. The participant, while

describing what appeared to be a high-exchange relationship, was very clear in his

assertions that good managers and bad managers come in all races. He does not attribute

the positive nature of the relationship to race, yet he does in fact describe a very positive

relationship.
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Participant Two — Textural Descriptions

On Working Relationshzp with African-American Supervisor

Pretty much as soon as we learned each other, he knew he could rely on me. . . It

was a great. We agreed to let each other be. I didn’t need much from him and

he didn’t need much from me. He managed the store and I managed the

pharmacy. With his authority, the pharmacy was an area he just let me handle; a

hands-off type thing.. .1 just did what I needed to do; if I needed something I

could just say this is what I need. If you can get it, get it to me soon. If you

can’t get it, let me know soon. I won’t bother you until I need something

else. . .that was a good working relationship.

On Building Trust with African-American Supervisor

He was real people.. .it was easy to build trust with him.. .if I needed someone to

go to bat for me, he would do it.. .he reviewed me fairly; he was a fair guy.. .if I

told him I was going to do something he wouldn’t have to go check behind me

that it was done. So we garnered a friendship. Because when things needed to

be done, he would ask me, “do you have this?” I would say “how long ago did

you ask me for it?” He’d say, “OK, then I know it’s done.”.. .when he would

give an assignment, he didn’t feel the need to have to go back and double check.

He would know it was done.

On Connectedness to Company Mission

We had both worked really hard to get to our positions and we wanted to make

sure each of us was successful. I know he felt the same way.. .commitment to

the work was never an issue. . .we mutually respected each other’s abilities to get

the work done.. .both of us were very competent... in that type of area, we had

to create a different environment for the company to flourish. The store was in a

war zone but there were great people that happened to be preyed upon by these
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people that spent less time trying to prepare their lives. They just wanted to

plunder and pillage and do what they wanted; which doesn’t take much time to

prepare for you to just get a weapon and go out there and act a fool. . . even these

plunderer and pillagers have children too. I would notice them coming to the

store to get Pampers. I asked them to come over to the pharmacy; asked ‘do you

want your children to be like you? Why don’t you start sowing a good seed

now?’...

On Communications with African-American Supervisor

As I mentioned, we didn’t have to talk all the time. We both knew what we

needed to do.. .if I needed something, he was there for me.. .he would tell me if I

needed anything, to just let him know.. .you know, I know people are people and

we all bleed red. I know there are all sorts of people that will help you or stab

you in the back; when I find out any supervisor, like [Mr. X], is a decent person

I can open up. If I think someone is using me as a stepping stone, I guard my

statements.

On Connectedness to Supervisor

We just worked together well. When you experience gunfire together, that

bonds you for a long time. . .but as far as social life goes, we didn’t socialize

together. . .1 would come to work on time and get my work done. That was

enough.

On Special Recognition/Assignments while Assigned to the African-American Supervisor

[Mr. Xj was not the kind of guy who always gave recognition. We just smiled

about it because that was the game we played. We both knew that if one of us

we needed something, the other would go the extra mile. But we didn’t have to

say it. . .he started looking at the growth and said whatever I was doing back
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there, he had no complaints. He told me that because he didn’t have to check

behind me, he was able to grow the business up front.

Other Textural Data Relevant to the Relationship

And he is the one who got me to focus my mind on how to really manage

people. He was the person who got me to understand how to balance God,

work, and family. . .this was influential in how I developed my management

style.. .good supervisors will do well regardless of their race. They know how to

affect the bottom line. They will know how to help you help them, be they

Black or White. [Mr. X] was that way. . .he gave me timely information.. . he

thanked me. He said our time together proved he could make money in a tough

store. And the company believed that if he could make money there, he could

make it anywhere...
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Participant Two — Structural Description

Participant Two describes an experience that underscored a great working

relationship. The relationship was characterized by high degrees of work autonomy,

mutual professional respect, and high degrees of both trust and support. And while the

relationship was very positive, the participant does not appear to believe that the common

racial identity was the primary driver. He suggests that this positive relationship was

more the result of their mutual professional competence and highly compatible styles.

The participant takes great pride in his professional skills as a pharmacist. Moreover,

he also takes great pride in his mastery of the skills required to effectively manage a

pharmacy unit within the store. His combination of skills and professional maturity

precipitated the need for relatively little oversight by his supervisor. The participant

appreciated and respected the supervisor’s willingness to give him space to do his job.

This does not mean the supervisor did not provide direction. Participant two was clear

that, when needed, the supervisor would give him specific assignments and professional

direction. He also believed that trust was cemented because the supervisor did not

micromanage him through assignments. He appreciated that the boss trusted in his ability

to get things done. He had a similar trust that the supervisor would support his needs and

make good on his commitments. Closely related to the high trust element, both men

knew the other would provide support when needed.

They seemed to be able to communicate very effectively without a lot of words. They

understood each other’s expectations and stayed in sync with each other. The participant

was able to openly communicate with the supervisor. He just didn’t need a daily
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interaction. The openness and approachability was there and available to either men

when needed.

The supervisor did not lavish praise on the participant, or on anyone else for that

matter. However, the participant did not suggest that he missed this type of

reinforcement. There was instead, a great deal of mutual respect in the relationship. The

participant, however, believes that he could just as easily have an unfavorable

relationship with an African-American male supervisor.
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Participant Two — Textural-Structural Description

Participant Two described an experience that was rich in mutual respect, had high

levels of trust, and offered a great deal of autonomy to the worker. This participant even

referenced an unspoken trust and connection that existed between his supervisor and

himself. This participant, however, was clear in pointing out that there are both good and

bad managers belonging to both White and African-American racial groups. He

attributes this favorable exchange to the compatibility of the two of them and to the

manager’s professional skills. It is very clear, however, that this interview underscored a

high leader-member exchange quality.

In regards to mutual support, the participant made two distinct references to mutual

support and another two references to support directed towards him as a subordinate.

“We both knew that fone ofus needed something, the other would go the extra mile. But

we didn ‘t have to say it” was one of these references. “We had both worked really hard

to get our positions and we wanted to make sure each ofus was successful. Iknew hefelt

the same way” was another of these references. Other such statements reflecting the

supportive nature of the relationship were “He would tell me that fI ever needed

anything, to just let him know” and “That was a good working relationship. IfI needed

someone to go to batfor me, he would do it. He reviewed me fairly. He was a fair guy.”

The support was described as both an outcome of the mutual respect and high levels of

trust as well as a reason for respect and trust. Remarks underscoring both the trust and

respect in the relationship include “Pretty much as soon as we learned each other he

knew he could rely on me” and “We mutually respected each other’s ability to get the

work done.”
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Along with the trust, he enjoyed a significant autonomy. “...ifI told him I was going

to do something he wouldn ‘t have to go check behind me that it was done.” Another such

statement reflecting this dynamic was “It was great. We agreed to let each other be... he

managed the store and I managed the pharmacy. With his authority, the pharmacy was

an area that hejust let me handle... fI needed something, I couldjust say this is what I

need.”

As referenced earlier, this relationship was in fact a high exchange relationship but the

participant was clear in attributing it to the professionalism of both the leader and the

participant. He said “Good supervisors will do well regardless oftheir race. They will

know how to affect the bottom line. They know how to help you help them... [Mr. Xj was

that way.” And while he does not attribute the positive nature of the relationship to race,

it is very clear that the relationship was very positive. It is quite possible that the skills of

both leader and subordinate may have positively influenced this very productive

relationship, but this does not preclude the possibility that commonality of race also had

an impact on this favorable dyadic exchange.
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Participant Two — Horizonalization

As described in Chapter Three, the data analysis process called for the researcher to

identify statements relevant to the dyadic experience between each participant and his

leader. The following statements were culled from the transcripts of this participant’s

interviews. Theses statements have been organized by like themes.

Developed Management Skills with Leader

1) “And he is the one who got me to focus my mind on how to really manage people. He

was the person who got me to understand how to balance God, work, and family. . .this

was influential in how I developed my management style.

Autonomy and Trust

1) “. . .if I told him I was going to do something he wouldn’t have to go check behind me

that it was done. So we garnered a friendship. Because when things needed to be done,

he would ask me “do you have this?” I would say “how long ago did you ask me for

it?”.. .He would know it was done.”

2) “It was great. We agreed to let each other be.. .he managed the store and I managed

the pharmacy. With his authority, the pharmacy was an area that he just let me handle. . .if

I needed something, I could just say this is what I need.

Trust in the Relationship

1) “Pretty much as soon as we learned each other, he knew he could rely on me.”

2) “He was real people... it was easy to build trust with him.”

3) “He reviewed me fairly. He was a fair guy.”
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Support

1) “He would tell me that if I ever needed anything, to just let him know.”

2) “If I needed someone to go to bat for me, he would do it.”

Appreciation was Expressed

1) “He started looking at the growth and said whatever I was doing back there, he had no

complaints. He told me that because he didn’t have to check behind me, he was able to

focus on growing the business up front.”

2) “He thanked me. He said our time together proved that he could make money in a

tough store. And the company believed that if he could make money there, he could

make it anywhere.”

Collaborative Working Relationship

1) “We had to create a different environment for the company to flourish [because of the

high levels of crime in the neighborhood]..

2) “We just worked well together. When you experience gunfire together that bonds you

for a long time.”

Mutual Support

1) “[Mr. X.] was not a guy who always gave recognition. We smiled about it because

that was the game we played. We both knew that if one of us needed something, the

other would go the extra mile. But we didn’t have to say it.”
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2) “We had both worked really hard to get our positions and we wanted to make sure

each of us was successful. I knew he felt the same way.”

Mutual Respect

1) “We mutually respected each other’s ability to get the work done.”

2) “Both of us were very competent.”

Good Managers Transcend Race

1) “Good supervisors will do well regardless of their race. They will know how to affect

the bottom line. They know how to help you help them. . . [Mr. XJ was that way.”

Timely Communication Flow

1)”.. .he gave me timely information..
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Participant Three — Background

Participant Three described his experience working as an Environmental Consultant

for a large environmental consulting firm. In the role he described, he was responsible

for conducting hazardous waste investigations in locations where clients plan major

construction projects. Additionally, he assisted clients develop and execute soil and

water contamination remediation plans in order to prepare sites for development. At the

time of his experience, he had more than ten years of experience as a consultant and was

more than forty years of age. He reported to the Contract Manager, who had overall

responsibility for achievement of the firm’s deliverables to the client.

This participant had graduated from a primarily African-American high school,

although he had attended middle schools and one high school (10 grade year only) that

were predominantly White and in mostly White neighborhoods. His educational

background includes earning his undergraduate degree from a large, well respected,

primarily White state university. He considers his most trusted friends to be those

African-American males he went to both high school and college with.
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Participant Three — Textural Description

On Working Relationship with African-American Supervisor

I think we had a good relationship. This wasn’t my main area of expertise but I

learned so much about it from him. When we went on trips together I would

talk to him and learn more about it. . .he was very knowledgeable but I’ve

noticed some people think that if they keep all the knowledge to themselves they

become indispensible; he was kind of like that.. .1 would talk to about it. I’d say

let me try that. I would loosen him up a bit. . .for a while he tried to do

everything and it slowed up progress. If he wasn’t there nobody knew what to

do.. .1 got him to give me more responsibility so I could learn more of the

technical side of this job area; I had already learned the administrative

side. . . I’ve done that but the hazard waste I hadn’t done quite as much.

On Building Trust with African-American Supervisor

I think there was a lot more trust between us because we were both African

American. . . some things you should never say to any supervisor. But I think we

had a higher level of trust because we had similar backgrounds.. .he knew this

area very well. He was so knowledgeable. I could definitely ask him lots of

technical questions.. .like in any office, there’s office politics and we could talk

about that. Coming from the same sort of background as me added to the trust.

He went to high school in [largely minority community]. . . which is on the West

side of the city.

On Connectedness to Company Mission

Our relationship did inspire me to connect to the job more. When there are so

few Black guys in the office and we are working on a project together, there is a

sense of pride. We wanted to make sure we do well and bring in projects under

budget and get everything taken care of.
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On Communications with African-American Supervisor

I don’t think our work related conversations were unusual.. .but we could talk

about personal things or joke around. Things are a little different with a

Caucasian supervisor. That personal stuff adds to the esprit de corps. . .but as far

as work related, I can’t say it is any different.. .if I came to him and asked for

help he would always take the time to explain something very technical that I

didn’t know about; he was good about that.. .if there was something new, he was

good at calling us in and having a brown bag session to go over the new

stuff.. .he would go over anything new with me. . .the culture at my company is

if you have a weakness, you don’t get a lot of regular feedback on it.. .we had

performance reviews, but really those were mostly self-evaluations where you

emphasized points you wanted for your raise or promotion. That is an

institutional problem, not something I blamed him for.

On Connectedness to Supervisor

You know, I wanted him to do good because he’s an African-American like I

would want any African-American to do good in that situation. . .there are just

not many of us.. .we shared a cultural background. Most African-Americans

want to see other African-Americans do well in the workplace. We tried to look

out for each other. We had a good working relationship and that’s a main reason

for it.

On Special Recognition/Assignments while Assigned to the African-American Supervisor

I didn’t get any special recognition while with him... as for assignments, we get

projects. I got more complex projects than normal which was good. I think that

was part of him looking out for me also.. .but, if you do good work and work

hard you should get recognized.. .1 tried to look out for him and he looked out

for me also.
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Other Textural Data Relevant to the Relationship

I like working for an African-American. He was a good supervisor. A buddy of

mine in another group worked for a real asshole. His supervisor was a White

guy and he was the stereotypical engineer. I felt bad for him. . .there were only 3

Blacks at our office, and only one had people assigned to him.
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Participant Three — Structural Description

Participant Three had a good working relationship with his African-American male

supervisor despite the fact that his manager tended to bottleneck processes by failing to

effectively delegate. It is interesting that, in spite of what he viewed as flaws in his

supervisor’s style, he still believes the relationship was overwhelmingly positive.

The participant believes that there was more trust in the relationship because of a

common, racial identity. Their similar upbringings also seemed to strengthen that bond.

The common identity bond manifested itself in very positive ways. The participant was

fiercely driven to do well. He was focused on his job, not just because of his

professionalism, but also because there was a shared sense of pride as African-Americans

in an overwhelmingly White environment that drove him and his supervisor to go the

extra mile.

He believes their communications were more open and there was greater trust inherent

in their relationship because of their shared identity and common background. This

dynamic seemed exacerbated because there were so few African-Americans in their

workplace. They supported each other and looked out for one another as a result of this.

It was indeed a key driver contributing to the positive nature of their relationship.

Also interestingly, the participant did not experience any special corporate recognition

but he still found it to be a high quality exchange relationship. He believes, however his

boss looked out for him. One such way was through enhanced assignments. The

participant demonstrated similar, reciprocal behaviors in ways that he could. He does

believe that their connection allowed him to get the boss, who tended to personally

complete many technical aspects of the projects, to teach him these technical aspects he

99



was unfamiliar with. But for their high exchange relationship, he may not have captured

this coaching and instruction or some enhanced projects.
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Participant Three — Textural-Structural Description

Participant Three recalled a seemingly positive experience working for an African-

American male supervisor. While he was very succinct in his remarks, his discussion

nonetheless underscored an experience reflecting a high exchange relationship with high

degrees of mutual support and a desire for each to be successful. Levels of trust were

also very high in this relationship and the participant indicated he had a high level of

comfort with the leader. This comfort led to numerous discussions that he might not have

been able to have if the supervisor was not African-American.

The participant openly acknowledges the quality of the relationship with remarks such

as “I think we had a good relationshzp. This wasn ‘t my main area ofexpertise but I

learned so much about itfrom him. When we went on trips together I would talk to him

and learn more about it” and “I like workingfor an African-American. He was a good

supervisor.”

He spoke definitively about the enhanced comfort level, which manifested itself in

open, less guarded communication patterns. “We could talk about personal things or

joke around. Things are a little different with a Caucasian supervisor. That personal

stuffadds to the esprit de corps.” He even acknowledges that he was comfortable

providing constructive feedback to the supervisor, who he readily admits was not without

flaws. “For a while he tried to do eveiything and it slowed up progress... “but “I would

talk to him about it. I’d say let me try that. I would loosen him up a bit.”

The comfort and trust in this relationship was attributed to both shared identity and a

common background. “I think there was a lot more trust between us because we were

both African American.” He also indicated “Some things you should never say to any
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supervisor. But I think there was a higher level of trust because we had similar

backgrounds.” Additionally, remarks like “...there was office politics and we could talk

about that. Comingfrom the same sort ofbackground as me added to the trust”

reconfirmed his belief that trust and comfort levels were exceptional.

This participant, similar to other participants, described a dynamic of mutual support

that seemingly enhanced the work product delivered by both supervisor and participant.

“We get projects. Igot more complex projects than normal which was good. I think that

was part ofhim looking outfor me also.. .1 tried to look outfor him and I think he looked

outfor me also.” This supportiveness he contributes to both identity and background.

Comments such as “When there are so few Black guys in the office and we are working

on a project together, there is a sense ofpride. We wanted to make sure we do well and

bring in projects under budget and get everything taken care of” and “I wanted him to do

good because he ‘s African- American like I would want any African-American to do good

in that situation” underscore this dynamic.

This participant is not hesitant to attribute many favorable elements of the experience

of working for an African-American male to the common racial identity they shared.

While he clearly respected the competency of his leader, he did recognize that his leader

was flawed in a few areas. Yet, he still believed that their relationship was more positive

than his typical working relationship with a White supervisor. Interestingly, he was overt

in making such comparisons even when not prompted to make such a comparison.
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Participant Three — Horizonalization

As described in Chapter Three, the data analysis process called for the researcher to

identify statements relevant to the dyadic experience between each participant and his

leader. The following statements were culled from the transcripts of this participant’s

interviews. Theses statements have been organized by like themes.

Positive Working Relationship

1) “I think we had a good relationship. This wasn’t my main area of expertise but I

learned so much about it from him. When we went on trips together I would talk to him

and learn more about it.”

2) “I like working for an African-American. He was a good supervisor. A buddy of

mine in another group worked for a real asshole. His supervisor was a White guy and he

was the stereotypical engineer. I felt bad for him.”

Manager Tends Not to Delegate Enough

1) “For a while he tried to do everything and it slowed up progress. If he was not there

sometimes nobody knew what to do.”

Worker Comfortable Giving Manager Feedback

1) “I would talk to him about it. I’d say let me try that. I would loosen him up a bit.”

High Levels ofTrust

1) “I think there was a lot more trust between us because we were both African

American.”
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2) “Some things you should never say to any supervisor. But I think there was a higher

level of trust because we had similar backgrounds.”

3) “. . .there was office politics and we could talk about that. Coming from the same sort

of background as me added to the trust.”

Comfortable Asking Questions

1) “He knew this area very well. He was so knowledgeable. I would definitely ask him

lots of technical questions.”

Common Identity was a Motivator

I) “When there are so few Black guys in the office and we are working on a project

together, there is a sense of pride. We wanted to make sure we do well and bring in

projects under budget and get everything taken care of.”

2) “I wanted him to do good because he’s African-American like I would want any

African-American to do good in that situation.”

3) “We shared a cultural background. Most African-Americans want to see other

African-Americans do well in the workplace. We tried to look out for each other. We

had a good relationship and that’s a main reason for it.”

Open Communication

1) “We could talk about personal things or joke around. Things are a little different with

a Caucasian supervisor. That personal stuff adds to the esprit de corps.”
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Supervisor was Good Teacher

1) “If there was something new, he was good at calling us in and having a brown bag

session to go over the new stuff.”

Mutual Support

1) “We get projects. I got more complex projects than normal which was good. I think

that was part of him looking out for me also

2) “I tried to look out for him and I think he looked out for me also.”
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Participant Four — Background

Participant Four was a Sales Leader within a critical department of a large box format

retailing organization. His African-American male supervisor was the Department

Manager for that particular area within the store. As a Sales Leader, the participant’s

duties included driving the sales performance for that department. While the participant

did not formally have direct reports, he was expected to assist other sales associates to

meet individual and department sales goals. His supervisor had full responsibility, within

that department, for planning, organizing, scheduling, and both sales performance and

profitability of that department. The supervisor was also responsible for hiring and

training all associates within the department. The participant’s experience occurred while

he was younger than thirty-five years of age and had less than five years of tenure with

the company.

The participant was born and raised in a small, Southern city. He graduated from a

high school that was all African-American. However, as a star athlete, he participated in

community sports programs that were integrated. Moreover, his college experience was

comprised of attendance at a medium-sized university in the South. This university,

where he was recruited to play Quarterback was predominantly White. His frame of

reference was heavily shaped by what he described as disturbing experiences that were

rooted in his racial difference. He was the target of racial hostility and stereotyping

emanating from the university’s Southern, White fan base and from the university’s

mostly White coaches. He, consequently, has become very sensitive to matters related to

race. Additionally, his athletic experience shaped both the team focus and outcomes
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focus he retains to this day. His most trusted friends today are those teammates, both

White and African-American that shared his college experience with him.
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Participant Four — Textural Description

On Working Re1ationshz with African-American Supervisor

Working for him was comforting. He was laid back in his style but determined

to deliver great results. He was very determined to exceed company goals; his

department goals.. .it was like he spoke to me as a person and didn’t just

generalize what we needed to work on or make happen.. .he would sit down and

tell me things in a straight forward way. . . It was comfortable knowing he would

talk to me on a personal level and not just as the boss. I always appreciated that.

On Building Trust with African-American Supervisor

I was hungry. I wanted to get promoted and one way to do that was to make

him look good without him even knowing I was doing that.. .1 started doing his

job while trying to perfect my job. . .1 asked questions about his job and started

doing his job for him. . .when it came to working for him, there wasn’t anything I

wouldn’t do for him. I made sure I perfected my job and learned his, too.. .1

didn’t want to be a Sales Leader the whole time.. .he told me things because of

trust. He trusted the fact that I knew what to keep confidential. . . it worked out

well.. .the relationship developed the way it did because of the trust.. .1 would

make deliveries to his store before I worked for him and I would always make a

point of talking to him. He could see that I’m dedicated, using my personal

vehicle to pick up merchandise. That’s how the trust really got started.. .he saw

me as someone who wanted to be promoted and he was going to help me get

there. He held the Sales Leaders position open for 45 days before my previous

manager would let me go. He said “I kept this position open for you; you have

got to deliver.” And I did. I knew that as long as I worked hard, he would help

me get to where I wanted to be. Other managers would use me to help grow

their departments, but they would try and keep me from getting ahead. They

were selfish. . .there was trust between us right from the start. It improved the
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working relationship for him and me. . .Me being reliable built trust. . .We were

all slacking one day and our sales number was low. The next day he was

scheduled off but I knew he would come up to the store. I had the team at 130%

of the day by one o’clock. He walked in and didn’t say anything. He checked

numbers. Then he came back and said I knew he was coming. He knew that I

recognized I messed up on the previous day but I made it for it that day.

On Connectedness to Company Mission

I loved working there. . .1 always wanted him to max out his bonus. The entire

time I was there he maxed his bonus out. . .he didn’t just tell me what the big

goals were, he sat down and day after day and gave me individual goals to hit. I

wanted to exceed mine. He helped me meet my goals so I was really dedicated

to helping him meet his goals.. .1 didn’t want to let him down. That one day

when we didn’t hit budget, I knew that was a let down to him. But I just wasn’t

thinking at the time; wasn’t focused. That day didn’t wind up hurting us

because we had been so successful but it should not have happened. I let him

know that it would never happen again. . . our personal relationship had started to

grow to where I didn’t want to let him down.

Communications with African-American Supervisor

I knew what I had to do and how. . .he had higher expectations of me because he

saw something in me. If I didn’t meet my goals, he would take it personally;

like I let him down.. .conversations with him were more on a personal level. We

would talk and he would say “O.K., lets make things happen.” It was not

necessarily friendship, but it was more personal. It wasn’t like a tape recorder

coming down from corporate.. . everyday that we worked we talked about both

business and personal things; his life, my life. We found out we had a lot in

common. . .1 felt comfortable talking to him. . .1 felt comfortable enough to let

myselfbe free and talk to him. . .we had discussions where I felt free to talk to

him. If my supervisor had been a White guy, I would not have been relaxed;
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because I wouldn’t know how he really feels or if we would have anything in

common.. .the way I grew up, it was us on one side of the tracks and they were

on the other. That’s why I think him being my supervisor allowed for me to

talk to him. I could confide in him. He understood that. It would have different

if he weren’t Black.

On Connectedness to Supervisor

I felt like he cared about getting me promoted. . at one point he broke it down to

me; he said he had two guys in front of me who will be promoted. I told him I

was more determined than the other two guys to get promoted; I would work

harder. I could say this to him because we communicated on a personal

level.. .If he said be there at 9 instead of 11, I was there at 8:30.. .1 had personal

goals of not wanting to be held down in the same position and he started

working with me. . .three months later we’re getting visits from District

Managers and General Managers. He would make a point to introduce and he

would tell me that I would usually stand out. . .1 think he really did see

something different in me that other supervisors didn’t always recognize and

took it personally to get me promoted. We still communicate and he just has

never said.. .he was young, around the same age as me. We communicated

better and understood each other. . .at the end of the day, I think he did and said a

lot to get me promoted, but he never said so.. .we had a lot of the same

characteristics. We were both competitive from athletics, both of us were pretty

cocky, and we both could be hot-headed. We were kind of raised similarly. We

both had our Mother and Father in the home, which seems uncommon for a lot

of African-American households. We also found that we did a lot of the same

things away from work, although we never did any of those things together until

I was promoted.. .with this supervisor it became more than just a working

relationship. It became a friendship. He could talk to me about more than just

business when he realized I wasn’t going to mess up.. .when I played sports, two

different coaches said “you have talent but we can’t coach talent, only correct
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it.” That sticks with me now. I knew I had the talent to make things happen.

And my manager would coach and correct it. He had the same thought process.

He knew I would do it and he would correct it.. .that became a friendship; it

goes from working relationship to a friendship. . .whenever I got promoted by

him and became number one in the region, he was promoted and recommended

me as his replacement. . . when they were cutting back he talked to me and said I

should move on, and I became a department manager.. .my growth was through

my talent and his support.

On Special Recognition/Assignments while Assigned to the African-American Supervisor

I was recognized as Sales Leader of the Month several times. He also

recognized me through email blasts quite a bit. . .he gave me the chance to meet

a lot ofbig wigs; shake hands with upper management. That was special

recognition for me because it allowed the big wigs to put a face with my name.

That was not very common for me until then; and he promoted that.. .He

promoted ensuring I got exposure in the company. Whenever there was an

executive visit, he would put me on the work schedule. He would tell me that

they would come back here and that I knew what to say. ‘Speak on what we

have going here and just be yourself. They like that.’. . .1 started to do more stuff

on the operational side of the business; that was his job and the Ops Manger’s

job. But they had a close relationship too and he discussed me with that

gentleman. . .1 still worked in his department but I would go to the Customer

Service Department and do things for them, as well.. .showed I was dedicated to

this building, this company, and us being successful.. .that was a way of him

promoting me without letting me know. . .he didn’t want to hold me back. When

it comes to your own, I think that is how it is.. .when they aren’t deceiving or

conniving, you understand each other more and as he became more successful,

he wanted me to be more successful. It’s just human nature to take care of your

own.. .that’s what he was doing, but in a decisive way. He made sure if there

was something beneficial to me in the company, he would throw my name out.
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Other Textural Data Relevant to the Relationship

With him being down to Earth and communicating to me the way he did, giving

me insight on things, caused me to trust him more. . .1 could trust the fact that he

was willing to tell me things that would normally be kept among managers. But

he understood my mindset and he knew where I wanted to be. Telling me things

gave me an outlook on where the company was going, where they wanted to be,

and how they were going to get there.. .1 was more motivated because of the

comfort level; the communications; the personal approach. Those other two

guys in front of me, he wasn’t doing this with them.. .we built a relationship in a

short period of time. He saw someone determined and someone who wanted it.

The others sat on their butts and wanted the positions handed to them.
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Participant Four — Structural Description

To describe this relationship between Participant Four and his supervisor as merely a

good working relationship would seem to minimize the magnitude of these two

individuals’ commitment to one another. The participant’s responses clearly indicated

that this was more than just a good working relationship. The elements of this dyadic

exchange closely resembled what one might expect within the framework of a very close

knit family relationship. There was unwavering loyalty, openness of communications,

comfort in being around each other, a maniacal focus on driving results, and an

unquestioned trust in each other. Their support of each other was amazing.

At the heart of their relationship was a strong, mutually sought desire to perform well.

Perhaps performing well also understates this dynamic. Both men sought to be the

absolute best at their jobs as defined by the many objective performance measures the

company utilized. The participant’s abilities were both recognized and built upon during

his time assigned to this supervisor.

Extraordinarily high levels of trust and incredibly open and candid communication

patterns were key components of their relationship. The participant, in some ways,

attributes the high levels of trust to the fact that they communicated so well. The

supervisor could openly share many things with the supervisor, even things not typically

shared with a direct report. The participant believes he captured a number of insights

around how to succeed in that company’s environment; this included insights around

navigating the politics of the organization.

There was also a high level of trust because Participant Four knew the supervisor was

committed to him. The supervisor worked hard to get the participant ready for the next
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organizational level within the corporate hierarchy. This included ensuring the

participant got exposure to key decision makers within the company. He tried to build

for Participant Four an environment where he could move as quickly as his performance

dictated.

The close connection between participant Four and his supervisor resulted in

substantial business success. The participant was strongly driven to succeed, but he was

also strongly driven to make his supervisor look good and help his supervisor optimize

his at-risk, incentive pay. Both men took it personally if the other failed to live up to

their commitment to mutually support the other to succeed. Getting promoted was a

primary objective of the participant. This supervisor seemed to demonstrate unusual

efforts to ensure the participant got the right exposure to the skills and to the people that

could accelerate this for the participant.

The participant juxtaposes, on many occasions, how this relationship was materially

different from relationships he had with White supervisors. It is clear to the participant

that the extraordinary levels of trust and commitment present in the dyadic relationship

was attributed to their shared racial identity.
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Participant Four — Textural-Structural Description

Participant Four described an unusually positive working relationship. His

experience, in fact, seemed to transcend merely a high exchange relationship. His

experience hinted at more of a partnership. It might even have approached the status of

friendship. His descriptions emphasized exceptionally open communicative behaviors,

with high degrees of trust. Moreover, he described mutually supportive behaviors,

emphasizing his desire to make his supervisor look good while his supervisor seemed to

work very hard to get the participant high levels of exposure to company executives and

to get him promoted to a higher level assigmnent.

Communications patterns described by this participant were incredibly open and

forthright in nature. “He would sit down and tell me things in a straight-forward way...”

underscores typical professional communications initiated by the supervisor. However,

the participant clearly had a level of comfort initiating communicative exchanges. “...We

had discussions where Ifeltfree to talk to him. Ifmy supervisor had been a White guy I

would not have been relaxed; because I wouldn ‘t know how he reallyfeels or we had

anything in common.”

The communicative exchanges, however, extended far beyond typical work-related

discussions. “Conversations with him were more on a personal level. We would talk and

he would say ‘O.K. lets make things happen.’ It wasn ‘t necessarilyfriendship, but it was

more personal. It wasn’t like a tape recorder coming down from corporate” and “I told

him I was more determined than the other two guys to get promoted; I would work

harder. I could say this to him because we communicated on a personal level” are

examples of his statements reflecting this dynamic. He summed up their strong
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communicative patterns well by simply saying “We communicated better and understood

each other...”

The participant attributes much of their effective communicative patterns to the high

levels of trust that were a part of this dyadic relationship. “There was trust between us

rightfrom the start. It improved the working relationshipfor him and me.” Other

statements reflecting the high levels of trust include “I could trust the fact that he was

willing to tell me things that would normally be kept among managers” and “He trusted

the fact that I knew what to keep confidential.”

The participant continuously emphasized a dynamic of mutual support that existed in

the relationship. He discussed working very hard to ensure his boss looked good while

his boss made clear efforts to position the participant for success. “When it came to

workingfor him, there wasn ‘t anything I wouldn ‘t do for him. I made sure 1 perfected my

job and learned his, too” and “He helped me meet my goals so 1 was really dedicated to

helping him meet his goals” are statements that reflect this mutual support dynamic.

“1 wanted to get promoted and one way to do that was to make him look good without

him even knowing I was doing that.”

The mutual support he discusses seemed, however, to transcend merely offering

support to the other because it would ultimately serve a selfish interest. There was a

genuine desire to see each other succeed. “I always wanted him to max out his bonus.

The entire time I was there he maxed his bonus out” illustrates how the participant sought

to help his supervisor be successful. Statements such as “He made sure fthere was

something beneficial to me in the company that he would throw my name out” and “He

gave me the chance to meet a lot ofbig wigs; shake hands with upper management. That
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was special recognitionfor me because it allowed the big wigs to put aface with my

name. That was not very commonfor me until then” reflected the supervisors desire to

help the participant.

Ultimately, this high exchange relationship was beneficial to the organization. The

participant discusses how the close bond he developed with his supervisor manifested

itself in very high performance output and results. “He had higher expectations ofme

because he saw something in me. IfI didn ‘t meet my goals, he would take it more

personally; like I let him down” and “I didn ‘t want to let him down. That one day when

we didn ‘t hit budget, I knew that was a let down to him... that day didn ‘t hurt us because

we had been so successful but it should not have happened. I let him know that it would

never happen again “both reflect the performance oriented nature of the relationship. A

partnership like the one this participant describes, one that leverages a strong relationship

to achieve outstanding results, would seem to be an objective of every large, for-profit

organization.
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Participant Four - Horizonalization

As described in Chapter Three, the data analysis process called for the researcher to

identify statements relevant to the dyadic experience between each participant and his

leader. The following statements were culled from the transcripts of this participant’s

interviews. Theses statements have been organized by like themes.

1) “He was very determined to exceed company goals...”

2) “He didn’t just tell me what the big goals were, he sat down and day after day and

gave me individual goals to hit.”

Performance Oriented Relationship

Open, Relaxed Communications

1) “He would sit down and tell me things in a straight-forward way...”

2) “Conversations with him were more on a personal level. We would talk and he would

say “O.K., lets make things happen.” It wasn’t necessarily friendship, but it was more

personal. It wasn’t like a tape recorder coming down from corporate.”

3) “I told him I was more determined than the other two guys to get promoted; I would

work harder. I could say this to him because we communicated on a personal level.”

4) “We communicated better and understood each other.”

5) “. . .him being down to Earth and communicating with me the way he did, giving me

insight on things, caused me to trust him more.”

6) “. . .we had discussions where I felt free to talk to him. If my supervisor had been a

White guy I would not have been relaxed; because I wouldn’t know how he really feels

or if we had anything in common.”
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7) “I could confide in him. He understood that. It would have been different if he

weren’t Black.”

8) “With this supervisor it became more than just a working relationship. It became a

friendship. He could talk to me about more than just business when he realized I wasn’t

going to mess up.”

High Level ofComfort

1) “Working for him was comforting. He was laid back in his style but determined to

deliver great results.”

2) “It was comfortable knowing he would talk to me on a personal level and not just as

the boss. I always appreciated that.”

3) “. . .he spoke to me as a person and didn’t just generalize what we needed to work on or

make happen.”

4) “I was more motivated because of the comfort level; the communication; the personal

approach.”

Mutual Support

I) “When it came to working for him, there wasn’t anything I wouldn’t do for him. I

made sure I perfected my job and learned his, too.”

2) “I always wanted him to max out his bonus. The entire time I was there he maxed his

bonus out.”

3) “I wanted to get promoted and one way to do that was to make him look good without

him even knowing I was doing that.”

119



4) “He helped me meet my goals so I was really dedicated to helping him meet his

goals.”

5) “...at the end of the day, I think he did a lot and said a lot to get me promoted, but he

never said so.”

6) “. . .He really did see something different in me that other supervisors didn’t always

recognize and took it personally to get me promoted.”

7) “I knew that as long as I worked hard, he would help me get to where I wanted to be.

Other managers would use me to help grow their departments, but they would try and

keep me from getting ahead. They were selfish.”

8) “I didn’t want to let him down. That one day when we didn’t hit budget, I knew that

was a let down to him. . .that day didn’t hurt us because we had been so successful but it

should not have happened. I let him know that it would never happen again.”

9) “He didn’t want to hold me back. When it comes to your own, I think that is how it

is. . .you understand each other more and as he became more successful he wanted me to

be more successful.”

High Level ofTrust

1) “I felt he cared about getting me promoted...”

2) “I could trust the fact that he was willing to tell me things that would normally be kept

among managers. But he understood my mindset and he knew where I wanted to be.’

3) “He trusted the fact that I knew what to keep confidential.”

4) “There was trust between us right from the start. It improved the working relationship

for him and me.”
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High Expectations for Performance

I) “He had higher expectations of me because he saw something in me. If I didn’t meet

my goals, he would take it more personally; like I let him down.”

Common Experiences and Background with Supervisor

1) “We were kind of raised similarly. We had both our Mother and Father in the home,

which seems uncommon for a lot of African-Amencan households. We also found that

we did a lot of the same things away from work, although we never did any of those

things together until I was promoted.”

2) “We had a lot of the same characteristics. We were both competitive from athletics,

both of us were pretty cocky, and we both could be hot-headed.

Enhanced Recognition and Exposure

1) “I was recognized as Sales Leader of the Month several times. He also recognized me

through email blasts quite a bit.

2) “He gave me the chance to meet a lot of big wigs; shake hands with upper

management. That was special recognition for me because it allowed the big wigs to put

a face with my name. That was not very common for me until then.

3) “He promoted ensuring I got exposure in the company. Whenever there was an

executive visit, he would put me on the work schedule. He would tell me that they

[executives] would come back here and that I knew what to say.”

4) “He made sure if there was something beneficial to me in the company that he would

throw my name out.
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Participant Five — Background

Participant Five described his experience working as a retail store manager reporting

to an African-American male supervisor, the District Manager, in a small format,

specialty retailing format. His duties, as Store Manager, entailed store staffing, training,

planning, and overall delivery of sales and profits for his store. His supervisor had

overall financial responsibility for twelve stores, each similar to the participant’s store,

concentrated within a large metropolitan area. The participant, in his early thirties, had

spent less than ten years working within this organization.

This participant attended a mixed high school and an integrated university, but his

closest and most trusted friends are all other African-American males. These individuals

are all people he connected with during high school. He describes himself as self

motivated, but guarded in dealing with most supervisors.

Although he describes himself as typically guarded with supervisors, he characterizes

the essence of this explored phenomenon as positive and very open in nature. He clearly

respects the supervisor’s skills, but believes the uniqueness of one African-American

male reporting to another African-American male in this environment set the stage for a

highly productive, very positive, and memorable experience.
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Participant Five — Textural Description

On Working Relationshz with African-American Supervisor

We had a very open relationship; the kind of relationship where I could pick up

the phone and communicate my thoughts, feelings, observations, ideas and any

other kind of thing that I could bounce off him.. .1 could bounce things off him,

give feedback and get feedback. It was just very open, communication

wise. . .he depended on me a lot, which was good. This made me feel like I had

more job security. I felt the need to make sure I performed to not only make

myself look good, but to make him look good as well...it was important that I

made him look good. That’s a big part of being an employee; making your boss

look good.

On Building Trust with African-American Supervisor

We built trust by being honest from Day One. It was about being open and

honest when it came to our discussions. I had a filter but I did not let that filter

prevent me from saying what I really felt.. .It is important that I can tell my boss

how I feel, whether it be good, bad, or indifferent. I am always going do my job

but as long as I know I can trust my supervisor I feel the relationship will work a

lot better.. .knowing that my supervisor had experienced some of the same

struggles in the workplace that I had made me more comfortable talking to him

about things I was experiencing.. .it could be talking about things that happen on

the job or things, race-wise.. .1 felt more comfortable sharing critical information

based on things he had shared with me that he experienced before he got to the

position he was in.. .we had very open discussions. The discussions were two

way; very open. I would be able to talk to him openly and he would talk to me

openly. If I said I was experiencing this, he would say ‘I experienced that.’

That would help me build a level of trust. I knew he understood what I was

going through at the time.. .1 felt like I was able to build trust because I thought

he was honest. I am the kind of person that wants to know he can trust his
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supervisor. If I cannot trust a person, I am going to still do my job but I won’t

divulge as much information.. .I’ll just ask what you need me to do and I’ll just

go get the job done. There will be less of a dialogue about what’s going

on. . .our relationship evolved because he was always honest with me.

On Connectedness to Company Mission

Yes I connected to mission overall and no I disagreed with the path to get there

no. I could understand the overall goal but the way the way the company was

going about getting there was what I disagreed with. My supervisor would

empathize with me and he would say ‘I understand how you feel but at the end

of the day we still have to produce.’.. .1 don’t think my work performance

suffered but I think that with everything that was going on in the human

resources side it was hard. I would get dropped in a store and they would say

clean this up but when the employees would start pushing back to human

resources, I would be the bad guy. I had to make a lot of difficult HR decisions

and I needed to know that I would be supported. That would help me stay

focused on the overall mission; help me not lose my focus. I’m doing the

mission the company needs me to do and yes, there is going to be fallout. My

manager would tell me to keep doing what I was doing. Make sure I dotted my

I’s and crossed my T’s and he would have my back. He made sure that

everyone understood that there will be some collateral damage if they wanted

the job done right.. .1 spoke to my supervisor about once a week or twice a

week. That was pretty normal. If I didn’t contact him he would contact me.

But normally it was me contacting him to let him know what I had going on this

week; a heads up to keep you in the ioop. . .that’s all we needed was about 15

minutes at the start of each week to keep each other in the ioop. Before I had

him as a supervisor, my contact with my boss was less frequent and mostly

involuntary. I would talk to my supervisor because I had to. They would call or

come by my store. With this supervisor, I would call him and feel totally

comfortable saying this is what’s happening, good or bad. Totally comfortable...

I know that most of the time complaining about company policies won’t get
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them changed, but because he let me talk about it, I was able to put my concerns

to rest. .. .because he let me get issues off my shoulders, I could focus on the

work I had to do.

On Communications with African-American Supervisor

Our communications was good because it was good for business.. .it nourished

the business. . .1 think the business can succeed when you have this kind of

relationship. . .in any kind of business relationship, you can get the business to

improve if you get the working relationship to be good.. .one reason I was

successful in my job working for this supervisor, is that I could communicate

my likes and dislikes and not be judged. He never used my communications

against me, which is why I trusted him so much.. .when we had these

discussions about my concerns with the company direction, he seemed to

understand and empathize with me. . .most of the conversations that were

personal were like ‘when you were my age, did you experience racism;’ nothing

that was too far removed from the job.

On Connectedness to Supervisor

Part of why we connected was there was an understanding that we were both top

performers, but neither of us got the respect of top performers. I’ve always

taught my employees to work hard and let your work speak for itself. They

should be able to look at your body of work and tell what kind of performer you

are. It was tough because I worked hard, busting my butt every day to get the

recognition I felt I deserved. I saw him go through the same thing. . .we just had

a lot of commonalities at a lot of levels. I felt more comfortable with him

because of the things he experienced. There were common experiences so I

knew he understood what I go through.. .1 hate to admit it because I was raised to

believe if you worked hard you would be rewarded, but I think the experiences

we both had to go through were directly attributed to our race. . .it was hard for

me to accept but I realized that we had both been overlooked because of our skin

color. . . since that was something he experienced I could share my feelings with
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him and he would understand.. .he maybe couldn’t do anything to help but just

to be able to say I know what you are going through helped.

On Special Recognition/Assignments while Assigned to the African-American Supervisor

At first when I started I had to prove myself. After I had proven myself, showed

him that I was a committed, team player who worked hard, I would get extra

assignments from him. I could lead many special projects in the District.. .most

of the time I would ask for additional assignments because I am the type of

person who wants to have new challenges. I am the kind of person that likes to

keep moving on and learning new things to help the company. . .1 wouldn’t say I

got any special recognition. I got the standard recognition the company gave

because of performance. There were situations where he couldn’t overly

congratulate me because it might seem like he was doing it because he was

Black and I was Black. That is part of the political landscape of corporate

America. . . it didn’t impact our relationship because I understand that he has to

spread it around because everyone needs some recognition. And when you have

a consistent top performer everyone gets used to hearing about that person.

Other Textural Data Relevant to the Relationship

At times I wonder if he wasn’t African-American would I have learned what I

learned or would I have performed the way I performed. I think I really enjoyed

working for him because I felt like I grew professionally, improved my business

acumen and my business maturity. I felt like I had a mentor; someone who had

experienced some of the challenges, prejudices, stereotypes; generalizations I

had to deal with. . .1 have dealt with the good and the bad and it is so much better

when I deal with the good... I don’t want anybody to give me a handout because

you are Black and I am Black. So the things I achieve are because of hard

work. . .this was my first experience in corporate America where I was allowed

to speak openly. I was always professional when we talked, but this openness

helped me to grow as a leader. That is really rare in corporate America. . .like

my mom used to tell me. If you are at a company function at 3 AM in the
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morning you are still at work so conduct yourself accordingly. . . and so I have

always treated my relationships very professionally and not let any personal

elements seep in. . . so being able to speak freely and disagree with the company

focus was important. It did allow me to grow.. .the whole dynamic of being

African-American in corporate America is complicated. I have to do things

entirely differently than I would have to do if I was White or Asian.. .1 hope it

changes for the better.. .I’m not naïve to the fact that in a corporate setting where

90 out of 100 are White and only 10 are Black, the Blacks will be treated

differently. I believe having a supervisor of my same race leveled the playing

field for me.. .but I would like to see it revolve around who is the best person...
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Participant Five — Structural Description

Trust and a common experience connected Participant Five with his supervisor in an

extremely positive manner. The trust, which was a result of the supervisor’s openness

and willingness to engage the participant in discussions without harsh judgments, served

to accelerate more and deeper communications. This communication had several key

benefits.

One of those benefits emanating from the openness of the communications was the

participant’s ability to discuss his organizational concerns in a way that mitigated any

loss of focus. Rather, these discussions allowed the participant to sharpen his focus as he

was able to able to vent without negative consequence and get back to work without

further distraction. The participant did understand that many of his concerns were not

within the purview of the supervisor to change, but the satisfaction he got from being able

to openly share his concerns was important. Ultimately, his work product was better

because he could lay his distractions aside in this way.

A second benefit emerging from these open discussions was the participant’s ability to

use the supervisor as a mentor, captiring insights around the challenges he would

experience as an African-American leader in his organization and how he might best

negotiate those challenges. Again, this dynamic allowed for him to be more focused and

productive.

A third benefit of the open communication can be found in the participant’s

willingness to partner on business matters with the supervisor. This stands in stark

contrast to his discussion of his normally arm’s length approach to managing his

relationship with his supervisor. Because of the enhanced willingness to engage his boss,
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he could benefit from the supervisor’s coaching around challenging business

opportunities.

The participant seems quite clear in communicating their common experience as

African-American leaders in a corporate environment that did not always treat African-

Americans fairly, was an important element in creating the trust the led to the enhanced

communication. Without that common experience, it is not clear that the trust would

have been as unquestioned or the communications would have been as candid.

Participant Five clearly connected with this supervisor in large part due to his racial

similarity. However, the supervisor honest and forthright interactions with Participant

Five cemented this connection.

The high quality of this exchange allowed the company to clearly capture an enhanced

organizational return. Participant Five made a point of stepping up for additional projects

and assignments that would benefit the larger team. His commitment to his supervisor

resulted in a maniacal drive to be successful. Making the boss look good was important.

And Participant Five knew he could do this through his productivity and results.
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Participant Five — Textural-Structural Description

Overall, Participant Five described a high exchange relationship that was enhanced

through exceptionally open and candid lines of communications, a feeling of mutual

support and interdependence, and enhanced job assignments and recognition. He

believes the quality of the relationship was enhanced because of the high levels of trust

and honesty, coupled with a shared, common life experience.

Great communication, very open and two-way in nature, was stressed by this

participant as an essential element of their relationship. Not less than nine separate

references were made by this participant regarding the quality of his and his supervisor’s

communications. Comments included “...we had very open discussions. The discussions

were two-way, very open” and “I could bounce things offofhim, givefeedback and get

feedback. It was just very open, communication-wise.” He even underscored the

uniqueness of these patterns by comparing them to other senior-subordinate relationships

he experienced. “Before I had him as a supervisor, my contact with my boss was less

frequent and mostly involuntary. I would talk to supervisors because I had to... “and

“With this supervisor, I would call him andfeel totally comfortable saying this is what ‘.s’

happening, good or bad. Totally comfortable” illustrate this. Another two powerful

declarations regarding their openness of communication were “One reason I was

successful in myjob workingfor this supervisor, is that 1 could communicate my likes and

dislikes and not be judged. He never used my communication against me, which is why I

trusted him so much” and “This was myJIrst experience in corporate America where I

was allowed to speak openly. I was always professional when we talked, but this

openness helped me to grow as a leader.”
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Another theme that was essential in this dyadic relationship was that of mutual support

and interdependence. This participant noted that “He depended on me a lot, which was

good. This made me feel like I had morejob security. Ifelt the need to make sure I

performed to not only make myseflook good, but to make him look good... it was

important that I made him look good.” He also illustrated this dynamic by noting:

I had to make a lot ofdiffIcult H.R. decisions and I needed to know I would be

supported. That would help me stayfocused on the overall mission, help me to

not lose myfocus...My manager would tell me to keep doing what I was doing.

Make sure I dotted my Is and crossed my Ts and he would have my back. He

made sure that everyone understood that there would be some collateral

damage fthey wanted thejob done right.

The participant placed heavy emphasis on how their common experience enhanced

their relationship. The emphasis was not just on a common racial identity, but on a

common set of challenges they both surely endured because of their racial identity. “ff1

said I was experiencing this, he would say I experienced that. That would help me build

a level oftrust. I knew he understood what 1 was going through at the time” is one

example. Another is “Part ofwhy we connected was there was an understanding that we

were both top performers, but neither ofus got the respect oftop performers.. .1 worked

hard, busting my butt everyday to get the recognition Ifelt I deserved. I saw him go

through the same thing.” He addressed how their common perseverance in the face of

what he perceived to be a racist corporate environment served to strengthen their bond.

“I hate to admit it because I was raised to believe zfyou worked hard you would be

rewarded but I think the experiences we both had to go through were directly attributed

to our race...It was hardfor me to accept, but I realized that we had both been
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overlooked because ofour skin color” and “Ifelt like I had a mentor; someone who had

experienced some ofthe same challenges, prejudices, stereotypes; generalizations I had

to deal with “ are two such examples.

This participant strongly articulated a relationship that was very positive and

productive. And he was not reluctant to assign credit for this productive relationship in

large part to their common racial identity and shared experiences. While both, he

suggested, were top organizational performers, he suggests that performance alone is not

enough to be successful in his organization. This relationship, he believes, allowed him

to flourish in his career in ways he may not have flourished with a supervisor of a

different race.
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Participant Five — Horizonalization

As described in Chapter Three, the data analysis process called for the researcher to

identify statements relevant to the dyadic experience between each participant and his

leader. The following statements were culled from the transcripts of this participant’s

interviews. Theses statements have been organized by like themes.

Open Working Relationship with Leader

1) “We had a very open relationship. The kind of relationship where I could pick up the

phone and communicate my thoughts, feelings, observations, ideas..

Frequent, Candid Communication

1) “I could bounce things off of him, give feedback and get feedback. It was just very

open, communication-wise.

2) “I felt comfortable sharing critical information..

3) “. . .we had very open discussions. The discussions were two-way; very open.

4) “Before I had him as a supervisor, my contact with my boss was less frequent and

mostly involuntary. I would talk to supervisors because I had to. They would call or

come by my store.”

5) “With this supervisor, I would call him and feel totally comfortable saying this is

what’s happening, good or bad. Totally comfortable.”

6) “Because he let me get issues off my shoulders, I could focus on the work I had to do.”

7) “I know that most of the time complaining about company policies won’t get them

changed, but because he let me talk about it, I was able to put my concerns to rest.”
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8) “One reason I was successful in my job working for this supervisor, is that I could

communicate my likes and dislikes and not be judged. He never used my communication

against me, which is why I trusted him so much.”

9) “This was my first experience in corporate America where I was allowed to speak

openly. I was always professional when we talked, but this openness helped me to grow

as a leader.”

Mutual Support and Interdependence

1) “He depended on me a lot, which was good. This made me feel like I had more job

security. I felt the need to make sure I performed to not only make myself look good, but

to make him look good.. .it was important that I made him look good.

2) “I had to make a lot of difficult H.R. decisions and I needed to know I would be

supported. That would help me stay focused on the overall mission; help me to not lose

my focus.. .My manager would tell me to keep doing what I was doing. Make sure I

dotted my I’s and crossed my T’s and he would have my back. He made sure that

everyone understood that there would be some collateral damage if they wanted the job

done right.”

Honesty in the Relationship

1) “We built trust by being honest from day one.. .open and honest when it came to our

discussions. I had a filter but I did not let that filter prevent me from saying what I really

felt.

2) “Our relationship evolved because I knew he was always honest with me.”
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Common Experiences Enhanced Relationship

1) “I felt more comfortable with him because he of the things he experienced. There

were common experiences...”

2) “If I said I was experiencing this, he would say I experienced that. That would help

me build a level of trust. I knew he understood what I was going through at the time.”

3) “Part of why we cormected was there was an understanding that we were both top

performers, but neither of us got the respect of top performers. . .1 worked hard, busting

my butt everyday to get the recognition I felt I deserved. I saw him go through the same

thing.”

4) “1 hate to admit it because I was raised to believe if you worked hard you would be

rewarded, but I think the experiences we both had to go through were directly attributed

to our race.. .It was hard for me to accept, but I realized that we had both been overlooked

because of our skin color.

5) “I felt like I had a mentor; someone who had experienced some of the same

challenges, prejudices, stereotypes; generalizations I had to deal with.

6) “I’m not naive to the fact that in a corporate setting where 90 out of 100 are White and

only 10 are Black, the Blacks will be treated differently. I believe having a supervisor of

my same race leveled the playing field for me.”

Enhanced Job Assignments

1) “After I had proven myself, showed him that I was a committed, team player who

worked hard, I would get extra assignments from him. I could lead many special projects

in the District.”
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Recognition Mitigated Due to Race

1) “I got the standard recognition the company gave because of performance. There were

situations were he couldn’t overly congratulate me because it might seem like he was

doing it because he was Black and I was Black.”

Supervisor Demonstrated High Levels ofEmpathy

1) “. . .when we had these discussions about my concerns with the company direction, he

seemed to understand and empathize with me.

Experienced Personal Growth

1) “I think I really enjoyed working for him because I felt like I grew professionally,

improved my business acumen and my business maturity.

136



Participant Six — Background

Participant Six described his experience working as a Staffing Manager for a major,

consumer products company. In his role, he was responsible for sourcing talent,

screening that talent, and ultimately recruiting that talent into three separate groups

within the company. He staffed engineers, information technology professionals, and

operations personnel for this company. Additionally, he had specific responsibility for

“diversity” staffing in the organization. More specifically, he worked to attract qualified

minority and female candidates into this industry leading corporation, where they were

grossly underrepresented. His supervisor, the Vice President of Staffing, had overall

responsibility for developing the organization’s staffing strategies and he was ultimately

responsible for the successful staffing of all divisions within this organization. Moreover,

he had to ensure all staffing activities were executed within the established budgetary

guidelines. This supervisor also developed the diversity strategies that the participant

was charged with executing. The participant was under thirty-five years of age when he

experienced the phenomenon and had been employed with this organization for less than

five years.

This participant grew up in a predominantly African-American environment within a

large Midwestern metropolitan area. He attended largely segregated schools until he

entered a very exclusive, predominately White university. His background also included

earning a Master of Business Administration degree from another mid-sized, largely

White state university. While he maintains a large circle of friends from both his

university and professional experiences, his most trusted friends are other African

American males he met while a college undergraduate.
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Participant Six — Textural Description

On Working Relationship with African-American Supervisor

Our working relationship was based on trust.. .he was, in fact, the only African-

American I have ever worked for.. . it was based on trust and it was based on

shared values, common ground, and a shared understanding of what was needed

to get the job done. It was easy for us to discuss what his objectives were. And

it was clear about what my role was in achieving those objectives. There was no

question what good looked like. . .in addition, our relationship was based on

trust. And trust is a two-way street; meaning that if he gave me a task he knew I

would get it done in fine fashion. Or, if I couldn’t get it done I would have the

courage to come back to him and say I can’t get it done and here is the support I

will need from you to get it done.. .for me it was all about trust, shared

understanding, and shared background.. .the relationship developed based on a

set of common values. We had common values that were solidified through our

[University X] experience; a belief in achievement in which we both wanted to

make a difference in the organization.. .there was an unwritten expectation we

had of each other or delivery of results. There were only four or five African-

Americans in key leadership positions and we all expected each other to

perform. My relationship with my boss followed the same pattern of

expectations.

On Building Trust with African-American Supervisor

Initially, trust was given based on the fact that we were both from [University

Xj. Based on that, there was some initial trust.. .trust was also built through our

communication process where I began to see he really had my best interest at

heart. That was another component. . .there was another component of building

trust; clear communications of expectations and the fact that he would always

follow up on commitments he made were critical to our having a great working

relationship.
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On Connectedness to Company Mission

I felt very connected to what my company was trying to accomplish and to what

my boss was trying to accomplish.. .at the end of the day he had a responsibility

to deliver results and those results revolved around me trying to control costs per

hire. This translated to the company’s bottom line. . .my connectedness to the

company came through him. He helped me to understand my impact by

articulating where the company was going and how I could help add shareholder

value.. .one of the things he was able to do was ensure I was involved in the

right things; you know, attended the right meetings. He wanted me to hear from

senior leaders directly about the direction of the company. And it also allowed

him and me to tell the story about what we were doing to the right people. And

also, this allowed me to personally create great relationships within the

company.. .he put me in positions where I would be recognized and

acknowledged as a player. He took me to one meeting in which I received the

best compliments I ever received. An executive told me at the pace I was going,

I would get the entire company staffed.

On Communications with African-American Supervisor

We spoke daily.. .those conversations took place because of the uniqueness of

the relationship, and because there were always issues we needed to address.. .at

a minimum, we talked at least once a day and more typically, we met twice a

day. . .we had open and candid conversations in which he shared with me quite a

few things about what we had to achieve. He was open about sharing his

perspective on things. But he was also candid about sharing his frustrations, as

well.

On Connectedness to Supervisor

We were very connected. . .our relationship was unique because we had a shared

background; we were both African-Americans who graduated from this elite

institution during the same decade. That uniqueness we shared just strengthened
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our relationship. . . also, the relationship was very strong because I knew he had

my back and he knew I had his back... I worked twice as hard when I reported

to him. There was no way I was going to let him down. I would probably have

moved mountains for him. . .that doesn’t mean I didn’t work hard when I

reported to other people. There was an instinctive sense that African-Americans

have to far exceed the work of others.. .1 felt compelled to ensure that he was

successful and I wanted to feel like the work I did contributed to him getting

promoted.

On Special Recognition/Assignments while Assigned to the African-American Supervisor

I was responsible for launching a more aggressive internet recruiting practice. . .1

personally saved the company over one million dollars in search firm fees in just

over a half a year. . .my supervisor was instrumental in getting me recognized

with the [Company X] award for Human Resource Excellence for my work on

that project. This is a prestigious award; a crystal eagle inscribed with language

describing excellence in the HR field.. .there were other things, too. He was

instrumental in doing was getting me promoted to an executive level

position. . .one other thing I should mention is that I have never worked for

another African-American but there was something else very unique about that

situation. My boss’s boss was also African-American and I felt a higher level of

support from him, too. And he was two levels removed. That was a unique

situation that I have never experienced either before or after that. . .1 felt like I

got premiere assignments working for him.. .it was clear what his objectives for

me were and that he had my best interest at heart.

Other Textural Data Relevant to the Relationshzp

I think the only other comment is he was really good at what he did. He

understood the culture and the dynamics of the organization. For a new person

coming into the organization, he was amazingly helpful in my

assimilation. . . also, he had high levels of credibility in the organization and was
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helpful to me connecting with others in the company. . .he was absolutely a

mentor to me. We still have that relationship to this day. It is interesting that I

do not have a relationship with any of the White male supervisors that I had

before or after working for him. I would never consider any of them mentors to

me. The only other supervisor who I would say became a mentor to me

happened to be a Hispanic female. But that was only after we got off to a rocky

start. . .1 really do believe that we had shared, common values based on our

common backgrounds at [University X] and as former Army officers. . .because

of our common backgrounds the communication was much easier and clearer. . .1

didn’t have to watch the words I said. I didn’t have to hesitate to share my

frustrations. I felt good about being able to have a very open and frank dialogue

about any topic and he was responsive to those discussions. With my other

supervisors, I never felt the same level of trust or commitment.. .none have had

the impact on my career the way he did.. .there was definitely an element of trust

that came from us both being [University Xj grads, but there was an added

element of trust coming from us both being African-Americans.
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Participant Six — Structural Description

Exceptionally high levels of trust, cemented by a common professional background,

common racial identity, common values, and a shared desire to perform were hallmarks

of this high level exchange.

The participant believes that trust was gifted in this relationship, from the participant

to the supervisor and from the supervisor to the participant, in large part due to common

experiences. Those experiences included attendance at one of the world’s most

prestigious universities. Their common experiences also included service as U.S. Army

officers. Their connection, due to common experiences, was enhanced by their common

racial identity. The participant seems to go one step further in suggesting that their

common identity bond was further strengthened by the dearth of African-American

corporate leaders in their environment.

The high level of trust manifested itself in frequent, open, two-way conversations.

The strong communications patterns ensured expectations and obstacles were always

very clear. Both participant and leader were driven for organizational success. They

both fuiiy supported company objectives. This further strengthened their relationship.

While the participant believes the supervisor’s attentiveness to his development

helped the participant to better connect to organizational goals, the participant clearly

exerted extra efforts to exceed his boss’ expectations; making both himself and his

supervisor look good. Similarly, the supervisor demonstrated extraordinary support for

the participant. This support took the shape of intensive mentoring, high profile

assignments, and the highest levels of company recognition.

The participant is very clear about the effort he expended to make sure his

supervisor’s goals were met. He and his supervisor both demonstrated a commitment to
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each other that benefitted the organization. The participant also compared his working

relationship with this supervisor to other relationships with Caucasian supervisors several

times. Each comparison further highlighted his belief that his shared identity with the

African-American supervisor, in a predominantly White environment, enhanced their

working relationship.
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Participant Six — Textural-Structural Description

Participant Six described a very positive relationship with his African-American

supervisor. This relationship manifested itself in outstanding work products, significant

corporate recognition, and promotions for both the participant and the supervisor. The

participant stressed the high levels of trust and frequent, candid conversations as critical

elements in their relationship.

The participant was very explicit in articulating how high levels of trust influenced

this working relationship. “Our relationshz was based on trust... it was based on trust

and based on shared values, common ground, and a shared understanding ofwhat was

needed to get thejob done.” Moreover, he indicated that “...trust is a two-way street;

meaning that fhe gave me a task he knew iwould get it done infinefashion. Or fI

couldn ‘t get it done I would have the courage to come back to him and say I can ‘t get it

done and here is what 1 needfrom you to get it done” and “For me it was all about trust

shared understanding, and shared background.” This participant felt so strongly about

the level of trust he shared with this supervisor, he adamantly declared the levels of trust

in this relationship exceeded that of any other working relationship he had ever had

before or after. Specifically, he noted “With my other supervisors, I neverfelt the same

level oftrust or commitment.”

He attributes the exceptional levels of trust to many factors, foremost amongst these

was the common identity, background, and values the two shared. “Our relationship was

unique because we had a shared background; we were both African Americans who

graduatedfrom this elite institution during the same decade. That uniqueness just

strengthened our relationshzp.” He went on to say “There was definitely an element of
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trust that camefrom us both being [University X] grads, but there was an added element

oftrust comingfrom us both being African-Americans.”

Frequent, open communications between the participant and his supervisor was

described as a key element in this relationship. It was, in fact, described as another

element that enhanced trust between them. “There was another component ofbuilding

trust; clear communications ofexpectations and thefact that he would always follow up

on commitments he made were critical to our having a great working relationshzp” and

“Trust was also built through our communication process were I began to see he really

had my best interest at heart” were two declarations that illustrated this.

Their open communications also enhanced the participant’s ability to meet

organizational expectations as it allowed for a clear understanding of expectations and

requirements. “It was very easyfor us to discuss what his objectives were. And it was

clear what my role was in achieving those objectives. There was no question what good

looked like.” He also remarked “It was clear what his objectivesfor me were and that he

had my best interests at heart” and “We had open and candid conversations in which he

shared with me quite afew things about what we had to achieve. He was open about

sharing his perspective on things, but he was also open about sharing his frustrations, as

well.

Mutual support, a dynamic that was evident in every participant’s experience, was

extremely important in this relationship. The participant was very clear about his efforts

to help his supervisor achieve his expectations and how his supervisor was quite

deliberate in his efforts to support the participant. The following four statements are

powerful examples of how the participant sought to support his supervisor:
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1. “There was an instinctive sense that African-Americans have to far exceed the work

ofothers.. .1felt compelled to ensure that he was successful and I wanted to feel like

the work I did contributed to him getting promoted.”

2. “Also, our relationship was very strong because I knew he had my back and he knew

I had his back.”

3. “I worked twice as hard when I reported to him. There was no way I was going to let

him down.”

4. “Iprobably would have moved mountainsfor him.”

The following three statements illustrate how the supervisor worked to support the

participant:

1) “My supervisor was instrumental in getting me recognized with the [Company X]

awardfor Human Resource Excellence for my work on that project. This is a

prestigious award; a crystal eagle inscribed with language describing excellence in

the HRfield.”

2) “Ifelt like I got premier assignments workingfor him.”

3) “He put me in positions were I would be recognized and acknowledged as a player.

He took me to one meeting in which I received the best compliment I have ever

received. An executive told me at the pace I was going, I would get the entire

company staffed.”

Ultimately, the quality of this relationship caused the participant to be more connected

to the organization’s mission and goals. His comment “My connectedness to the

company came through him. He helped me to understand my impact by articulating
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where the company was going and howl could help add shareholder value” underscores

this.
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Participant Six — Horizonalization

As described in Chapter Three, the data analysis process called for the researcher to

identify statements relevant to the dyadic experience between each participant and his

leader. The following statements were culled from the transcripts of this participant’s

interviews. Theses statements have been organized by like themes.

Positive Working Relationship was Grounded in Trust

1) “Our relationship was based on trust.. .it was based on trust and based on shared

values, common ground, and a shared understanding of what was needed to get the job

done.”

2) “In addition, our relationship was based on trust. And trust is a two-way street;

meaning that if he gave me a task he knew I would get it done in fine fashion. Or if I

couldn’t get it done I would have the courage to come back to him and say I can’t get it

done and here is what I need from you to get it done.”

3) “For me it was all about trust, shared understanding, and shared background.”

4) “With my other supervisors, I never felt the same level of trust or commitment.”

Clear Communication Existed

1) “It was very easy for us to discuss what his objectives were. And it was clear what my

role was in achieving those objectives. There was no question what good looked like.”

2) “It was clear what his objectives for me were and that he had my best interests at

heart.”
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Common Educational Background Enhanced Comfort Level

1) “Initially, trust was given based on the fact that we were both from (University X).

Based on that, there was some initial trust.”

2) “We had common values that were solidified through our [University Xj experience; a

belief in achievement in which we both wanted to make a difference in the organization.”

Open Communication Built Trust

I) “Trust was also built through our communication process were I began to see he really

had my best interest at heart.”

2) “We had open and candid conversations in which he shared with me quite a few things

about what we had to achieve. He was open about sharing his perspective on things, but

he was also open about sharing his frustrations, as well.”

3) “There was another component of building trust; clear communications of expectations

and the fact that he would always follow up on commitments he made were critical to our

having a great working relationship.”

4) “I didn’t have to watch the words I said; I didn’t have to hesitate to share my

frustrations.”

5) “I felt good about being able to have a very open and frank dialogue about any topic

and he was responsive to those discussions.”

Feeling Connected to Company and to Supervisor’s Objectives

1) “I felt very connected to what my company was trying to accomplish and to what my

boss was trying to accomplish.
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2) “My connectedness to the company came through him. He helped me to understand

my impact by articulating where the company was going and how I could help add

shareholder value.”

Frequent Communications with Supervisor

1) “We spoke daily.. .those conversations took place because of the uniqueness of the

relationship and because there were always issues we needed to address.

2) “At a minimum, we talked at least once a day and more typically we met twice a day.”

Shared Background and Identity Enhanced Relationship

1) “Our relationship was unique because we had a shared background; we were both

African-Americans who graduated from this elite institution during the same decade.

That uniqueness just strengthened our relationship.

2) “Because of our common backgrounds the communication was much easier and

clearer.

3) “There was definitely an element of trust that came from us both being [University X]

grads, but there was an added element of trust coming from us both being African

Americans.”

Unspoken Understanding ofMutual Support

1) “Also, our relationship was very strong because I knew he had my back and he knew I

had his back.”
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2) “One other thing I should mention is that I have never worked for another African-

American but there was something else unique about this situation. My boss’s boss was

also African-American and I felt a high level of support from him, too. And he was two

levels removed.”

3) “I worked twice as hard when I reported to him. There was no way I was going to let

him down.”

4) “I probably would have moved mountains for him.”

5) “There was an instinctive sense that African Americans have to far exceed the work of

others.. .1 felt compelled to ensure that he was successful and I wanted to feel like the

work I did contributed to him getting promoted.”

Mutually High Expectations for Performance Existed

1) “There was an unwritten expectation we had of each other for delivery of results.

There were only four or five African-Americans in key leadership positions and we all

expected each other to perform. My relationship with my boss followed that same

pattern of expectations.’

Received Special Recognition and Assignments from Supervisor

1) “My supervisor was instrumental in getting me recognized with the [Company Xj

award for Human Resource Excellence for my work on that project. This is a prestigious

award; a crystal eagle inscribed with language describing excellence in the HR field.”

2) “I felt like I got premier assignments working for him.”
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Supervisor Supported Promotion to Higher Level

1) “He was instrumental in getting me promoted to an executive level position.”

Supervisor was a Mentor

1) “He understood the culture and dynamics of the organization. For a new person

coming into the organization, he was amazingly helpful in my assimilation.

2) “He had high levels of credibility in the organization and was helpful to me connecting

with others in the company.”

3) “He was absolutely a mentor to me. And we still have a relationship today. It is

interesting that I do not have relationships with any of the White male supervisors that I

had before or after working for him. I would never consider any of them mentors to me.

The only other supervisor who I would say became a mentor to me happened to be a

Hispanic female. But that was only after we got off to a rocky start.”

Supervisor Got Me Broader Exposure

1) “One of the things he was able to do was ensure I was involved in the right things; you

know, attended the right meetings. He wanted me to hear from senior leaders directly

about the direction of the company. And it also allowed him and me to tell the story

about what we were doing to the right people.

2) “. . .this allowed me to personally create great relationships within the company.”

3) “He put me in positions were I would be recognized and acknowledged as a player.

He took me to one meeting in which I received the best compliment I have ever received.

An executive told me at the pace I was going, I would get the entire company staffed.”
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Participant Seven — Background

Participant Seven discussed his experience working for an African-American male

while assigned as a District Manager in a small format, specialty retailing environment.

His supervisor was the Regional Manager. In the participant’s assignment, he was

responsible for the leadership of up to ten retail stores dispersed throughout a large

metropolitan area. As the district’s leader, he was responsible for aligning his store teams

around the company’s vision and executing the company’s strategy in stores. He was

ultimately responsible for the overall revenue generation of his district, as well as the

management staffing of individual stores, the effective deployment of associate labor

throughout the district, and the effective merchandising of products across all stores.

Moreover, he was responsible for identifying causes of both internal and external shrink

in order to enhance store and district profitability. His supervisor was responsible for the

management of multiple districts across several metropolitan areas. The supervisor

helped shape company strategy and was responsible for verifying execution across the

districts. The participant was under thirty-five years of age when he experienced the

phenomenon. Additionally, he had less than seven years of tenure with the organization

at the time of the experience.

This participant grew up in an integrated community located in the Mid-Atlantic

region of the country. While he attended high school in an integrated environment, his

closest friends were other African-Americans. This pattern of connecting primarily with

African-Americans continued while a student at a large, state university. His closest

friends today are also African-American males he attended school with and has worked

with over the years. Interestingly, he connected strongly with his African-American
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supervisor in much the same way. As noted in the structural and composite descriptions,

this deep connectedness to his supervisor enhanced their working relationship and

benefitted the organization with what he described as greater output and results.
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Participant Seven — Textural Description

On Working Relationshzp with African-American Supervisor

I think we really had a great relationship.. .We got along really well. It was very

productive. He was a great boss. And we got things done, as well.. .1 didn’t

have a lot of complaints. . . Our business is stressful and it is difficult. There were

a lot of demands.. .he relieved some of the pressure without giving up

performance.. .maybe it was because I was more open about what I was working

on and what I had accomplished. I didn’t feel the need to hide from him. Hide

maybe isn’t a good word. But I was certainly less guarded around him. . .it felt

more like a partnership...

On Building Trust with African-American Supervisor

A lot of times you feel nervous about making mistakes with bosses. I have had

a lot of bosses who were that way. When I was working for [Mr. XJ, I did make

mistakes. He had to coach me on a few things, but I never felt like I had blown

my chance. I felt like he wouldn’t hang on to my shortcomings forever.. .that’s

the kind of environment where I can thrive; because I am not looking over my

shoulder all the times.. .you can get so nervous sometimes because so many of

those guys hold everything against you. . . [Mr. X] made me comfortable. I didn’t

have to worry that every single mistake I made would show up on my

performance review. . . [Mr. Xj believed in me; he would do the right thing. I

really trusted him and felt comfortable with him. It felt good knowing that he

really had my best interest at heart.. .It is easy building trust when someone is on

your side. I wasn’t concerned about how he would view me if I didn’t know

something. He was my boss but I didn’t feel like he was always judging me... I

knew he had my back. Once, when the SVP was in my area, he had a lot of

questions about one ofmy managers. I could tell he was hostile but I was

struggling to communicate why this manager was actually doing a good job.
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[Mr. X] inserted himself into the conversation and got the SVP to back off and

listen better. He was respectful and professional, but assertive. He defused

what might have been an ugly turning point for the day. Like I said, I knew he

had my back.

On Connectedness to Company Mission

Listen, I go to work every day wanting to do a good job. [Retail sector] is a

tough business. You have to be focused on the goals; the mission. There was

something more when I was working for [Mr. X]. I always wanted my stores to

look good, for the customers and for him. I wanted him to be proud of me and

happy with my work. I cannot say that I ever wanted to do well for my boss. It

was just for me. . .Honestly, I never wanted to let him down. He was like a

coach that you wanted to do well for.. .We put in a lot of hours every week and

on the weekends and holidays. You mostly do it because you have to do it. It

was different with [Mr. X]... Somehow, not letting him down was really

important.”

On Communications with African-American Supervisor

It was easy to talk to him. And I don’t really like talking to my

bosses.. .Supervisors are always sizing you up; trying to see if you are smart

enough or really belong. I think was more comfortable talking to him than

normal. I wasn’t apprehensive about asking questions about stuff I was unsure

or unclear about. It was safe to do that... [Retail sector] is really fast paced and

getting help is important when you don’t know something. I was able to tell him

when I was struggling with an assignment. I didn’t feel like he was upset or

disappointed when I had a problem. . .We had really open discussions about what

it took to be successful in the company. He told me about the types of things I

should focus on and what wasn’t so important. That kind of stuff helped me to

manage my time better. It helped me be successful. It made me want to help

him be successful right back. I think more than anything I worked harder for
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him because I wanted him to be successful. Not just because he was Black, but

because he really wanted me to be successful.. .it makes it nice when you can be

at ease with your boss; he wanted me to be at ease with him. He would ask

about my family. He wanted to know about my wife and kids. It wasn’t just

superficial conversation; he really wanted to know. I believe he was really

interested in me as a person and how my family was doing. . .1 could stop by his

office and chat if I were at the office and didn’t have other work to do. He

didn’t seem like he was in a hurry to get me out of his office.

On Connectedness to Supervisor

There is a lot of racism in retail. The truth is there were not a lot of Black

people at his level or mine at [Company X]. I think he experienced a lot of what

I experienced coming up through the retail ranks. . .it is really tough for Blacks.

Because of that, I think he was really sensitive to me being treated fairly and me

having a fair shot to succeed.. .1 wanted to work hard for him. He felt like more

than a boss to me. He felt like family; a big brother who was looking out for me

and I wanted him to be a winner too... although neither of us ever said it, we

were both very cognizant of our being Black men in a very White world. As a

result, we were both very focused on delivering exceptional results.

On Special Recognition/Assignments while Assigned to the African-American Supervisor

I didn’t win any awards or anything while assigned to him. But I didn’t get the

stores in the lower income neighborhoods. That is what normally happens to

Black district managers... I think I got some great stores aligned into my group

that I don’t know if a White supervisor would have given me. With him, he

knew that I could take on the high profile stores and the stores in the really

affluent, mostly White areas... I don’t know if he gave me my best review, but

he did recognize my accomplishments in a way that I don’t think I used to get

credit for.
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Other Textural Data Relevant to the Relationship

It was a good time for me. . .1 feel like he knew I had talent and was willing to

give me a chance to prove it. I didn’t always feel that way with other

supervisors. Sometimes I felt like others were waiting on me to fail. . . another

thing, I always wanted to make him look good and think he felt the same about

me.. .working for a boss who cares about you is important. It was really

cool.. .he seemed to really want to help me.
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Participant Seven — Structural Description

Participant Seven experienced a high quality exchange relationship in which he was

able to deliver very favorable performance results. The comfort, closeness, and

commitment to the leader seemed to fuel his desire to generate favorable performance

results.

The participant did not worry about trying to hide his mistakes or pretending to be

better equipped to tackle challenges than he may have actually have been. He did not

believe he was being negatively judged by this leader, which was a stark contrast to his

other experiences. He not only trusted that his boss would treat him fairly, he further

believed that his boss was really an advocate of his; supportive of him and his career

aspirations. This included supporting him with senior level leaders and offering him

favorable work territories.

The favorable relationship between Participant Seven and his leader resulted in

additional efforts expended by the participant to achieve objectives. He viewed his

supervisor as if he was family and he didn’t want to let him down. A professional failure

would have been viewed by the participant similarly to failing a family member who was

counting on him in some way.

Communication was very good in this exchange. This was partially due to an

apparently genuine fondness for each other. And because the supervisor was seen by this

participant as someone who could help him become more effective, he demonstrated an

openness and candor in their interactions that was typically absent from his interactions.

Their bond was strengthened, in no small part, because of their common experience of

trying to achieve success in an industry they both deemed hostile to African-Americans.
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Consequently, they both were supportive of the other and wanted each other to be

successful. This underscores the very high quality of the dyadic relationship.
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Participant Seven — Textural-Structural Description

Participant Seven described an extremely productive, high quality exchange

relationship with his supervisor. His stressed, repeatedly, how they had high quality,

unfiltered communications which favorably impacted the business. The theme of mutual

support was reiterated throughout the interviews. The participant strongly believed that

his supervisor was a big supporter of his, which lead him to further connect to the

company’s mission and goals. This manifested itself into the participant exerting

additional effort to ensure his boss’s goals were met. Trust, an investment in the

subordinate’s professional growth, and recognition of the participant’s potential were also

themes that emerged from this participant’s responses.

The communications patterns described by this participant underscored openness,

candor, and a connectedness between leader and follower. “It was easy to talk to him.

And I don ‘t really like talking to my bosses” clearly supports this assessment. “I could

stop by his office and chat fI were at the office and didn ‘t have other work to do. He

didn ‘t seem like he was in a hurry to get me out ofhis office” was another statement the

participant made which supports his belief that their communication patterns were very

good.

The communications patterns described did not just add comfort to the relationship.

Their communication patterns seemed to also enhance the participant’s ability to

understand and connect to organizational goals. “We had really open discussions about

what it took to be successful in the company. He told me about the types ofthings I

shouldfocus on and what wasn ‘t so important.” Additionally, statements like “I was

able to tell him when I was struggling with an assignment. I didn ‘tfeel like he was upset
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or disappointed when I had a problem” and “I think I was more comfortable talking to

him than normal. I wasn ‘t apprehensive about asking questions about stuffI was unsure

or unclear about” suggests that the participant was able to seek help or additional

coaching to improve his work performance.

The participant felt very strongly that the supervisor was very anxious to provide him

the necessary support and opportunities he needed to succeed. “Ifeel like he knew I had

talent and was willing to give me a chance to prove it. I didn ‘t alwaysfeel that way with

other supervisors. Sometimes Ifelt like others were waiting on me to fail” and “I think I

got some great stores aligned into my group that I don ‘t know ifa White supervisor

would have given me. With him, he knew that I could take on the high profile stores and

the stores in the really affluenr mostly White areas” are two such declarations supporting

this assessment. Moreover, this participant acknowledges that he had performance

opportunities, but these did not derail his opportunities for professional growth with this

supervisor. “He had to coach me on afew things, but I neverfelt like I had blown my

chance. Ifelt like he wouldn ‘t hang on to my shortcomings forever” underscores this.

The participant, because of his connectedness to his supervisor, went the metaphoric

extra mile to deliver results for this supervisor. He even goes so far as to describe his

connectedness to this supervisor as if he were a family member “I wanted to work hard

for him. Hefelt like more than a boss to me. Hefelt like family; a big brother who was

looking outfor me and I wanted him to be a winner too.” The idea of mutual support is

further cemented by comments like “...Another thing, I always wanted to make him look

good and think hefelt the same about me” and “I think more than anything I worked
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harderfor him because I wanted him to be successful. Notjust because he was Black,

but because he really wanted me to be successful.”

This relationship clearly reflects high exchange quality. Productive communicative

patterns, mutual support, and enhanced connectedness to goals all suggests that this

relationship was one in which the organization benefitted from. And woven throughout

his dialogue was the notion that an exceptional level of trust may have been a root cause

for the many positive elements discussed. “I really trusted him andfelt comfortable with

him. It felt good knowing that he really had my best interest at heart.”
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Participant Seven — Horizonalization

As described in Chapter Three, the data analysis process called for the researcher to

identify statements relevant to the dyadic experience between each participant and his

leader. The following statements were culled from the transcripts of this participant’s

interviews. Theses statements have been organized by like themes.

Positive Working Relationship

1) “I think we had a great relationship.”

2) “We got along really well. It was very productive. He was a great boss.”

3) “Maybe it was because I was more open about what I was working on and what I had

accomplished. I didn’t feel the need to hide from him. Hide maybe isn’t a good word.

But I was certainly less guarded around him.”

Open Communications

1) “It was easy to talk to him. And I don’t really like talking to my bosses.”

2) “I could stop by his office and chat if I were at the office and didn’t have other work to

do. He didn’t seem like he was in a hurry to get me out of his office.”

3) “I was able to tell him when I was struggling with an assignment. I didn’t feel like he

was upset or disappointed when I had a problem.”

4) “We had really open discussions about what it took to be successful in the company.

He told me about the types of things I should focus on and what wasn’t so important.”

5) “I think I was more comfortable talking to him than normal. I wasn’t apprehensive

about asking questions about stuff I was unsure or unclear about.”
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Mutual Commitment to Each Other Success

1) “I wanted to work hard for him. He felt like more than a boss to me. He felt like

family; a big brother who was looking out for me and I wanted him to be a winner too.

2) “. . .Another thing, I always wanted to make him look good and think he felt the same

about me.”

3) “I think more than anything I worked harder for him because I wanted him to be

successful. Not just because he was Black, but because he really wanted me to be

successful.

Sincere Interest In Worker as a Person

1) “He would ask about my family. He wanted to know about my wife and kids. It

wasn’t just superficial conversation. .

2) “I believe he was really interested in me as a person and how my family was doing.”

Felt Supported by Manager

1) “It was really cool.. .he seemed to really want to help me.”

Desire to Perform Well for the Supervisor

1) “I always wanted my stores to look good, for the customers and for him. I wanted him

to be proud of me and happy with my work.”

2) “Honestly, I never wanted to let him down. He was like a coach that you wanted to do

well for... Somehow, not letting him down was really important.”
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Supervisor Recognized my Talent

1) “I feel like he knew I had talent and was willing to give me a chance to prove it. I

didn’t always feel that way with other supervisors. Sometimes I felt like others were

waiting on me to fail.”

2) “I think I got some great stores aligned into my group that I don’t know if a White

supervisor would have given me. With him, he knew that I could take on the high profile

stores and the stores in the really affluent, mostly White areas.”

3) “I don’t know if he gave me my best review, but he did recognize my

accomplishments in a way that I don’t think I used to get credit for.”

Trusted that Supervisor Would Allow Him to Develop

1) “He had to coach me on a few things, but I never felt like I had blown my chance. I

felt like he wouldn’t hang on to my shortcomings forever.”

2) “I didn’t have to worry that every single mistake I made would show up on my

performance review.”

3) “I wasn’t concerned about how he would view me if I didn’t know something. He was

my boss but I didn’t feel like he was always judging me.”

Felt Comfort With and Trust In the Leader

1) “I really trusted him and felt comfortable with him. It felt good knowing that he really

had my best interest at heart.”

2) “I knew he had my back. Once, when the SVP was in my area, he had a lot of

questions about one of my managers. I could tell he was hostile but I was struggling to
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communicate why this manager was actually doing a good job. [Mr. X] inserted himself

into the conversation and got the SVP to back off and listen better. He was respectful and

professional, but assertive. He defused what might have been an ugly turning point for

the day. Like I said, I knew he had my back.”

Common Identity Drove Performance

1) “Although neither of us ever said it, we were both very cognizant of our being Black

men in a very White world. As a result, we were both very focused on delivering

exceptional results.”

Common Experience Enhanced Relationship

1) “I think he experienced a lot of what I experienced coming up through the retail

ranks.. .Because of that, I think he was really sensitive to me being treated fairly and me

having a fair shot to succeed.”
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Participant Eight — Background

Participant Eight experienced the explored phenomenon of reporting to an African-

American male supervisor for nearly a year while serving as a Project Manager in the

Information Services group of a high profile, global conglomerate. In this role, he had

primary responsibility for effectively managing technology related projects from

inception through deployment. Also, in this role, he had to manage an array of corporate

resources dedicated to his project in order to meet designated timeline and budget

objectives and constraints. While he did not have line authority over these individuals, he

had to direct the work of application developers, contractors, and subcontractors in order

to achieve favorable project results. His supervisor, an African-American male assigned

as Director of Global Application Development had overall responsibility for the

effective completion and deployment of not only the participant’s projects, but several

other projects pursued by the Information Services group.

At the time he experienced this phenomenon, the participant was between thirty and

thirty-five years of age. He was, however, new to the organization, having spent a

decade as a U.S. Army Officer.

This participant was raised in an integrated, suburban environment near the nation’s

capital. While this individual grew up in a two parent household with very engaged

parents, he was also influenced by his uncles and close friends of his father. Nearly all of

these influences were professionals with college educations. The participant attended a

highly selective, exclusive university on the East Coast where African-Americans were in

the minority. His most trusted friends are mostly African-American males he grew up
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with and attended school with, but he does maintain close relationships with Caucasian

classmates and former colleagues.

It is interesting to note that this individual clearly acknowledges that this was not

someone he considers his best boss. Nor does he consider this supervisor to rank

amongst his best supervisors. He does, however, clearly acknowledge the positive nature

of the working relationship. He is also clear in communicating the supervisor’s desire to

mentor him and their mutual desire to see the other succeed. These trust and mutual

support dynamics do not appear to be diminished even when the supervisor is not

considered exceptional.
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Participant Eight — Textural Description

On Working Relationship with African-American Supervisor

It was definitely a positive relationship. It was in fact a mentoring relationship. I

got the feeling, right or wrong, that he was more patient with me than he may

have been with someone else. . .there was no project management office that drove

how projects would be driven, so we developed a way to manage and report on

our project developments.. .he sat down with me and explained what he expected.

We spent a lot of time going over project schedules and him explaining what he

looks for. I thought that showed a lot of patience with me. . .1 think he mentored

me because of our common background. We were both African-American males

in this corporate setting. We both had a vested interest in making sure we both

succeed. I definitely wanted to make sure he was successful so that I and other

African-American professionals could move into that type of position. He wanted

me to do well so other African-Americans could follow suit into my role as a

Project Manager and do well. It was a mutual desire to succeed so that African-

Americans considered for either of our positions would get a chance. We both

wanted our performance to reflect well.. .it was a positive relationship because we

had that basic foundation of a common background. We were two African-

American males in a corporate environment. We both respected that foundation

and didn’t take advantage of it.. .we really built upon that foundation.. .he took

care of me as a subordinate and I really worked hard for him and that led to a

really good experience.

On Building Trust with African-American Supervisor

I never took the relationship for granted. You know, I never said oh he’s a

brother so I don’t have to do this or do that. From my perspective, I ensured I

treated him like any other manager, if not better than other managers, to ensure

he understood that I respected the relationship and did not take any thing for
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granted. That is really how we built trust. . .he knew I had his best interest at

heart.. .building trust went back to not taking advantage of that core foundation

we had in the relationship.. .1 never assumed he would have my back but there

was some inherent trust that existed. I never took advantage of it. I wanted to

ensure I earned his continued trust in the relationship.

On Connectedness to Company Mission

Goals of our organization trickled down to each individual.. .1 embraced the

performance goals because they were tied to my compensation. . .my supervisor

did not drive me to be more connected to the organizational goals. The

incentive and pay structure was well designed and I was always aligned with

company goals even without him.. .however, I did want to make sure I made

him look good as a leader and I performed well in my role. . . I’d like to think that

under all circumstances I give 100 percent effort, so I don’t think I worked any

harder, but I did feel like I had a vested interest in doing well for him. It was not

just about doing well for me but it was also about ensuring this African-

American leader was successful as well. Do I always feel that way about a

manager? No. If he wasn’t African-American and we didn’t have the core

similar background, I may not have felt that way. . .1 didn’t work any harder, but

there was another reason I wanted to do well. I wanted to ensure opportunities

would be there for him, me, and other African-American leaders.

On Communications with African-American Supervisor

We spoke a couple times a day. My cube was right outside his office so we had

regular communication. We also remained in close email communication. The

tone was always positive. I cannot say that we ever had a negative

conversation. . .we did have conversations where we had to address problems or

challenges, but they were never angry conversations, or belittling, or degrading.

They were always positive.. .regardless of race, I cannot say I ever had any

negative bosses; no screamers or madmen, so this was not very different. . .1
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think I was a little bit more open in our discussions. With other supervisors I

may not have been as apt to communicate weaknesses or failures.. .1 think I was

more open with him because we had that inherent trust as two African-American

males and we built upon that trust over time. . .we already had an inherent base

of trust and we were able to build upon that over the year I worked for him. I

think I was definitely more open with him than I have been with others.

On Connectedness to Supervisor

We had cordial discussions. I remember he gave me some advice when I was

looking to buy a new car. . . what else? He got me into an advanced [Company

X] resident management course. So he was looking out for me professionally.

He may have done that for others too, but I appreciated him doing that for

me. . .overall, I just appreciated that he looked out for me both in my

professional development and when I brought personal matters to him.. .we

talked about sports and families, and we talked about academics. He was

completing an EMBA at [prestigious private university] at the same time I was

completing a Masters degree at the [large, well-respected state university].

On Special Recognition/Assignments while Assigned to the African-American Supervisor

He never really influenced my job assignments. I had the same responsibilities

other Project Managers had. My tasks, duties, and responsibilities were no

different.. .1 don’t think I received any special recognition while I was managing

that project. . .no, I didn’t get any special recognition while with him. . .1 don’t

think my assignments were any different because of him.

Other Textural Data Relevant to the Relationshzp

He didn’t really set himself apart.. .he wasn’t one of the best experiences I had

nor was he one of the worst experiences I had. But like I said, I did enjoy

working for him and it was a good mentoring experience for me. . .1 appreciated
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his mentoring but he was middle of the pack in turns of quality of bosses I had...

the relationship was definitely positive. He was a good mentor to me and he

demonstrated a lot of patience with me.. .it wasn’t a standout experience for me

because he wasn’t the best boss I ever had but it was definitely positive. . .the

fundamental starting point of trust was there and we definitely built upon it.
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Participant Eight — Structural Description

Participant Eight was able to distinguish between what he believed was an average

supervisor and what he believed was a very favorable relationship with that supervisor.

His reflections underscored a very high quality dyadic exchange despite noting the boss

was less than exceptional. Key elements of the exchange included substantial mentoring

the participant received, high levels of support both leader and participant demonstrated

for the other, mutual commitments to the other’s success, mutual trust, and an openness

of communication between the two.

The participant clearly attributes their common racial identity, particularly within the

landscape of this largely White organization, as a reason there were some inherent trust

granted to both worker and leader by the other. He believes that some level of trust

existed based on who each of them were; because of this racial connection. Beyond that,

trust blossomed as neither Participant Eight nor the supervisor sought to exploit their

similarities.

Quite to the contrary, their shared identity caused both participant and supervisor to

work harder on behalf of the other. For example, the supervisor demonstrated enormous

patience while mentoring this transitioning former military officer to a private sector

environment. Similarly, the participant was very focused on delivering great work

products, especially because of the supervisor’s race. The participant believes that both

he and his supervisor wanted the other to be successful, in large part, to ensure similar

opportunities would continue to exist for other African-Americans in the organization.

The implication is that they shared a belief that if either of them was unsuccessful, the
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company would be less likely to place other African-Americans into roles of similar

responsibility.

While Participant Eight did not get any special corporate recognition, he does believe

the supervisor made special efforts to get the participant enrolled in the company’s

resident leadership program. He also notes how their communication patterns, which

were frequent and quite open, expanded to areas outside of the scope of their business

responsibilities. The supervisor felt comfortable discussing many topics with the

participant that extended beyond work topics, offering to share insights he had

accumulated over the years with the participant.

High trust, open communications, a mutual desire to support the other and see them

succeed, and substantial mentoring characterized this relationship. This was a high

quality exchange despite the participant’s belief that the supervisor was not necessarily

exceptionally talented.
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Participant Eight — Textural-Structural Description

Participant Eight was very clear in his declarations that this supervisor was not an

exceptional leader. However, he was equally clear in his declarations regarding the very

positive nature of the relationship. He spoke frequently of how their shared identity

drove both he and the supervisor to take a more vested interest in the success of the other.

“We both had a vested interest in making sure we both succeed. I definitely wanted to

make sure he was successful so that 1 and other African-American professionals could

move into that type ofposition. He wanted me to do well so other African-Americans

couldfollow suit into my role as a Project Manager and do well” was one such

statement. Another was “It was a mutual desire to succeed so that African-Americans

consideredfor either ofour positions would get a chance. We both wanted each other

performance to reflect well.”

Even beyond this, he spoke passionately about the supervisor’s special efforts and

commitment to invest both his time and the organization’s resources to develop the

participant. “It was in fact a mentoring relationship. Igot the feeling, right or wrong,

that he was more patient with me than he may have been with someone else” and “He got

me into an advanced [Company X] resident management course. So he was looking out

for me professionally. He may have done thatfor others too, but I appreciated him doing

thatfor me” both reflect this commitment.

In return, he spoke very emphatically about his desire to ensure his project was

successful not just for his own sake, but for the supervisor’s sake. He clearly wanted his

supervisor to be successful. “I did want to make sure I made him look good as a leader

and Iperformed well in my role.” And when discussing the effort he put forth for the
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supervisor, he shared that “I’d like to think that under all circumstances I give 100

percent efforl. so I don ‘t think I worked any harder but I didfeel like I had a vested

interest in doing welifor him. It was notjust about doing wellfor me but it was also

about ensuring this African-American leader was successful, as well. Do I alwaysfeel

that way about a manager? No.”

This relationship also could be characterized as having very open, frequent patterns of

communications. The following statements illustrate how the communications patterns

remained open and positive. Additionally, they underscore how the organization

benefitted from their openness:

1) “I think I was a little bit more open in our discussions. With other supervisors I may

not have been as apt to communicate weaknesses orfailures.”

2) “...I think I was definitely more open with him than I have been with others.”

It is important to note that this participant was clear in noting that beyond the

additional mentoring and opportunities for professional development, his supervisor

refrained from providing him additional benefits like recognition or enhanced

assignments. Yet, he clearly felt their relationship was very positive. He spoke

emphatically about the trust that existed in their relationship and how this trust enhanced

their relationship:

1) “I think I was more open with him because we had that inherent trust as two African

American males and we built upon that trust over time.”

2) “We already had an inherent base oftrust and we were able to build upon that over

the year I workedfor him.”
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Ultimately, this participant describes a very positive relationship that allowed him to

grow professionally while delivering high quality results for the company, even while he

clearly was not especially impressed with the supervisor’s skill as a leader. In short, he

embraced this experience as a very positive one that had exceptionally high level of trust,

great communication, and strong mutual support.
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Participant Eight — Horizonalization

As described in Chapter Three, the data analysis process called for the researcher to

identify statements relevant to the dyadic experience between each participant and his

leader. The following statements were culled from the transcripts of this participant’s

interviews. Theses statements have been organized by like themes.

Positive Working Relationshzp

1) “It was definitely a positive relationship.”

2) “He took care of me as a subordinate and I really worked hard for him and that led to a

really good experience.”

Supervisor was a Mentor

1) “It was in fact a mentoring relationship. I got the feeling, right or wrong, that he was

more patient with me than he may have been with someone else.”

2) “He got me into an advanced [Company Xj resident management course. So he was

looking out for me professionally. He may have done that for others too, but I

appreciated him doing that for me.”

3) “Overall, I just appreciated that he looked out for me both in my professional

development and when I brought personal matters to him.”

4) “The relationship was definitely positive. He was a good mentor to me and he

demonstrated a lot of patience with me.”

5) “I did enjoy working for him and it was a good mentoring experience for me.”
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Supervisor Offered Clear Communications Delivered with Patience

1) “He sat down with me and explained what he expected. We spent a lot of time going

over project schedules and him explaining what he looks for. I thought that showed a lot

of patience with me.”

Common Background Enhanced Relationship

1) “I think he mentored me because of our common background. We were both African-

American males in this corporate setting.”

2) “We had that basic foundation of common background. We were two African-

Americans in a corporate environment.”

Mutual Desire to See the Other Succeed

1) “We both had a vested interest in making sure we both succeed. I definitely wanted to

make sure he was successful so that I and other African-American professionals could

move into that type of position. He wanted me to do well so other African-Americans

could follow suit into my role as a Project Manager and do well.”

2) “It was a mutual desire to succeed so that African-Americans considered for either of

our positions would get a chance. We both wanted each other’s performance to reflect

well.”

3) “That is really how we built trust. He knew I had his best interest at heart.”

4) “I did want to make sure I made him look good as a leader and I performed well in my

role.”
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5) “I’d like to think that under all circumstances I give 100 percent effort, so I don’t think

I worked any harder but I did feel like I had a vested interest in doing well for him. It

was not just about doing well for me but it was also about ensuring this African-

American leader was successful, as well. Do I always feel that way about a manager?

No. Ifhe wasn’t African-American and we didn’t have the core similar background, I

may not have felt that way.”

6) “I didn’t work any harder but there was another reason I wanted to do well. I wanted

to ensure opportunities would be there for him, me, and other African-American leaders.”

Did Not Take Relationship [or Granted

1) “I never took the relationship for granted. You know, I never said oh he’s a brother so

I don’t have to do this or do that. From my perspective, I ensured I treated him like any

other manager, if not better than other managers, to ensure he understood that I respected

the relationship and did not take any thing for granted.”

Relationship Did Not Cause Him to Be More Connected to Goals

1) “My supervisor did not drive me to be more connected to the company goals. The

incentive and pay structure was well designed and I was always aligned with company

goals even without him.”
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Frequent, Positive Communication

Common Background Enhanced Trust and Respect

1) “We spoke a couple times a day. My cube was right outside his office so we had

regular communication. We also remained in close email communication. The tone was

always positive. I cannot say that we ever had a negative conversation.

2) “We did have conversations where we had to address problems or challenges but they

were never angry conversations, or belittling, or degrading. They were always positive.”

Communications were very Open

1) “I think I was a little bit more open in our discussions. With other supervisors I may

not have been as apt to communicate weaknesses or failures.”

2) “I think I was definitely more open with him than I have been with others.”

3) “We had cordial discussions. I remember he gave me some advice when I was looking

to buy a new car.”

4) “. . .We talked about sports and families, and we talked about academics. He was

completing an EMBA at [prestigious, private university] at the same time I was

completing a Masters Degree at the [large, well-respected state university].”

1) “I think I was more open with him because we had that inherent trust as two African

American males and we built upon that trust over time.”

2) “We already had an inherent base of trust and we were able to build upon that over the

year I worked for him.”
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3) “We both respected that foundation and didn’t take advantage of it. We really built

upon that foundation.”

4) “I never assumed he would have my back but there was some inherent trust that

existed. I never took advantage of it. I wanted to ensure I earned his continued trust in

the relationship.”

5) “. . Our trust in each other started with us not taking advantage of that common racial

foundation we had. . .“

6) “The fundamental starting point of trust was there and we definitely built upon it.”

Supervisor Did Not Offer Enhanced Assignments

1) “He never really influenced my job assignments. I had the same responsibilities other

Project Managers had. My tasks, duties, and responsibilities were no different.”

Supervisor Did Not Offer Enhanced Recognition

1) “I don’t think I received any special recognition while I was managing that project.”

Supervisor was Not Exceptional but Experience was Still Positive

1) “It wasn’t a standout experience for me because he wasn’t the best boss I ever had but

it was definitely positive.”

2) “I appreciated his mentoring but he was middle of the pack in turns of quality of

bosses I had.”
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Participants One through Eight - Composite Description

After reviewing the descriptions from each of the eight interviews, several dynamics

emerge as universal elements within the dyadic relationships explored. Each of these

relationships were high exchange relationships; relationships in which the workers and

the leaders had strong connections to each other. Additionally, strong feelings of trust

existed between the workers and leaders. This strong trust led to very open patterns of

two-way communication. And compelling, mutually supportive behaviors were evident

across all relationships.

Perhaps simply saying the participants had positive working relationships would

understate the essence of these dyadic exchanges. A more accurate assessment would

describe the relationships between workers and leaders as transformational in nature;

relationships that were characterized by strong emotional connections that manifested

themselves in many positive ways. These relationships epitomized high quality

exchanges. The workers took their commitments to their leaders personally, and the

workers believed that their leaders reciprocated with similarly strong personal

commitments to each of them.

Trust was an integral component to the relationships. It was evident that the high trust

existed from the outset of the relationships. However, neither workers nor leaders took

that trust for granted or assumed it would exist for the duration of their working

relationships. Instead, the workers and leaders were absolutely deliberate in their

attempts to sustain, even strengthen, the bonds of trust. They accomplished this by

communicating frequently, openly, and in ways that the workers were simply not used to

with other supervisors. This openness of communication moved from not only
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supervisor to worker, but from worker to supervisor. They also accomplished this by

demonstrating mutually supportive behaviors; where workers went out of their way to

ensure their efforts not only satisfied the leaders’ expectations but also made those

leaders look good in the eyes of the leaders’ supervisors. Leaders, similarly, made real

efforts to support these workers, to include providing them enhanced exposure to

influential people in the organizations.

While there were many different themes that emerged from the various interviews,

ranging from discussions of enhanced assignments and mentoring to expressions of

appreciation and respect, the elements ofhigh trust, open, two-way communications, and

highly supportive behaviors were universally present. And every dyad explored was of

extremely high exchange quality.
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Exploring the Experience of the African-American Male Worker Assigned to the

African-American Male Leader

Chapter Five: Interpretations, Conclusions, and Recommendations

Review ofthe Data Analysis Process

This research has been focused on understanding the experience of the African-

American male worker who was assigned as a direct report to an African-American male

leader within the context of a large, for-profit organizational environment. It has

uncovered a number of insights regarding the essence of this experience; insights that

should extend the scholarly discussion relative to workforce diversity, minority

leadership, and leader-member exchange. Before detailing the nature of those findings

and what those findings could mean, it may be helpful to review the data analysis

process.

The researcher, employing a phenomenological research design, identified and

interviewed eight participants who met the pre-established criteria listed in Chapter Three

using the pre-approved interview protocol spelled out in that same chapter. And in

accordance with well established best practices for phenomenological inquiry also spelled

out in Chapter Three, the researcher transcribed and coded each interview session

immediately after each session was completed. Following the transcription of each

participant’s interviews, the researcher identified and coded every statement, comment,

or uttered phrase that appeared relevant to understanding the essence of the explored

phenomenon. And as Lichtman (2006) suggests, the researcher personally transcribed

and coded all data, rather than running it through transcription and coding software, in
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order to become more intimate with the data. As she noted, that approach “is, of course,

time consuming and quite difficult. . .but in my view, it is worth the effort for you to do

on your own” (pg. 164).

After coding, the researcher continued to follow Lichtman’s approach by looking for

similar and overlapping codes to aggregate into broader thematic categories. It is these

recurring codes, or broader thematic areas, that generate the basis for the researcher’s

conclusions about the essence of the explored phenomenon. The diagram below

highlights this process.

Transcribe Code Relevant Statements Group Overlapping/Similar Themes
Interviews (236 Statements Coded into into Broad Thematic Categories
(8 Participants) . 52 Themes) . (11 Broad Thematic Categories)

7

Identify Universal Broad Thematic Categories
(3 Broad Thematic Categories Noted by ALL
Participants: High Trust/Comfort; Open
Communication; Supportive Behaviors)

Findings and Conclusions

After the data collected from the eight participants’ detailed descriptions of their

experiences was analyzed, several dynamics were identified that were universally

consistent. These dynamics that emerged seemed to be inherent in the experience of an

African-American male worker assigned to report to an African-American male

supervisor in a large, for-profit organizational environment. Just as important to note is

that every participant experienced what LMX scholars would likely identify as a high

quality leader-member exchange. The attached crosswalk of participants’ themes,

included as Appendix A to this document, lays out the entirety of articulated themes that
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were relevant in understanding the essence of those dyadic relationships. It graphically

highlights what the researcher found to be an essential element of every relationship; high

levels of trust existed, open communication patterns existed, and high levels of mutual

support existed. The following several paragraphs will provide greater discussion around

each of these three universally occurring, relational dynamics as well discussion around

the universally high exchange quality found.

Trust is an appropriate theme to begin with, as all participants indicated that there was

strong mutual trust between themselves and their supervisors. Most of the participants

identified this high degree of trust as a driving factor for the other universally occurring

dynamics of mutual support and open communication that existed. Moreover, most of

the participants suggested that this high degree of trust seemed to be inherent, rather than

earned, in the relationships. Statements like the following underscored how trust seemed

inherent in the relationships:

1) “I think there was a lot more trust between us because we were both African-

American.” — Participant Three

2) “I think I was more open with him because we had that inherent trust as two

African-American males and we built upon that trust over time.” — Participant

Eight

3) “There was trust between us right from the start. It improved the working

relationship for him and me.” - Participant Four

This does not mean to suggest that trust did not grow in the relationships or that a

betrayal of trust would be overlooked. To the contrary, every participant spoke to how

trust was built upon throughout the relationship. Moreover, no single participant ever
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suggested that trust within the relationship would be considered a given for the duration

of the relationship. More typically, participants and supervisors safeguarded this

precious element and were deliberate about ensuring the trust was never breached.

Trust, consequently, was a foundational element that allowed for the constructing of

high-quality exchanges. In nearly every dyad examined, the base of trust and comfort

that existed between leader and worker led to another universal element: greater, more

open communications. In large part due to trust, participants experienced frequent and

less filtered patterns of communication with the supervisors.

This openness and candor created a number of benefits for both the participants and

the supervisors. Participants were able to openly express concerns, discuss obstacles,

look for partnership or assistance, and even give personal feedback to their leaders. In

short, they were able to use these communicative dynamics to help them better

understand organizational direction, talk through distractions as a means to retain their

performance focus, defuse stress, and generally improve their working environment.

Supervisors, on the other hand, were able to give frequent and specific performance

feedback, clarify objectives, engage the participants as sounding boards regarding

organizational challenges, conduct joint problem-solving, and remain connected relative

to the morale of the participants and the teams the participants may have been leading.

For them, this resulted in better work performance, new or modified approaches to

business challenges, and more engaged workers. The following excerpts illustrate these

dynamics:
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1) “I think I was a little bit more open in our discussions. With other supervisors I

may not have been as apt to communicate weaknesses or failures.” — Participant

Eight

2) “With this supervisor, I would call him and feel totally comfortable saying this is

what’s happening, good or bad. Totally comfortable.” — Participant Five

3) “I was more motivated because of the comfort level; the communication; the

personal approach.” — Participant Four

4) “It was very easy for us to discuss what his objectives were. And it was clear

what my role was in achieving those objectives. There was no question what

good looked like.” — Participant Six

It is not difficult to comprehend, based on the participants’ recollections regarding

their open, unguarded communications with their supervisors, that these communication

patterns were helpful in connecting the participants with both department level goals and

the broader organizational mission. Participant after participant underscored how they

were less afraid to address personal failures or opportunities, which provided the

supervisors coaching and mentoring opportunities. The organizations benefitted from the

resulting increases in personal competence of the participants. Enhanced, positive

communications of these types are typical of high quality exchanges.

And because this research is more descriptive, recognizing and describing the

common experience, than explanatory, explaining why the dynamics of the relationships

occurred, it will be necessary for another researcher and another research project to

explore why the trust and communicative dynamics existed as they did. One might
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hypothesize, however, that the absence of modem day racist behaviors like ambivalent

racism or aversive racism, as described in Chapter Two, might be contributing factors.

The absence of so many of the dynamics that seem to mitigate exchange quality in

heterogeneous dyads may actually be dynamics that enhance the exchange quality in the

homogeneous dyads explored in this research.

A third major element that universally appeared within the dyads explored is the

element of mutual support. Every participant spoke passionately about how their

supervisors were so deliberate in their desire to provide support to help them succeed.

Moreover, the participants seemed to be equally as passionate about their commitments

to supporting their supervisors in being successful. The participants, without fail, were

particularly vested in the notion of making their bosses look good to the organizations. It

would seem nearly pointless to argue that these sorts of mutual commitments to the other

person’s success would signal anything other than a high quality exchange. The

descriptions of each person’s dedication to the supervisor, and visa versa, transcended a

merely self-serving commitment. Indeed the participants expressed a heartfelt

disappointment at even the notion of letting down their bosses. Statements like the

following affirm this:

1) “We had a relationship where we were growing together, were in it together and

we knew that it was us; not us separately. I supported him and he supported me.

Together, we wanted to be better than the other stores.” — Participant One

2) “I worked twice as hard when I reported to him. There was no way I was going to

let him down.” — Participant Six
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3) “I probably would have moved mountains for him.” — Participant Six

Many other themes emerged from the coding process. In fact, more than eighty

different codes were documented into more than fifty different themes, which were

further organized within eleven broader thematic areas. The codes represent 236

different statements which appeared to be relevant to the dyadic relationships explored

and they were categorized into those thematic buckets. The thematic areas that emerged

underscored various elements of the relationships explored, to include enhanced

recognition and exposure, appreciation being expressed, and the supervisor being a good

mentor or teacher. Additionally, there were even a few unfavorable thematic elements

that emerged, like recognition may have been at times mitigated due to racial similarities

and the manager tends not to delegate effectively. These unflattering themes, however,

were only surfaced by a few participants and the frequency of their utterances was

minimal. It is, however, interesting to note that even in those cases where the participants

clearly saw their supervisors as flawed leaders or managers, they still described

overwhelmingly high quality relationships that likely enhanced organizational value. It

was very surprising to find that workers who found their managers flawed in very

substantive ways still had very positive experiences with those leaders.

However, those thematic statements that spoke to enhanced trust, open

communications, and strong mutual support accounted for the lion’s share of the thematic

statements that emerged. Moreover, dynamics representing these three areas were

present in all participants’ experiences. In short, it is highly likely that an African

American male worker assigned to an African-American male supervisor in a large, for-
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profit environment will experience high levels of trust, open communication patterns, and

mutually supporting behaviors during the experience.

Additionally, based on the experiences shared by each participant, it is clear that every

participant enjoyed a high quality exchange with their respective supervisor. One might

even argue that the participants’ experiences were transformational in nature; as a

seemingly emotional connection between the participants and their leaders was forged.

But even if one is reluctant to affirm the affective nature of the relationships explored, it

is clear that dynamics that enhance the quality of a relationship like the three universal

themes of high trust, open communications, and mutual support, are characteristic of high

exchange quality. Even those elements that appeared frequently, but not universally, like

enhanced assignments or expanded roles, are hallmarks of the high quality leader-

member exchange. Moreover, several participants overtly described manifestations of

great leader-member relationships like promotions, mentoring, and a strengthened

committed to achieve the goals.

While taking care not to generalize about all such African-American male leader to

African-American male worker dyads, it is not unreasonable to assume that dyads such as

this have a higher likelihood to be much more than transactional relationships than

relationships that find African-American males reporting to White male supervisors.

Moreover, it is not unreasonable to assume that other outcomes associated with high

exchange relationships, including greater job satisfaction, less frequent absenteeism, and

a reduced likelihood to turnover also existed for these participants and are more likely to

exist in similarly composed dyads.
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Another Look at the Limitations ofthe Research

While the data presented in this research tells a compelling story that might

underscore the importance of organizations ensuring they develop and deploy African-

American leaders throughout their organizations, phenomenological research is not

recognized as a generalizable methodology. Consequently, the common themes and the

shared experiences described to the researcher would have to be further explored with

significantly larger sample sizes, likely using deductive methods, in order to assert, with

scientific surety, that these findings apply across most African-American male leader-

African-American male follower dyadic relationships. However, these findings do

provide fertile ground for exploring the following hypotheses:

1) Leader-follower exchange relationships involving African-American male leaders and

followers will have high degrees of trust.

2) Leader-follower exchange relationships involving African-American male leaders and

followers will have high degrees of open, two-way communications.

3) Leader-follower exchange relationships involving African-American male leaders and

followers will have high degrees of mutual support.

Another limitation to this research touched on in Chapter One is that the common

themes and experiences noted across the several interviews may not extend beyond the

African-American male leader-follower structured dyad. More specifically, one should

not reasonably assume that dyads involving Hispanic male leaders and followers or Asian

male leaders and followers will yield similar findings. It does, however, underscore the

need to explore these types of relationships if one truly hopes to capture greater insight

around managing the challenges of the increasingly diverse organization.
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Closely related to the last limitation, is the reality that one should not assume that

consistently high level exchange relationships involving African-American male leaders

and workers would suggests that similar White male relationships would be typically

favorably. That notion could, in fact, be distorted by those seeking to limit the presence

of African-American leaders in the workplace. One sentiment that was clearly expressed

across the many interviews was that the reality of there being so few African-American

leaders in the organization compelled the participants to offer extraordinary work outputs

and efforts for them. Consequently, one might reasonably hypothesize that this dynamic

would not immediately exist between White males because White males are not

underrepresented in many large, for-profit organizations in the United States. The bottom

line is one should be wary of attempting to apply the insights uncovered from this

research to other racial groups without exploring the research question with participants

from other racial groups.

One last potential limitation of this research revolves around the reality that the

common themes that have emerged could also be attributed to other factors. The skills

and expertise of the leaders may have played a major role in the nature of these

relationships, even though many participants were not hesitant to point out flaws or skill

gaps they perceived in these leaders.

Implicationsfor Research and Practice — Augmenting the Workforce Diversity Business

Case

This phenomenological research effort strongly suggests that dyadic relationships

between African-American male workers and African-American male leaders in large,
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racially diverse, for-profit organizations are very likely to have high quality leader-

member exchanges. Moreover, high trust, open communication patterns, and mutually

supportive behaviors are likely to exist. The power of these dynamics would further

suggest that it is in every large company’s best interest to augment their managerial ranks

with African-American male leaders as a way to more effectively manage the

increasingly racially diverse workforce, particularly when there is a substantial presence

of African-American male workers.

Currently the prevailing business case for workforce diversity so effectively

articulated by Cox and Blake (1991) annotates five key advantages:

1) Companies that manage diversity well may reduce turnover rates of minority

workers in the organization. Quantifying this cost of turnover can include not

only the cost of sourcing and training new workers, but also the cost of lost

productivity as seasoned workers leave and new workers gain proficiency on the

job. Even when employees do not turn, dissatisfaction has been linked to

absenteeism. Clearly, absenteeism drives up cost through lost productivity.

2) Companies that manage diversity effectively tend to attract more minority

workers as applicants. This resource—acquisition benefit is especially crucial for

companies operating in sectors where the demand for labor is growing. It is also

critically important for companies operating in geographic areas where the labor

supply is decreasing.

3) Companies that manage diversity well may also capture marketing advantages.

Employees with different racial, ethnic, or cultural backgrounds may provide

organizations’ insights for accessing customer bases within those racial, ethnic, or
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cultural populations. Moreover, some argue that those respective market bases

are more willing to consume from organizations that support members of their

racial, ethnic, or cultural group.

4) Companies that manage diversity well may be more innovative and creative. The

diversity of backgrounds can lead to a diversity of thought; a willingness to hear

and explore more perspectives and more options than a homogeneous group may

even realize exist.

5) Companies that manage diversity well may make higher quality decisions.

Research on group decision making supports the notion that heterogeneous groups

explore a wider variety of perspectives and demonstrate a higher level of critical

analysis than homogeneous groups. Diverse workforces, when managed

effectively, can provide the organization a problem-solving edge over

competitors.

Clearly, the findings of this study suggest that there may be additional benefits that

should be articulated in the business case when African-American male leaders work

with African-American male subordinates. The greater levels of trust, leading to more

open, two-way communication would seem to logically support the notion of greater

work productivity or results. This notion was definitely articulated by the participants in

this study. Being able to ask for help when needed, to offer feedback to the supervisor on

the effectiveness of company initiatives, and even the ability to offer feedback to the

supervisor on how he can be more effective all have similar results, a better work output.

The work product emerging from this type of dyadic relationship is greatly enhanced.
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Similarly, an enhanced work product will also result from both the leader and the

follower’s proactive efforts to support one another. As participants described this

element of their dyadic relationships, it was very clear that working hard to support one

another was good for the organization. Simply put, if these findings relative to African-

American male leader-subordinate dyads in the workforce are also found in other

minority group leader-subordinate dyads, the workforce diversity business case may need

to be expanded to include the benefit of greater work outputs when minority leaders

engage minority workers.

It is, however, clear that any assertion that the business case is missing a key element

cannot be made until additional research confirms that such dyadic relationships do result

in higher trust, more open, two-way communication, and enhanced mutual support. More

specifically, a deductive research methodology could be applied to test the following

hypotheses:

1) Leader-follower exchange relationships involving African-American male leaders and

followers will have high degrees of trust.

2) Leader-follower exchange relationships involving African-American male leaders and

followers will have high degrees of open, two-way communications.

3) Leader-follower exchange relationships involving African-American male leaders and

followers will have high degrees of mutual support.

And as the notion of workforce diversity, as well as the business case for workforce

diversity, extends far beyond the dynamics impacting African-American male leaders and
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followers, there would appear to be a similar need to examine these dynamics as they

might impact other racial groups in the workplace, women in the workplace, or even

special needs workers in the workplace.

Implicationsfor Research and Practice — Enhancing Leader-Member Exchange Theory

By connecting the findings from this research with key elements of Leader-Member

Exchange theory, a critically important, yet largely unarticulated benefit emerges relative

to minority leadership. Many researchers, ever since Dansereau, Graen, and Haga

introduced the Vertical Dyad theory in 1975, have documented the benefits both to the

worker and to the organization of high quality exchange relationships (Graen and Uhi

Bien, 1995). LMX theorists have clearly demonstrated how these high quality exchanges

are connected to lower organizational turnover, enhanced performance reviews, more

favorable job attitudes, and greater career trajectories.

Clearly, reduced turnover favorably impacts an organization as costs associated with

sourcing, selection, and training new employees are mitigated. This does not include any

additional productivity benefits the organization may capture by deploying more tenured

or experienced employees. Moreover, few would argue that satisfied employees who are

performing well, as indicated by the favorable performance reviews, are a detriment.

The findings in this research underscore the notion that high quality exchange

relationships are likely to exist when African-American male subordinates are assigned to

African-American male leaders. Therefore, it would seem to logically follow that all of

the benefits ascribed to the organization by Graen, Uhi-Bien, and other LMX scholars
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when high exchange relationships exists, are likely occurring when African-American

males workers are assigned to African-American male leaders.

Clearly, a phenomenological study exploring eight such dyadic relationships would

not be sufficient to make such a definitive claim. However, this research does seem to

scream out for further exploration ofjust this dynamic. If this dynamic widely exists, as

suggested by the findings, then the importance of infusing African-American male

leaders into the workforce becomes more than a symbolic, feel-good gesture. It becomes

more of a business imperative. And as previously noted, if this dynamic is discovered in

dyadic relationship involving other minority groups andJor in dyads involving women,

the business imperative becomes abundantly clear. Minority leaders in the diverse

workplace can add tremendous organizational value.

Before moving away from implications relative to Leader-Member Exchange theory,

it is important to note that this researcher surfaced no literature that clearly illustrated a

connection between race and exchange quality. However, many LMX scholars (Phillips

and Bedeian, 1994; Bauer and Green, 1996; DiTomaso, Post, and Park-Yancy, 2007)

identified that similarities such as like attitudes, common cultural values, and even

common educational backgrounds between the subordinate and the leader enhance

exchange quality. This research suggests, at least in the case of African-American males,

that common racial identity may be another such relationship enhancing similarity. LMX

researchers, it would appear, can capture a great deal of insight regarding factors

enhancing dyadic exchange quality through continued exploration of African-American

male dyads and other minority group dyadic relationships. Even scholars immersed in
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the study of more contemporary topics, like complexity leadership, can capture many

insights both from this study and from continued exploration of this topic.

Implicationsfor Research and Practice — Further Questions to Explore

In addition to the potential gap in the workforce diversity business case the findings

from this research suggest may exist and in addition to the potential elements of Leader-

Member Exchange theory that this research suggest may exist, these findings relative to

the experience of African-American male workers assigned to African-American male

leaders highlight the need for some very specific further investigation:

1) The research findings underscore the positive experience African-American male

workers have when assigned to African-American male leaders. However, it does

not explore the dynamics of these relationships when examined from the

perspective of the African-American male leaders. Do they approach leadership

with African-American male subordinates differently than with other

subordinates? Are they as satisfied with the relationship as the workers assigned

to them seem to be? Why? Why not?

2) This research focused exclusively on the dyadic level of analysis. The findings

suggest the type of reporting relationship explored is likely to lead to high

exchange relationships. However, it is still unclear how the presence of African

American male leaders in the workplace impact African-American male workers

at the group level or organizational level. Do some of the same dynamics that
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were so prevalent at the dyadic level emerge? Or, does the less intimate nature of

leadership at the group or organizational level mitigate these dynamics?

3) The research uncovered what appeared to be a powerful emotional, or affective,

dynamic within these dyadic relationships. Scholars who have focused on

understanding the affective nature of relationships may find a broader

examination of the emotional nature of African-American worker-leader dyads

could yield many valuable insights.

Summary Discussion

The opening page of this document offered a fictitious scenario to the reader. In that

scenario, an executive waived off the notion of making deliberate and aggressive efforts

to augment his company’s leadership ranks with minority leaders. He questioned the

return this sort of organizational effort would provide. He argued that in tough economic

times the company needed to focus its efforts not on feel-good type activities, but on

activities that improve the bottom line. This research offers some empirical evidence that

deploying minority leaders in a racially diverse workplace could indeed offer tangible

benefits.

In this exploration of the experience of the African-American worker assigned to an

African-American leader, several important dynamics emerged. These dyadic

relationships seem to be of the very highest exchange quality. These dyads are

characterized by high levels of trust, open communication patterns, and patterns of

supportive behaviors that appear to make these dyads more focused and productive. The
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findings also indicate these workers have a more vested interest in their work products

primarily because of their commitments to their supervisors.

While additional research is needed to fully understand the potential benefits of

African-American, as well as other minority leaders in the workforce, this research

strongly suggests that the existing business case for racial diversity may, in fact, be

understated. The findings strongly intimate that companies can capture greater

performance outputs from Affican-American male workers if they can capitalize on the

greater trust, better communicative patterns, and high degrees of mutual support that

African-American male leaders may help them experience. This could clearly be

interpreted as a clarion call for more aggressive recruitment, development, and

deploent of African-American male leaders for their workforces. And if similar

dynamics are proven out, relative to other minority groups, the business case for ensuring

the racially diverse workplace includes racially diverse leaders becomes quite evident and

powerful. The call to action then becomes even more emphatic; that companies must

ensure minority leaders are an integral part of their leadership teams.

Lastly, this research seems to add more definitive connectivity between common

racial identity and high exchange relationships. It certainly suggests this connectivity

may exist with Afi-ican-American male workers and African-American male subordinates

in large, for-profit organizational environments where they are both in the distinct

minority. LMX researchers, who have long established that similar values and beliefs

can augment exchange quality, should be challenged to further explore this dynamic; a

dynamic that the participants’ feedback suggests may be greatly influenced by the

minority group members’ feelings of isolation in the organization.
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It is very clear, however, that organizations stand to reap benefits from the presence of

African-American male leaders in their workplaces when African-American male

workers have a presence. The larger question becomes whether the findings here extend

to the broader impact of minority leaders, overall, in racially diverse organizations. As

organizations continue to struggle to harness the power of a diverse workforce, they may

find that minority leaders in their ranks can help make that happen. It could very well

provide the competitive advantage many organizations seek to move away from their

competitors. It could very well provide the competitive advantage the fictitious CEO

presented in Chapter One was looking for.
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APPENDIX A
Crosswalk of Identified Themes - African-American Male Workers and Leaders
This crosswalk identifies the codes expressed by each participant. Numbers listed
below each participant reference the frequency of utterances relative to that code.

Relevant Themes Identified P 1 P2 P3 P4 5 P6 P7 P8

WORKING RELA7TONSHIP THEMES
Positive Working Relationship 3 2 3 2
Mgr Encouraging 2
Appreciation Expressed 7 2
Collaborative Relationship 2
Empathy Expressed 1
Interest in Worker as a Person 2
Didn’t Take Relationship for Granted

UPP()RT RELATED THEMES
SupportlFeeling Supported 6 2
Mutual Support 6 2 2 9 5
Mutual Support and Interdependence 2
Mutual Commitment to Each Other’s Success 3 6

COMMUNICATION RELATED THEMES
Candid, Open, Relaxed,or Frequent Communication 9 I 8 10 7 5 6
Timely Communication
Wkr Gives Mgr Feedback
Wkr Asks Questions
Clear Communications 2
Clear Communications with Patience

(RUST/COMFORT RELATED THEMES
High Comfort 9 4
Autonomy and Trust 2
Trust in Relationship 3 2
High Trust 2 3 4
Honesty in Relationship 2
Pos Wkg Relationship Grounded in Trust 4
Trusted Mgr Would Allow Development 3
Gommon Background Enhanced Trust 6

DENT7TY/ COMMON BACKGROUND RELATED THEMES
Mgr/’.Nkr Have Things in Common 3
Common Racial Identity and EffortlMotivation 1 3
Common Experience and Background 2 3
Common Experience Enhanced Relationship 6 1 2
Common Education Enhanced Comfort 2

DEVELOPMENT RELATED THEMES
Developed Skills w/Mgr
Mgr Good Teacher I
Experienced Personal Growth 1
Mentoring 3 5

RESULTSJCOMPETENCE RELATED THEMES
Mutual Respect 2
Performance Oriented Relationship 2
High Expectations of Performance 1
Connected to Company/Mgr Objectives 2
Mutually High Expectations 1
Desire to Perform for Mgr 2

ENHANCED ASSiGNMENT THEMES
Enhanced Job Assignments I I
Enabled Promotion 1

.?ECOGNmONJEXPOSURE THEMES
Enhanced Recognition and Exposure 4 4
Mgr Recognized Talent 3

RACE/RELAflONSHIP NEUTRAL THEMES
Good Mgrs Transcend Race 1
Relationship Did Not Cause to Connect to Goals

NEGA17VE THEMES
Mgr Less Willing to Challenge Senior Execs 2
Mgr Tends Not to Delegate 1
Common Identity Mitigates Recognition 1
No Enhanced Assignments
No Recognition
Marginal Mgr 2
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