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Given that racial stereotypes often influence leader appraisals, many businesses assume consumers will
respond unfavorably to Black leaders. Recent research, however, suggests observers may suppress nega-
tive stereotypes of Black leaders when they head high-performing organizations. We integrate theory on
implicit leadership and motivated social cognition to better understand how leader stereotype applica-
tion and suppression influence consumer purchasing behavior. Across archival studies, a classroom exer-
cise, and an experiment, we found that customers (real and prospective) appraised Black leaders less
favorably than White leaders, resulting in lower patronage only when motivated to view leaders stereo-
typically. Namely, significant consumer bias against companies with Black leaders emerged only when
organizational failure was accompanied by (a) unfamiliarity with the leader(s) in question, (b) greater
societal acceptance of racist behavior (i.e., in the past), or (c) high consumer desire to bask-in-reflect-
ed-glory of an organization.

� 2015 Elsevier Inc. All rights reserved.
Introduction

When asked whether it is acceptable to deny a Black employee
a leadership opportunity because customers might react negatively
to the employee’s race, noted diversity scholar David Thomas had
this reply (Humphreys, 2002, p. 36):

‘‘I am often surprised by managers’ assumptions that their cli-
ents are not as good or as decent as they are: ‘I might be willing
to accept a very talented person of color, but I don’t believe my
clients are ready for that yet. And I’m not willing to risk finding
out if I’m wrong.’ Their assumptions become self-fulfilling
prophecies.’’

This assumption he described – that customers will not accept
Black personnel – appears to be fairly commonplace among man-
agers. In fact, research shows that the proportion of White cus-
tomers corresponds directly with organizational reluctance to
hire Blacks, particularly for positions involving potential customer
contact (Holzer & Ihlanfeldt, 1998; Kirschenman & Neckerman,
1991; Moss & Tilly, 2001). Further, evidence of racially-aversive
consumer behavior, disfavoring racial-ethnic minorities (especially
Blacks), has surfaced in customer satisfaction ratings (Hekman
et al., 2010), restaurant server tip amounts (Brewster & Lynn,
2014; Lynn et al., 2008), and reactions to product advertisements
(e.g., Choi, Crandall, & La, 2014; Qualls & Moore, 1990; Whittler
& DiMeo, 1991).

A key concern is whether consumers’ proclivity to stereotype
and disfavor rank-and-file minority personnel actually extends to
the managerial level. If so, then organizations may be reticent to
employ minorities in leadership posts. In fact, fears about prospec-
tive consumer backlash are so pervasive that even Black business
owners have gone so far as to employ White ‘‘front men’’ to repre-
sent their companies publicly (Henderson, 1999). Prior work on
implicit leadership has shown that people stereotype Blacks as less
fit for leadership than their White counterparts (Chung-Herrera &
Lankau, 2005; Gündemir, Homan, de Dreu, & van Vugt, 2014;
Rosette, Leonardelli, & Phillips, 2008; Tomkiewicz, Brenner, &
Adeyemi-Bello, 1998). If this tendency is evident among prospec-
tive and current organizational clientele, then they may be less
accepting of Black organizational leaders, with potential bottom-
line implications. Suggestive in this regard, Ouellet (2007) found
that ethnic majority group members who were high in consumer
racism (i.e., U.S. Caucasians, English Canadians, and French Cau-
casians, respectively) reported lower intentions to (a) buy (non-
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ethnic) products associated with ethnic minorities (i.e., U.S. His-
panics, French Canadians, and North African immigrants to France,
respectively) and (b) patronize minority businesses than their low-
consumer racism counterparts.

In light of the above concerns, the present study examines fac-
tors that shape consumer reactions to companies with Black lead-
ers. Stereotypes, or oversimplified generalizations of a group’s
characteristics, are a key concept for understanding the influence
of leader race on consumer judgments. Because successful perfor-
mance often mitigates negative stereotypes against Black leaders
(Carton & Rosette, 2011), we focused on identifying other charac-
teristics (i.e., leader familiarity, time, and basking in reflected glory)
that might further reduce negative stereotyping of Blacks in leader-
ship. Accordingly, we assess whether motivation to apply or sup-
press stereotypes impacts customers’ propensities to patronize
organizations with Blacks at the helm. In this manuscript we define
consumer behavior as ‘‘the process involved when individuals or
groups select, purchase, use or dispose of products, services, ideas,
or experiences to satisfy needs and desires’’ (Solomon, Bamossy,
Askegaard, & Hogg, 2010, p. 27). Within this broader definition,
we focus on consumer purchasing behavior in particular due to its
clear bottom-line implications for business organizations.

Specifically, we assess the question of how Black leadership
impacts consumer purchasing behavior across four studies. Because
overt displays of racism have become less socially acceptable and
more infrequent (Deitch et al., 2003; McConahay, 1986), the first
two investigations employ archival data to determine if time influ-
ences the tendency to use performance cues in suppressing or
applying racial stereotypes of leaders. Within a sample of student
teams, the third study examines leader familiarity as a possible
stereotype-suppression motive that reduces consumers’ reliance
on performance cues to appraise leaders. Finally, the fourth study
manipulates leader race and performance experimentally to assess
the impact of individuals’ self-identity concerns (i.e., desire to bask-
in-reflected glory) on performance-driven stereotyping. People
who wish to bask-in-reflected glory of an organization should be
more reactive to firm performance information (which provides
the opportunity for basking) when evaluating its leaders.

The present research makes three contributions to the lit-
erature. First, we extend recent research on race and implicit lead-
ership by showing that racial stereotypes influence not only
perceptions of leaders (Carton & Rosette, 2011), but also consumer
purchasing behavior toward companies as a whole. This is impor-
tant because most work in the organizational sciences has
assumed leaders influence consumers only indirectly through their
effects on employees (Lichtenstein, Netemeyer, & Maxham, 2010;
Schuh, Egold, & van Dick, 2012). In contrast, we assert that visible
leaders are seen as representatives of their companies (Scott &
Lane, 2000) and, therefore, may exert a symbolic influence on
prospective customers. Second, we broaden understanding of
how individual and contextual factors collectively influence
whether individuals suppress or apply racial stereotypes to lead-
ers. Better elucidating the factors that affect the stereotyping of
Black leaders could identify ways to mitigate it. Third, we provide
insights that firms can use when appointing Black leaders to highly
visible leadership posts. In the following sections, we articulate our
theoretical rationale and present the research hypotheses.

The impact of leader race

Implicit leadership theory

Few organizational topics have received as much scholarly
attention as leadership. A cursory review of the literature revealed
more than 16,000 published studies on the topic. Within this vast
body of work, scholars have identified a number of characteristics
that impact the way others perceive leaders and, ultimately, their
effectiveness. Integral among this work are implicit leadership the-
ories (ILTs) that show people have well-defined views concerning
how leaders should look and behave. These implicit ideas of ‘a
leader’ are cognitive structures or schemas that represent what a
leader is or should be (e.g., what traits they should possess, what
behaviors they should exhibit; Lord, Foti, & De Vader, 1984; Lord,
Foti, & Phillips, 1982; Phillips & Lord, 1981). Individuals use these
ILTs to form a leadership prototype, and then use the prototype
when they evaluate individuals as leaders (Lord et al., 1984). On
one hand, people may categorize a target as a leader when the per-
son’s traits or behaviors are similar to the evaluator’s leadership
prototype. On the other hand, targets may not be classified as a
leader if their traits or behaviors fail to match the evaluator’s lead-
ership prototype (Eagly & Karau, 2002).

Race is a primary characteristic of many individuals’ implicit
ideas of a leader. Historically, the overwhelming majority of high-
profile leaders in the United States (U.S.) have been White. In addi-
tion, the stereotypes associated with minority racial groups (e.g.,
lazy, incompetent, non-assertive) tend to be inconsistent with
the characteristics ascribed to successful leaders. These factors cul-
minate into leadership being viewed as a primarily White domain
(Chung-Herrera & Lankau, 2005; Gündemir et al., 2014;
Tomkiewicz et al., 1998). In fact, a recent multi-study investigation
of the role of race in leader prototypes concluded that (a) being
White is a part of the typical business leader prototype and (b)
non-White leaders are at a considerable disadvantage when their
leadership is evaluated by others (Rosette et al., 2008). Subse-
quently, Sy et al. (2010) provided additional evidence that race
influences the perceptions of leaders through comparisons with
prototypical leader attributes.

Because people more readily associate White individuals with
leadership, non-Whites often find themselves facing stereotypes
challenging their fitness to lead. For instance, the common racial
stereotype that Whites are more competent than Blacks tends to
surface when the latter are in positions of leadership (Block,
Aumann, & Chelin, 2012; Carton & Rosette, 2011). This is not to
suggest that everyone believes White leaders are superior to Black
leaders or consciously prefers Whites in such posts. Instead, we
contend that the incompatibility between implicit leader proto-
types and racial stereotypes can disparage perceptions of Blacks
as leaders. As an illustration, one recent examination of how Black
and White college football quarterbacks are perceived (Carton &
Rosette, 2011) proposed that failure triggers an attribution search
(i.e., why did they fail?) that motivates observers to apply racial
stereotypes of incompetence. Results indicated that members of
the local media described Black quarterbacks as more incompetent
than White quarterbacks when their teams lost, but no difference
was detected when their teams won. Moreover, because this pro-
cess of stereotyping leadership often operates at a subconscious
level and involves views that pervade society, it tends to generalize
across racial groups. In fact, a recent review (Ospina & Foldy, 2009,
p. 880) concluded that everyone is prone to negatively stereotype
minority leaders stating, ‘‘. . .participants of color (Asian, Hispanic
and African American) also had a bias in favor of white leaders.’’

How poor performance promotes stereotyping

Motivated social cognition serves as a useful lens for interpret-
ing the negative stereotyping of minority leaders (Kunda & Sinclair,
1999; Kunda & Spencer, 2003). This perspective posits that mere
awareness of a stereotype (e.g., Blacks are less competent than
Whites) does not ensure that it influences cognition. In addition
to awareness, an individual must activate the stereotype by calling
cognitive attention to it and apply it to the current situation. This
process involves motivation in one of two ways. The stereotype
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could be activated and applied without awareness (i.e., auto-
matically), but only if the individual lacks the motivation required
to suppress the tendency. Alternatively, the individual could elect
to activate and apply the stereotype intentionally if motivated to
do so. In either instance, motivation determines if the known
stereotype is actually used.

Motives influencing the application or suppression of stereotyp-
ing fall into three general categories (Kunda & Spencer, 2003). First,
people may wish to understand the situation and, therefore, seek
explanations for the things they observe (i.e., motivation to com-
prehend). When the stereotype facilitates the attributional process,
people are motivated to apply it. Otherwise, the person will sup-
press the stereotype. For instance, imagine someone is in need of
a complex surgical procedure and the universally-renowned expert
happens to be Black (e.g., noted neurosurgeon Dr. Ben Carson). The
desire to maximize one’s health outcomes provides a clear compre-
hension goal and disincentive for racial stereotyping. Second, peo-
ple may wish to appear unbiased, either because it is important to
their self-image or they wish to avoid offending others (Plant &
Devine, 1998). Third, individuals may be driven by a desire to
enhance their own self-image. For example, a person will be more
likely to apply the stereotype that Blacks are relatively incompe-
tent if insulted by a Black professional and more likely to suppress
it if complimented by the same individual (Sinclair & Kunda, 1999).

Returning to Carton and Rosette’s (2011) findings, though all of
the sportswriters in their sample were likely aware of the negative
racial stereotypes about Black quarterbacks’ competency, the
team’s success (or lack thereof) probably served as a comprehen-
sion motive and influenced their motivation to activate and apply
a racial stereotype. Performance leads observers to seek the causes
of success or failure, which is especially true in response to
encountering counter-stereotypic information (Jackson, Sullivan,
& Hodge, 1993; Wigboldus, Dijksterhuis, & van Knippenberg,
2003). For instance, self-reported prejudice against Blacks is lower
after viewing a product advertisement containing a Black model
when the ad is high (as opposed to low) in quality (Choi et al.,
2014). Due to their elevated stature, leaders tend to receive a dis-
proportionately large share of the credit (or blame) for organiza-
tional performance (Meindl, Ehrlich, & Dukerich, 1985). Among
Black leaders, team success contradicts their image as incompetent
thereby motivating stereotype suppression. Moreover, such coun-
ter-stereotypic results should decrease the likelihood that per-
ceivers make spontaneous trait inferences (e.g., incompetent)
consistent with existing group stereotypes (Wigboldus et al.,
2003). This explains why sportswriters invoked compensatory
stereotypes (e.g., athleticism) in evaluative statements favoring
Black quarterbacks following team victories versus losses (Carton
& Rosette, 2011). Conversely, team failure coincides with negative
stereotypes of Black leaders, thus facilitating stereotype-consistent
trait inferences leading sportswriters to be critical of Black (but not
White) quarterbacks’ competence following team losses. Similarly,
other inquiry indicates Black leaders are assigned less value than
comparable White leaders only when appraisers were made aware
of leaders’ recent mistakes (Walker, Madera, & Hebl, 2013). These
findings suggest organizational performance will determine
whether individuals are motivated to apply or suppress negative
views of Black leaders.

We extend the preceding logic to examine whether leader race
influences customer purchasing behavior in particular. To do so,
we build upon recent arguments (Avery, McKay, Tonidandel,
Volpone, & Morris, 2012) that workforce demographics can have
both functional and symbolic effects on prospective clientele.
Functional effects refer to the fact that personnel who share demo-
graphic group memberships with their customers may be more
adept at anticipating and meeting customer needs. Symbolic
effects imply that customers interpret employee demographics as
signals of unobservable company characteristics (e.g., service qual-
ity and fairness toward patrons). Prospective patrons who apply
stereotypes to Black leaders when their organizations perform
poorly, as a means of comprehending their failure, may extend
such evaluations to the organization and its product/service offer-
ings. This logic is analogous to customers’ tendency to draw infer-
ences about product quality from actors who represent the
company in advertisements (e.g., Qualls & Moore, 1990; Whittler
& DiMeo, 1991). Accordingly, we anticipate that consumers will
use organizational performance as a cue to evaluate leaders. When
firm performance is poor, stereotyping will occur and leader race is
likely to predict consumer purchasing behavior.

Hypothesis 1. Performance moderates the relationship between
leader race and consumer purchasing behavior. Specifically, the
tendency for companies with Black leaders to receive less patron-
age than companies with White leaders will be stronger when
performance is low and weaker when performance is high.
The mediating role of leader appraisals

Weiner’s (1995) theory of social conduct helps explain why
consumers might utilize leader appraisals to inform their subse-
quent purchasing behavior. This perspective details how people
respond to another person who commits a negative act (e.g., poor
performance). During sense-making following the transgression,
perceivers seek to ascertain (a) the locus of the act (internal or
external) and (b) whether or not the act was under the target indi-
vidual’s control. Generally, people report greater anger and less
sympathy in reaction to negative acts attributed to internal, con-
trollable (as opposed to external, uncontrollable) reasons
(Aquino, Tripp, & Bies, 2001; Struthers, Eaton, Czyznielewski, &
Dupuis, 2005). Because leaders are viewed as representative of
the organization to internal and external stakeholders (Scott &
Lane, 2000), they are held responsible for performance outcomes
in general (Meindl et al., 1985). Failure triggers negative stereo-
types of Black leaders (e.g., incompetent) that contradict ILTs
(Carton & Rosette, 2011), rendering these leaders especially prone
to negative consumer reactions in the wake of poor organizational
performance. Because stereotype-consistent information tends to
be attributed to internal, dispositional causes, consumers are more
likely to scapegoat Black leaders for performance failures than
their White counterparts, for whom failure is less stereotypical
(Crandall & Eshleman, 2003; Park & Westphal, 2013). Because con-
sumers use perceptions of organizational representatives to inform
their purchasing decisions (Whittler & DiMeo, 1991), we expect
differential appraisals of Black and White leaders to mediate the
interactive effects of leader race and performance on consumer
purchasing.

Hypothesis 2. Leader appraisals mediate the interactive effects of
leader race and performance on consumer purchasing behavior,
such that the leader race – appraisals – consumer purchasing
behavior relationship is stronger when performance levels are low
rather than high.
The impact of leader familiarity

To determine when failure-based racial stereotyping is most
likely to influence customer purchasing behavior, we examine
the impact of other potential motives to suppress stereotypes, like
leader familiarity. We conceptualize familiarity as a measure of
how well one person knows another and consider it a comprehen-
sion-based motive to suppress stereotypes. It is well established
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that perceivers rely heavily upon cognitive heuristics (e.g., stereo-
types) when they lack other information about a target (Kunda &
Spencer, 2003). Yet, this tendency subsides as perceivers gain
greater familiarity with the target. With greater familiarity, people
are apt to apply individuating information (e.g., traits, past behav-
ior) instead of stereotypes to form their impressions (Fiske &
Neuberg, 1990). This process is akin to the surface-level/deep-level
diversity distinction. When familiarity is low, individuals tend to
rely on surface-level diversity characteristics (e.g., sex, race) to
make inferences about one another. However, as familiarity
increases, they summon deep-level diversity characteristics such
as personality, likes, and values to render judgments of others
(Bunderson, 2003). Simply put, ‘‘people may inhibit the activation
and application of stereotypes if they consider them uninforma-
tive, as they often do when they have individuating information
about a person’’ (Kunda & Spencer, 2003, p. 524). Thus, as people
get to know each other, they should be less prone to base decisions
(e.g., consumer purchasing behavior) on largely stereotypical, sur-
face-level diversity characteristics. Instead, they will consider
deep-level characteristics as bases for their decisions (Quinn,
Mason, & Macrae, 2009). This is probably why customer dis-
crimination against female servers (i.e., receiving lower tips than
men) tends to be limited to patrons who visit the restaurant the
least and, therefore, are unfamiliar with the wait staff (Parrett,
2011).

Because familiarity lessens reliance on stereotypes, it may
alter how performance affects the impact of leader race. When
performance is high, consumers are motivated to suppress nega-
tive racial stereotypes in order to comprehend the roots of orga-
nizational success. This should render leader race relatively
useless, irrespective of the leader’s familiarity. Conversely, when
performance is low, consumers may apply racial stereotypes to
the leader to account for the organization’s failure. Stereotype
application enhances the likelihood that people will view Black
leaders as incongruent with their implicit leadership theories
and, thus, less characteristic of a leader than Whites. In such
instances, familiarity will take on a more prominent role in
mitigating consumers’ tendency to view Black leaders as incom-
patible with leadership. As a form of individuating information,
leader familiarity should reduce low-performance driven stereo-
type application and dampen the leader race–consumer purchas-
ing behavior relationship.

Hypothesis 3. Familiarity with the leader moderates the leader
race � performance interactive effect on leader appraisals such
that the effect (favoring companies with White leaders) is stronger
for individuals who are unfamiliar with the leader and weaker for
individuals who are familiar with the leader.
Temporal changes in motivation to appear unbiased

The prior hypothesis considered how a leader’s familiarity
moderates the penchant for consumers to respond unfavorably
to a leader’s race in the face of poor organizational perfor-
mance. An additional factor that may promote application or
suppression of failure-based racial stereotyping is time. As
George and Jones (2000) noted, time can fundamentally alter
the nature of relationships between constructs. Considerable
evidence suggests race relations have changed over the past
several years, due mainly to the civil rights movement in the
mid-1960s (e.g., McConahay, Hardee, & Batts, 1981). Indeed,
McConahay’s (1986) modern racism theory distinguishes
between what he labels as old-fashioned and modern racism.
Whereas old-fashioned racism manifested itself in overt ways
such as physical avoidance, segregation, or voicing negative
beliefs about the innate intelligence of Blacks, modern racism
manifests itself in more covert ways. Examples of such covert
expressions of racism include endorsing beliefs that discrimina-
tion is an artifact of the past or minorities (especially Black
Americans) receive undeserved rewards and advances
(McConahay et al., 1981).

Most discrimination researchers generally agree that the
expression of racism is more subtle now than in the past (e.g.,
Pearson, Dovidio, & Gaertner, 2009). Though many people still
harbor negative feelings toward Black Americans, qualitatively,
the expression of these sentiments has changed. Namely, overt
manifestations are now considered socially unacceptable. Previ-
ously, it may have been tolerable to avoid patronizing an organi-
zation because it employed a visible Black leader. Conversely,
regardless of one’s true underlying attitude, a person who
engages in such behavior today may be labeled as racist. Accord-
ingly, we expect that people have become more motivated to
suppress racial stereotypes over time. These motives may reflect
internal or external motivation to respond without prejudice,
which represent ideological (moral) or social (fear of sanction)
reasons for suppressing stereotypes (Plant & Devine, 1998). Some
support for this contention can be gleaned from a recent meta-
analysis showing that attitudinal and behavioral bias during
interracial interactions (both of which can be influenced by moti-
vation to appear impartial) have declined over time even though
anxiety levels (which are less controllable) have remained consis-
tently higher in cross-race than same-race dyads (Toosi, Babbitt,
Ambady, & Sommers, 2012).

Notably, either internal or external motivation to respond with-
out prejudice reduces public displays of prejudice (Butz & Plant,
2009; Crandall, Eshleman, & O’Brien, 2002). In fact, high external
motivation to respond without prejudice attenuates the relation-
ship between explicit and implicit racial attitudes (Ziegert &
Hanges, 2005). Thus, if motivation to appear unbiased has
increased over time, then individuals will be more vigilant about
not displaying visible signs of bias. Such a change is important
because mere awareness of subtle racial bias can be sufficient to
reduce its occurrence (Pope, Price, & Wolfers, 2013). This suggests
that the penchant to negatively stereotype Black leaders in the face
of poor organizational performance should have lessened over
time (as motivation to appear unbiased has increased), thereby
attenuating the interactive effect of leader race and performance
proposed in the first hypothesis.

Hypothesis 4. Time moderates the leader race � performance
interactive effect on consumer purchasing behavior, such that the
relationship (favoring companies with White leaders) is stronger in
the past and weaker over time.
The impact of self-enhancement goals

A third potential motive for applying or suppressing failure-
based racial stereotypes is the desire to enhance one’s self-image.
When people are highly motivated to feel positively about them-
selves, they are more prone to stereotype others (Kunda &
Spencer, 2003). Individuals develop identity-based associations
with companies by supporting them and purchasing their products
and services (Rosenbaum & Martin, 2012). Accordingly, positive
organizational attributes reflect favorably on the consumer and
provide an opportunity for self-enhancement whereas negative
attributes do the opposite. For instance, when a sports team wins,
its fans often publicize their connection with the team (i.e., bask-
in-the-reflected-glory; BIRG), using its success as a source of affilia-
tion-based identity augmentation (Cialdini et al., 1976; Hirt,
Zillmann, Erickson, & Kennedy, 1992). Conversely, fans may dis-
tance themselves from losing teams to protect their identities from
the blemish of failure-by-association.
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Applied to the present context, we expect performance to moti-
vate comprehension goals, particularly among individuals who
view purchasing behavior as a self-enhancement opportunity. High
performance presents an opportunity for identity enhancement,
which should invoke consumers who are inclined to BIRG to sup-
press negative stereotypes and affiliate with a winner. Low perfor-
mance threatens one’s identity and, therefore, could motivate
consumers inclined to BIRG to negatively stereotype Black leaders.
For those who do not view their consumption decision as an oppor-
tunity for self-enhancement, failure-driven stereotyping is unlikely
in this context. Consequently, the penchant for companies with
Black leaders to experience lower patronage than those with White
leaders when they are unsuccessful should be more pronounced
among consumers who are highly motivated to self-enhance
through basking. Moreover, leader appraisals should help to
account for this interactive effect, as those motivated to self-en-
hance should stereotype Black leaders of unsuccessful companies,
leading to poor assessment of the leader and, ultimately, low con-
sumer purchasing behavior.

Hypothesis 5. The tendency to BIRG moderates the leader
race � performance interactive effect on consumer purchasing
behavior such that the effect (favoring companies with White
leaders) is stronger among individuals who are inclined to BIRG
versus not inclined to BIRG.
Hypothesis 6. Leader appraisals mediate the interactive effects of
leader race, performance, and BIRG on consumer purchasing
behavior, such that the leader race – appraisals – consumer pur-
chasing behavior relationship (favoring companies with White
leaders) is strongest when performance is low and individuals
are inclined to BIRG.
Overview of studies

Though we present a unified theoretical model in our introduc-
tion (see Fig. 1 for an illustration), it is difficult to test its tenets
with a single study. Hence, we test the model across four comple-
mentary studies (see Table 1 for a description of which hypotheses
are tested in each study). The first two investigations employ archi-
val data to test the moderating effects of performance and time
(Hypotheses 1 and 4). The third study uses student teams to test
the moderating effects of performance and leader familiarity
(Hypothesis 3). Finally, Study 4 employs an experimental design
to test the moderating effects of performance and the tendency
to BIRG, and the mediating role of leader appraisals (Hypotheses
1, 2, 5, and 6). Collectively, these studies help to determine how
different motives to apply or suppress stereotyping influence the
leader race–consumer purchasing behavior relationship.
Study 1 – method

Sample and data

In Study 1, we used publicly-available data compiled from the
National Football League (NFL) to examine the moderating effect
of performance (H1) and time (H4) on the leader race–consumer
purchasing behavior relationship. Information was gathered from
official Internet sources that collect statistics on the NFL (i.e.,
pro-football-reference.com, nfl.com, and Fort, 2013). In the data,
an observation (including all of the measures described below)
consists of a team during a season (e.g., the 1999 New Orleans
Saints). We include observations for each firm from the 1990–
1991 to 2007–2008 seasons. This dataset presents a particularly
appealing context to test our model because it involves firms in a
highly-structured, competitive environment. Also, these data pro-
vide objective measures of our constructs that could be difficult
to quantify or obtain in other settings.

Although our study examines an organizational phenomenon in
the context of sports, this practice is accepted widely. In fact,
authors (e.g., Day, Gordon, & Fink, 2012; Wolfe et al., 2005) have
dedicated entire papers to explaining the benefits of studying orga-
nizational phenomena within sports settings. Specifically, ‘‘sports
provide opportunities to observe, accurately measure, and com-
pare variables of interest over time and to test hypotheses with
highly motivated respondents in quasi-laboratory conditions’’
(Wolfe et al., 2005, p. 185). Furthermore, we follow organizational
scholars who have used NFL data specifically to study various phe-
nomena such as performance fluctuation (Murtha, 2013; Stewart &
Nandkeolyar, 2007) and the impact of deadlines (Lehman, Hahn,
Ramanujam, & Alge, 2011). The NFL is a prime sports setting for
our study examining stereotypes of Black leaders and consumer
purchasing behavior because (a) coaches are easily recognizable
and (b) it is the most popular sport in the U.S. (Oriard, 2007).

Measures

Consumer purchasing behavior
We used customer patronage, the average regular season home

game attendance (Range = 28,050–89,625), as our indicator of con-
sumer purchasing behavior because this is the clearest indication
of consumption.

Leader race
We chose to focus on a team’s head coach, as opposed to other

leaders within the organization (e.g., assistant coaches, general
manager, or head of operations), due to the high visibility of the
head coach position. Relative to other leaders within an organiza-
tion, customers are likely to know the race of the head coach.
Typically, head coaches are announced prior to each game, highly
visible on the sidelines during games, and shown repeatedly on
camera during sports telecasts. This variable was dummy coded
(Black coach = 1, White coach = 0). During the sampling period,
all head coaches were either Black or White.

Performance
When assessing sports teams, the optimal measure of perfor-

mance is how frequently the team wins (Brook, 2005; Miller &
Johnson, 2008). Therefore, we utilized the proportion of regular
season games won (Range = 0.06–1.00). Further, we thought it
important to account for performance in the preceding (i.e., lagged)
and current seasons for each observation because (a) the majority
of ticket sales are season ticket packages, and (b) there is relatively
little correspondence between win percentages across successive
seasons (r = .31).

Time
We measured time by subtracting the year of the first season in

our dataset (i.e., 1990) from the year that the season took place
(Range = 0–17). This approach maintains the yearly interval struc-
ture of the variable and creates a meaningful zero point (i.e., the
first year).

Control variables
Based on theory and prior findings, we included several vari-

ables as covariates in our analyses. Specifically, we controlled for
the venue’s size or capacity (Range = 53,371–101,574 seats), its
age in years (Range = 0–81), the firm’s number of star performers
(Range = 0–9), the number of major (baseball, basketball, football,
and hockey) professional sports alternatives in the city
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Table 1
Overview of hypotheses in each study.

Hypothesis IV 1st stage moderator(s) Mediator Outcome Tested in

1 Leader race Performance – Patronage Study 1, Study 2, Study 4
2 Leader race Performance Leader appraisals Patronage, purchase intentions, willingness to pay Study 2 (supplemental analyses), Study 4
3 Leader race Performance, familiarity – Leader appraisals Study 3
4 Leader race Performance, time – Patronage Study 1, Study 2
5 Leader race Performance, BIRG – Purchase intentions, willingness to pay Study 4
6 Leader race Performance, BIRG Leader appraisals Purchase intentions, willingness to pay Study 4
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(Range = 0–6), and the percentage of Black residents in the statisti-
cal metropolitan area (Range = 0.50–82.37). These covariates were
chosen to ensure consumer purchasing behavior would be compa-
rable throughout our dataset (Atinc, Simmering, & Kroll, 2012). We
employed the age of the organization’s home venue, venue size
(i.e., the number of available seats), and number of star performers
as control variables because they influence consumer purchasing
behavior (e.g., Caudill & Mixon, 2007; Coffin, 1996; Késenne &
Pauwels, 2006; Leadley & Zygmont, 2005). Customers may be
attracted to a newer venue’s novelty or aesthetics (Howard &
Crompton, 2003; Leadley & Zygmont, 2005; Rivers & DeShriver,
2002; Seifried, 2010). Furthermore, in larger venues, there are
more seats available for customers to attend games. The number
of star performers on a team also leads to more favorable consumer
purchasing behavior (Hausman & Leonard, 1997). We operational-
ized star performers as the number of players who made the Asso-
ciated Press’s annual all-pro team (1st and 2nd team) the
preceding season. We included the number of competitors each
team has in its local market because alternative forms of sports
entertainment within a single city can relate negatively to con-
sumer purchasing behavior (Winfree, McCluskey, Mittelhammer,
& Fort, 2004; Yokum, Gonzalez, & Badgett, 2006). The percentage
of Black residents was controlled due to its possible relations with
the likelihood of employing a Black coach and attendance. We also
included a lag of the dependent variable to minimize the impact of
any potentially omitted confounding variables.

Results

Descriptive statistics and correlations for Study 1 are presented
in Table 2. Because our sample involves panel data, the use of ordi-
nary least squares regression is inappropriate due to its likelihood
of producing biased estimates. To decide between fixed and random
effects panel analysis, we conducted a Hausman test that indicated
the former to be more appropriate (v2(17) = 131.75, p < .01). Impor-
tantly, this statistical approach parcels out variance attributable to
any between-group differences, and produces coefficients repre-
senting average within-group effects (see Table 3). Not surprisingly,
there were several significant correlations among the variables. For
instance, the number of stars was highly correlated with perfor-
mance (r = .57), due to the tendency for stars to enhance team per-
formance. The number of competitors in the area was correlated
with venue capacity (r = .30), reflecting the tendency for larger
metropolitan areas to have more entertainment options and larger
venues to accommodate their larger customer bases. Moreover, time
(r = .36), venue capacity (r = .45), and lagged performance (r = .30)
all exhibited moderate correlations with patronage, implying that
attendance has grown over time (as the sport has become more pop-
ular), and that more successful teams and those with larger arenas
tend to receive more patronage. Assessment of variance inflation
factors revealed that only one of the controls (number of competi-
tors in the area) and none of the focal variables produced a value
greater than five. We retained this control (i.e., competitors), as
removing it did not alter the results reported.

In Study 1 we tested Hypotheses 1 and 4. Hypothesis 1 predict-
ed that performance would moderate the effect of having a Black
leader on consumer purchasing behavior (i.e., patronage). The lead-
er race � performance interaction was not significant
(b = �3957.10, p = .32) and Hypothesis 1 was not supported.
Hypothesis 4 predicted that the leader race � performance interac-
tion would be qualified by time. Adding the leader race � perfor-
mance � time interaction (see Model 3 in Table 3) produced a



Table 2
Means, standard deviations, and correlations in Study 1.

Variable M SD 1 2 3 4 5 6 7 8 9 10

(1) Time 8.78 5.20 –
(2) % Black residents 31.09 19.26 .07 –
(3) Competitors 2.21 1.49 �.03 �.01 –
(4) Venue capacity 69653.13 7372.89 �.01 �.03 .30** –
(5) Performancet�1 .50 .19 .00 �.11** �.04 .05 –
(6) Performance .50 .19 .00 �.12** �.06 .02 .31** –
(7) Stars 1.78 1.71 �.04 �.04 �.11* �.02 .36** .57** –
(8) Venue age 22.45 16.91 �.20** �.28** .09* .11** �.02 �.04 .02 –
(9) Black leader .10 .30 .13** �.08 .09* .04 .07 .08 .09* �.01 –
(10) Consumer behaviort�1 62830.19 9643.26 .36** .15** .15** .42** .32** .16** .10* �.15** �.06 –
(11) Consumer behavior 63415.17 9556.77 .36** .16** .16** .45** .27** .30** .17** �.19** �.03 .85**

Note. N = 537. Black leader (1 = yes) is dummy coded.
** p < .01.

* p < .05.

Table 3
Results of fixed effects regressions predicting consumer behavior in Study 1.

Variable Model 1 Model 2 Model 3

Lagged patronage .48** (.04) .47** (.04) .48** (.04)
Time (T) 300.89** (47.12) 316.45** (49.17) 314.68** (48.93)
% Black residents �47.06 (76.03) �100.35 (76.23) �90.40 (75.96)
Competitors �756.73 (644.74) �1155.10 (647.93) �1140.50 (645.37)
Capacity .21** (.05) .24** (.05) .23** (.05)
Performancet�1 (LP) 749.96 (1223.38) 987.77 (1261.10) 875.44 (1254.50)
Performance (P) 9496.05** (1292.36) 9713.20** (1330.60) 9542.20** (1324.70)
Stars 64.70 (143.59) 129.69 (150.05) 159.68 (149.63)
Venue age �34.86* (15.78) �31.87* (15.82) �30.23 (15.75)
Black leader (BL) �554.45 (737.04) �914.63 (845.36) �1906.70* (922.97)
BL � T 90.22 (157.96) 258.99 (170.67)
BL � LP �2393.60 (4031.20) 2960.90 (5232.20)
BL � P �3957.10 (3977.40) 4333.40 (4971.20)
LP � T �252.65 (220.46) �220.15 (224.13)
P � T �656.10** (216.91) �543.68* (221.24)
BL � LP � T �938.96 (920.00)
BL � P � T �2138.40** (838.92)

DR2 .59 .01 .01
R2 .59 .60 .61

Note. N = 537. Coefficients are unstandardized and standard errors are in parentheses. Black leader (1 = yes) is dummy coded.
** p < .01.

* p < .05.

D.R. Avery et al. / Organizational Behavior and Human Decision Processes 127 (2015) 85–102 91
significant effect (b = �2138.40, p = .01, DR2 = .01). Examination of
the simple slopes indicated that the negative effect of Black leaders
on patronage was significant early in the sample (i.e., Time �1 SD)
for companies with low (�1 SD) performance (b = �6147.26,
p = .02), but not for those with high (+1 SD) performance
(b = �343.28, p = .84). Late in the sample (i.e., Time +1 SD), we
see that the effect of leader race was not significant for firms with
low (b = 699.09, p = .55) or high performance (b = �1835.45,
p = .12; see Fig. 2 for a graphic illustration of this interaction). Thus,
the effect of leader race on patronage was significant only when
performance was poorer during early time periods. Notably, in
support of Hypothesis 4, the leader race � performance interaction
exhibited the expected pattern early (b = 15385.00, p = .06) but not
late (b = �6718.60, p = .12) in our data.
Discussion

The first study was designed to test whether prospective patrons
tend to avoid poorly-performing firms with Black leaders, and how
this relationship changed over time. Results from more than
15 years of NFL data provided some support for our predictions. It
seems that prospective consumers were less likely to patronize
businesses with Black leaders when performance was low, but this
trend attenuated over time. Consequently, there was no impact of
leader race on consumer purchasing behavior except for when per-
formance was low in the early years of our data.

Though the results of Study 1 were somewhat supportive of our
theory, there were a few notable shortcomings. First, there were
relatively few Black leaders within our sample. In fact, only one
in eight observations involved a Black leader. Though this percent-
age coincides nicely with the representation of Black Americans in
general, the racial imbalance reduces the power of our statistical
tests, thereby making our results somewhat conservative. Second,
we did not account for follower (i.e., employee) racial composition
because there are a relatively high number of players per team
(53), which could render our analyses more susceptible to racial
innumeracy (i.e., the tendency for people to poorly estimate racial
composition in large groups; Wong, 2007) than if fewer players
were involved. It is possible that a team’s willingness to employ
a Black leader and its fan following (i.e., consumer purchasing
behavior) are influenced by team composition.
Study 2

To address some of the limitations of Study 1, we replicated it
by again assessing the moderating effects of performance (H1)
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Fig. 2. The moderating effects of performance and time on the relationship
between leader race and customer patronage in Study 1.
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and time (H4) on the relationship between leader race and con-
sumer purchasing behavior. In this instance, we utilized data from
the National Basketball Association (NBA), which has a proportion
of Black leaders that is more than twice the level of representation
in the NFL (Lapchick, 2008). Consequently, these data allow a more
balanced statistical analysis of effects of leader race. Unlike the
NFL, there are only 12 players per team in the NBA (i.e., players),
which should diminish the likelihood of innumeracy influencing
any findings examining the impact of follower composition (a vari-
able assessed in Study 2).
Method

Sample and data

For Study 2, we used online (i.e., basketball-reference.com,
nba.com, and Fort, 2013), publicly-available data compiled from
the National Basketball Association (NBA). As in Study 1, an obser-
vation (including all of the measures described below) consists of a
team during a season (e.g., the 2001 San Antonio Spurs). We
included observations for each firm from the 1990 to 2008 seasons.
The 2000 and 2001 Charlotte Hornets (their last two season prior
to leaving for New Orleans) were identified as outliers and
removed from the analyses due to the acrimonious battle between
the owner and residents over financing for a new arena. Despite
the team’s league-leading attendance levels for multiple, con-
secutive seasons and high performance, the negative publicity sur-
rounding the team’s departure caused a considerable dip in
patronage (Clarke, 2002). The use of NBA data is quite common
in the organizational sciences. For instance, scholars have used
NBA data to study managerial succession (Pfeffer & Davis-Blake,
1986), tacit knowledge (Berman, Down, & Hill, 2002), sunk costs
(Staw & Hoang, 1995), compensation (Barnes, Reb, & Ang, 2012),
survey non-response (Timmerman, 2005), confidence in decision-
making (Hall, Ariss, & Todorov, 2007), stability of team perfor-
mance (Landis, 2001), organizational decision-making (Wang &
Murnighan, 2013), and effects of status inequality (Christie &
Barling, 2010).

Measures

Consumer purchasing behavior
Consumer purchasing behavior was the average regular season

home game attendance (Range = 9772–24,042).

Leader race
We dummy coded coach race (Black coach = 1, White

coach = 0), and all coaches in the sample were either Black or
White.

Performance
Identical to Study 1, we utilized win percentage to indicate per-

formance. However, there is much greater stability in annual per-
formance in the NBA (r = .66) than in the NFL (r = .31), so including
the lagged and current win proportions would create multicolin-
earity. As such, we elected to use the proportion of regular season
games won from the preceding season (Range = .13–.88) because
75% of NBA attendance involves season tickets sold prior to the
commencement of a season (Lombardo, 2010).

Time
We measured time by subtracting the year of the first season in

our dataset (i.e., 1990) from the year that the season took place
(Range = 0–18).

Control variables
Analogous to Study 1, we controlled for lagged patronage,

venue size (Range = 12,000–25,557), venue age (Range = 0–66),
number of star performers (Range = 0–3), number of professional
sports alternatives in the city (Range = 0–6), and percentage of
Black residents in the statistical metropolitan area (Range = 1.02–
82.19). Similar to the first study, we operationalized star perform-
ers as the number of players who made the annual all-NBA team
(1st, 2nd, and 3rd team) the preceding season (Range = 0–3). In
addition to the controls employed in Study 1, we also accounted
for the percentage of Black players because (a) Black coaches
may be more likely to deploy Black players (Schroffel & Magee,
2012), and (b) customers could react negatively to teams contain-
ing a greater proportion of Black players (Kahn, 2000). Like
Timmerman (2000), we manually assessed the race of each player
appearing in the NBA during the period our dataset encompasses.
Race was deduced based on each player’s physical appearance
(from media guides, trading cards, or Internet pictures) or com-
monly-known racial background. To compute the percentage of
Black players, we summed the number of Black players for each
team, divided this number by the total number of players on a
team, and multiplied the quotient by 100. Our mean of 74.34%
(Range = 33–100) is highly consistent with estimates reported
elsewhere (e.g., Kahn, 2000).

Results

Descriptive statistics and correlations for Study 2 are presented
in Table 4. As in Study 1, a Hausman test (v2(14) = 108.18, p < .01)
indicated that, relative to random effects, fixed effects were more
appropriate for our analyses (see Table 5). Similar to Study 1, we
observed several significant correlations among the variables.
Again, the number of stars was highly correlated with performance
(r = .63), and time (r = .21), venue capacity (r = .67), and lagged per-
formance (r = .36) all exhibited moderate correlations with patron-
age. Unique from the first study, however, venue age was inversely



Table 4
Means, standard deviations, and correlations in Study 2.

Variable M SD 1 2 3 4 5 6 7 8 9 10

(1) Time 9.19 5.47 –
(2) % Black residents 26.83 19.97 .03 –
(3) Competitors 2.26 1.70 �.05 .11* –
(4) Venue capacity 18978.65 2195.32 .26** .16** .07 –
(5) % Black personnel 73.93 18.14 .13** .08 �.27** .01 –
(6) Performancet�1 .50 .16 .00 �.12** �.05 .00 �.03 –
(7) Stars .52 .70 �.02 �.15** �.03 .02 �.06 .63** –
(8) Venue age 11.82 11.49 �.20** �.01 .10* �.39** .22** .09* �.03 –
(9) Black leader .27 .44 .22** .23** �.01 .13** .12** �.17** �.14** �.04 –
(10) Consumer beh.t�1 16774.38 2752.31 .22** �.03 .07 .64** �.06 .35** .24** �.22** �.07 –
(11) Consumer beh. 16864.98 2672.30 .21** �.02 .04 .67** �.05 .36** .29** �.25** �.10* .85**

Note. N = 539. Black leader (1 = yes) is dummy coded.
** p < .01.

* p < .05.

Table 5
Results of fixed effects regressions predicting consumer behavior in Study 2.

Variable Model 1 Model 2 Model 3

Lagged patronage .44** (.04) .44** (.04) .44** (.04)
Time (T) 23.55* (11.62) 11.00 (13.09) 10.88 (13.04)
% Black residents �42.19 (27.54) �41.43 (27.62) �41.38 (27.50)
Competitors �197.48** (73.05) �204.94** (73.15) �190.56** (73.11)
Capacity .34** (.05) .35** (.05) .35** (.05)
% Black personnel �7.47 (4.48) �8.28 (4.50) �7.96 (4.48)
Performance (P) 1683.62** (518.40) 1613.52** (573.49) 1720.47** (573.01)
Stars 294.36** (105.58) 289.89** (105.92) 293.18** (105.49)
Venue age �16.88** (6.88) �16.88** (6.92) �15.74** (6.91)
Black leader (BL) �477.81** (144.77) �521.75** (149.92) �481.63** (150.33)
BL � T 49.72* (24.11) 40.60 (24.40)
BL � P 322.37 (904.63) 913.53 (937.56)
P � T �7.60 (72.55) 70.39 (79.97)
BL � P � T �389.97* (171.42)

DR2 .62 .00 .01
R2 .62 .62 .63

Note. N = 539. Coefficients are unstandardized and standard errors are in parentheses. Black leader (1 = yes) is dummy coded.
** p < .01.

* p < .05.
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correlated with capacity (r = �.39), indicating a trend toward
building larger arenas to accommodate increasing customer
demand. The variance inflation factors revealed that only one of
the controls (number of competitors in the area) and none of the
focal variables produced a value greater than five. Nonetheless,
the ‘competitors’ variable was retained because removing it did
not significantly alter the results.

Hypothesis 1 predicted an interactive effect of leader race and
performance on consumer purchasing behavior such that firms with
Black leaders receive less patronage than those with White leaders
when performance is low. Like Study 1, the leader race � perfor-
mance interaction was non-significant (b = 192.69, p = .83), failing
to support Hypothesis 1. Hypothesis 4 proposed that performance
and time interact to moderate the effect of leader race on patronage.
Specifically, we anticipated that the negative impact of having visi-
ble Black leaders on patronage depends on the level of performance
and varies over time. Adding the leader race � performance � time
interaction (see Model 3 in Table 5) produced a significant effect
(b = �382.05, p = .03, DR2 = .01). The simple slopes showed that
the negative effect of Black leaders on patronage was significant ear-
ly in the sample (i.e., Time �1 SD) for companies with low (�1 SD)
performance (b = �1180.81, p < .01) versus high (+1 SD) perfor-
mance (b = �221.84, p = .54). As illustrated in Fig. 3, the effect of
leader race was not significant late in the sample (i.e., Time +1 SD)
for firms with low (b = �69.82, p = .77) or high performance
(b = �454.04, p = .08); thus, Hypothesis 4 received support.
Moreover, the conditional leader race � performance interaction
upheld Hypothesis 1 early (b = 2863.01, p = .05) but not late
(b = �1320.00, p = .24) in the data. Furthermore, the percentage of
Black players failed to moderate any of the hypothesized effects.
The overall pattern of results parallel those reported in Study 1.

Supplemental analyses

To conduct a preliminary test of Hypothesis 2, we examined
whether media votes for the Red Auerbach Coach of the Year
Award – a proxy for leader appraisals (obtained from archival
newspaper reports; M = 3.56, SD = 10.79, Range = 0–73) – mediated
the interactive effects leader race and performance on consumer
purchasing behavior. Roughly 33 U.S. and Canadian professional
sportswriters vote each year for the coaches they believe have
done the best job leading their teams. Any half votes were rounded
up to maintain the interval count structure of this variable.
Although we recognize that the media and prospective consumers
sometimes disagree about coaching performance, the latter often
formulate their perceptions about leaders based on the reporting
of the former (Wanta, 2006).

Because the majority of coaches received no votes each year, we
used zero-inflated negative binomial regression to test the first
stage of the mediated relationships. A significant Vuong t-test
and log(h) indicated the outcome was zero inflated, which means
that a negative binomial model is more appropriate than a Poisson
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Fig. 3. The moderating effects of performance and time on the relationship
between leader race and customer patronage in Study 2.
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model. Though we modeled the same variables in both the binomi-
al and count models, we are interested primarily in the latter
because these models capture more variance in leader appraisals.
The variables included were identical to those in the fixed effects
regression shown in Table 5 with two exceptions: we (a) omitted
the lagged attendance variable and (b) replaced the prior season
win percentage with that from the current season because it is
more apt to influence appraisals.

Results revealed that the leader race � performance interaction
significantly predicted the number of votes received (b = 6.88,
p = .01), such that Black leaders received significantly fewer votes
than comparable White leaders when performance was low
(b = �1.60, p = .03), but not when performance was high (b = .55,
p = .14). Interestingly, this effect was not qualified by time as our
theoretical model (depicted in Fig. 1) would suggest. Also, as shown
in Model 3 of our fixed effects regression (see Table 5), the number
of votes related significantly to patronage (b = 9.44, p = .05). Using
the Monte Carlo method (Preacher & Selig, 2012) to combine the
first and second stage conditional effects (i.e., at one standard devia-
tion below and above the mean level of performance), the indirect
effect of leader race on patronage through leader appraisals was sig-
nificant when performance was low (�39.26, 95% CI = [�98.54,
�.34]) versus high (�.67, 95% CI = [�12.23, 10.24]). Though the
leader race � performance interaction did not exhibit a significant
effect on customer patronage in the absence of leader appraisals,
this effect is unnecessary to conclude that mediation occurred
(MacKinnon & Fairchild, 2010). In fact, ‘‘there should be only one
requirement to establish mediation, that the indirect effect a � b
be significant’’ (Zhao, Lynch, & Chen, 2010, p. 198). Consequently,
this provides preliminary support for our prediction that leader
appraisals mediate the interactive effects of leader race and perfor-
mance on consumer purchasing behavior (Hypothesis 2).

Discussion

The purpose of this study was to shed additional light on how
leader race might prompt consumers to withhold their
organizational support. Our model proposes that appraisals of
the leader could be a missing link, helping to explain why Black
leaders sometimes correspond in less favorable consumer purchas-
ing behavior. Like Study 1, the data showed that teams with Black
leaders received less patronage than teams with White leaders
when performance was low in the past when overt displays of
racism were more socially acceptable. Moreover, we saw that (a)
media appraisals of Black leaders differed significantly from those
of White leaders when performance was low and (b) these apprai-
sals predicted consumer purchasing behavior. It seems that when
consumers lack motives to suppress racial stereotypes, they may
see Black leaders less favorably than White leaders. This deval-
uation, in turn, facilitates disassociation from the Black leader
and the organization as a whole through decreased consumer pur-
chasing behavior.

Though the preceding conclusion appears reasonable, some
facets of it must be drawn with caution. Most notably, the measure
of leader appraisals we employed in the supplemental analyses
was from the media instead of consumers themselves. While we
believe that the tendency for low performance to trigger racial
stereotyping is a general phenomenon, it may be problematic to
assume that the media’s leader appraisals generalize to consumers.
Moreover, the interactive effects of leader race and performance on
customer patronage, as mediated by leader appraisals, did not
diminish over time (as our model depicted in Fig. 1 would suggest).
Perhaps, this result occurred due to the relative anonymity afford-
ed to sportswriters asked to vote for NBA coach of the year, where-
as attending an NBA game as a customer is a public (and
observable) behavior. In fact, the motive to appear unbiased exerts
stronger influence on observable versus unobservable behavior
(Butz & Plant, 2009), possibly accounting for why the leader race,
performance, and time interaction predicted customer patronage
but not media appraisals of leaders. Finally, the first two studies
examined only a single visible leader and all of the leaders were
men.
Study 3

The preceding studies help illustrate how the motive to appear
unbiased attenuates the tendency to stereotype Black leaders in
the face of poor organizational performance. The supplemental
analyses in Study 2 also suggest that leader appraisals may medi-
ate the interactive effects of leader race and organizational perfor-
mance on consumer purchasing behavior. The current study
examines how leader race and performance interact to influence
leader appraisals (i.e., stage 1 of our model). In addition, we seek
to determine if an additional comprehension motive – leader
familiarity (Hypothesis 3) – combines with leader race and perfor-
mance to predict leader appraisals. This investigation comple-
ments and extends the first two studies by using small
leadership teams comprised of men and women, as opposed to
individual male leaders.
Method

Participants and procedure

Seventy-seven undergraduate business students (19.48% Black;
45.45% female) enrolled in two sections of an introductory man-
agement course at a large public university in the U.S. served as
the study participants. These individuals took part in the study
as a part of the course requirement. Over the course of the seme-
ster, students worked in teams (N = 19) to create an entrepreneuri-
al management business plan for a new company. At the
conclusion of the semester, each team presented their plan to their
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classmates who acted as venture capitalists, each with a sum of $1
million dollars that they could invest in companies other than their
own (see Hall, 2014 for a more complete discussion of this type of
assignment in a marketing context). Investments, a form of peer
assessment, were submitted confidentially to the professor, and
students were made aware that the assessment would be part of
the presenting students’ (i.e., the leaders) grades. Thus, the invest-
ments represent an appraisal of the leadership team who was pre-
senting information about their company.

Measures

Leader appraisals
We tallied the number of dollars (in thousands) each par-

ticipant invested in the companies that presented to them
(M = 117.48, SD = 126.63, Range = $0–800).

Black leaders
The number of Black presenters on each team served as the

number of Black leaders since students represented the executive
leadership for the companies they designed and presented
(M = .78, SD = 1.05, Range = 0–4). We include both linear and
quadratic Black leader terms in the analyses because managerial
racial diversity sometimes has a curvilinear impact on organiza-
tional performance outcomes (e.g., Richard, Barnett, Dwyer, &
Chadwick, 2004). This allows us to account for the possibility that
(a) having a single Black leader is sufficient to promote racial
stereotyping when motivation to suppress is lower or (b) there is
a racial threshold or tipping point at a particular level of
representation.

Performance
The professor’s assessments of each group’s presentation served

as the indicator of team performance. Though the same professor
oversaw both courses, we standardized (z-transformed) the grades
within each class (based on a 100-point scale), to account for the
common tendency of making relative, as opposed to absolute, eval-
uations (Range = �2.46 to 2.08).

Familiarity
During the course of the semester, class attendance and engage-

ment in class discussion (i.e., quantity of intellectual contributions)
were tracked by the professor and combined to form a measure of
participation. This assessment accounted for 30% of student grades.
To assess the visibility of each leadership team and, thus, how
familiar they would be to their classmates, we averaged team
Table 6
Summary of analyses predicting leader appraisals in Study 3.

Variable Model 1 Model 2

Black participant �3.35 (12.28) 7.27 (11.8
Female leaders �23.35** (3.97) �23.78**

Black leaders (BL) 4.82 (6.91
Black leaders (BL2) �.74 (3.35
Performance (P) 36.51** (4
Familiarity (F) �6.16 (4.8
BL � P
BL2 � P
BL � F
BL2 � F
P � F
BL � P � F
BL2 � P � F

DR2 .05 .09
R2 .05 .14

Note. N = 653. Investments are in thousands of dollars.
* p < .05.

** p < .01.
members’ participation grades and standardized them within each
of the two classes. Thus, scores on this measure (Range = �1.64 to
1.90) represent how visible the students comprising each team had
been over the 14 weeks leading up to the presentations.
Controls
The leaders in Studies 1 and 2 were male, which allowed us to

examine race without the potentially confounding effect of gender,
as both commonly invoke stereotyping (Cuddy, Fiske, & Glick,
2007). To parse gender effects from race, we controlled for the
number of female leaders on each team. Additionally, we con-
trolled for the race of the participant to account for racial demo-
graphic differences in rating tendencies (e.g., Stauffer & Buckley,
2005).
Results

Although participants assessed multiple companies (eight or
nine, depending on the class), the forced distribution format we
employed (i.e., constraining each participant’s investment budget
to $1 million) ensured that ratings would not be nested within par-
ticipant or class. This is because each participant must have the
same mean investment as all others in the class, which precludes
the possibility of mean-level differences at the participant level
of analysis (ICC(1) = 0, (F(76,577) = .03, p = 1.0). Moreover, stan-
dardizing performance and visibility accounted for any class-level
variance in those variables. Accordingly, we used hierarchical mod-
erated multiple regression in all of the following analyses (see
Table 6 for a summary).

Though not explicitly hypothesized, stage 1 of the indirect effect
proposed in Hypothesis 2 predicts that performance moderates the
relationship between the number of Black leaders and leader
appraisals, such that Black leaders are rated less favorably than
White leaders when performance is low. Both the linear and
quadratic leader race � performance interactions were statistically
significant (b = 39.42, p < .01 and b = �78.14, p < .01, respectively).
The effect of Black leaders was negative when performance was
low (linear: b = �19.96, p = .03; quadratic: b = 56.87, p < .01) but
not when it was high (linear: b = 20.70, p = .07; quadratic:
b = �69.02, p < .01). This provides some preliminary support for
Hypothesis 2, as we observed the predicted first stage moderation.

Hypothesis 3 predicted that greater familiarity with leaders
attenuates the tendency for low performance to facilitate bias
against Black leaders. Step 4 of the model explained an additional
2% of variance in leader appraisals (i.e., investments), and the
Model 3 Model 4

1) 5.23 (11.11) 2.93 (11.05)
(4.20) �22.55** (4.39) �21.33** (4.41)
) .37 (7.16) .65 (7.73)
) �6.07 (4.39) �2.25 (4.52)
.72) 1.16 (7.06) 3.09 (7.79)
1) �31.02** (8.99) �23.94* (10.53)

39.42** (7.11) 40.30** (7.25)
�78.14** (10.19) �69.02** (10.79)
20.33** (7.64) 25.07** (8.11)
�62.94** (12.33) �52.70** (13.58)
�2.76 (5.56) 20.37* (9.79)

�10.52 (8.32)
39.58** (11.83)

.10 .02

.24 .26



96 D.R. Avery et al. / Organizational Behavior and Human Decision Processes 127 (2015) 85–102
anticipated 3-way interaction involving the quadratic term was
statistically significant (b = 39.58, p < .01). Looking at the condi-
tional 2-way interactions, we see that the Black leaders (quadrat-
ic) � performance interaction was significant (b = �108.60,
p < .01) when familiarity was low, but was non-significant when
familiarity was high (b = �29.43, p = .11). Moreover, we note that
the effect of Black leaders is negative only when familiarity and
performance are low (linear: b = �75.25, p < .01; quadratic:
b = 159.05, p < .01; see Fig. 4 for a graphic illustration of this inter-
action). Accordingly, Hypothesis 3 was supported. Importantly, we
conducted initial analyses of participant race (prior to including it
as a control) and found that it did not significantly interact with
focal variables in relation to leader appraisals.
Discussion

The results complement those of the prior two studies. When
performance was low, leader appraisals varied inversely with the
number of Black leaders, though the magnitude of this effect
diminished as the number of Black leaders increased. We also iden-
tified a second moderator of the race � performance interaction,
showing that the interaction was significant when leader famil-
iarity was low, but not when it was high. This supports our theory
drawing on motivated social cognition (Kunda & Spencer, 2003) by
showing that leader familiarity inhibits negative stereotyping
through invoking perceivers’ comprehension goals. Our results
nicely complement a recent finding that bias against sellers with
Black names on eBay (an online retail market) is attenuated as
more customer feedback information (a proxy for familiarity)
becomes available (Nunley, Owens, & Howard, 2011).

Another point worth mentioning is the inclusion of women and
multiple leaders. Studies 1 and 2 involved only a single male leader
thereby reducing the generality of our theory to women and situa-
tions involving multiple, visible leaders. Replicating our earlier
findings in the context of female (and multiple) leaders offers some
evidence that the relations we have observed are robust; however,
the curvilinear leader race effects found in Study 3 indicate that
reactions to the first Black leader outweigh those to subsequent
ones.
Study 4

Because the methodologies employed in the first three studies
preclude us from drawing strong causal inferences, we designed
an experiment. Building upon our prior studies, the present study
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Fig. 4. The interactive effects of Black leaders, performance, and familiarity on
leader appraisals in study 3.
manipulates leader race and performance and measures leader
appraisals and prospective consumer purchasing behavior within
the same sample. Importantly, we consider two forms of consumer
purchasing behavior that are important to the organizational bot-
tom line. First, we assess purchasing intentions, which are compa-
rable to the customer patronage measure from the first two studies
because intentions are among the best predictors of subsequent
behavior (Ajzen, 1991). Second, we examine willingness to pay.
Willingness to pay is a key metric due to the fact that customers
willing to pay higher prices enable companies with fewer cus-
tomers to realize commensurate financial success as firms selling
lower-priced goods and services to a larger clientele. Moreover,
we include an additional moderator (i.e., self-enhancement goals)
and utilize a generic (non-sports) business backdrop that should
maximize the external validity of the results.
Method

Participants

Participants (N = 189) were recruiting using the Internet survey
recruitment tool, Amazon’s Mechanical Turk. Employing online
panel participants is an increasingly common practice among orga-
nizational scholars. Data obtained in this manner has appeared
regularly in leading organizational journals (e.g., Ballinger,
Lehman, & Schoorman, 2010; Barnes, Schaubroeck, Huth, &
Ghumman, 2011; Shipp, Edwards, & Lambert, 2009). Moreover,
data derived from Mechanical Turk exhibits similar reliability as
those obtained through more conventional methods (Buhrmester,
Kwang, & Gosling, 2011; Paolacci, Chandler, & Ipeirotis, 2010). Like
the U.S. population, the respondents were predominantly White
(71%) with the remainder being Asian American (11%), Hispanic
(9%), Black (6%), or of another racioethnic group (3%). The majority
of respondents were male (62%) and their ages ranged from 18 to
70 (M = 32.27, SD = 10.64).
Procedure

Participants were randomly assigned to one of four experimen-
tal conditions crossing leader race (Black versus White) and perfor-
mance (high versus low). Each participant viewed a sales team
consisting of 12 members supervised by a single manager (similar
to Studies 1 and 2). To avoid possible confounding effects of differ-
ences in participant consumer product knowledge, we did not
explicitly identify the product sold by the sales team. In addition
to headshots, which were pretested for consistency in attractive-
ness, a small amount of background information was provided
about each team member and the manager (i.e., name, age, home-
town, years of experience, and responsibilities within the team).
All information was constant across conditions except the names
and photos. We also manipulated the proportion of Black employ-
ees on the sales team (low versus high) for consistency with the
Study 2 analyses, but found that this manipulation had no impact
on any outcomes or hypothesized relationships. To manipulate
performance in a manner similar to Studies 1 and 2, we indicated
the team’s performance relative to its competitors in the prior year.
Teams in the low condition finished 14th out of 28 and those in the
high condition finished 1st out of 28. We elected to have the lower
performance team finish 14th as opposed to lower because people
tend to curb their biases in response to extremes (Dovidio &
Gaertner, 2000). Though finishing 1st is also an extreme, positive
and negative extremes are very different in this particular context.
Individuals routinely consume products from average and excep-
tional organizations, thereby allowing both to continue operations
(although some average organizations go out of business).
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Conversely, poor organizations are shunned altogether and rou-
tinely fail to survive. By using 1st and 14th place, we create mean-
ingful variance in performance without involving a condition that
would eliminate all variance in customer purchasing behavior
(e.g., 28th). After reviewing information on the sales team, par-
ticipants completed the measures and manipulation checks.

Measures

Consumer purchasing behavior
We employed two indictors of consumer purchasing behavior

in this study. First, three items from prior research (Suwelack,
Hogreve, & Hoyer, 2011) assessed participants’ purchasing inten-
tions. A sample item is: ‘‘If I were going to buy this product, the
probability of me buying this one is . . .’’ Responses, which were
on a 5-point Likert-type scale ranging from 1 = very low to 5 = very
high, were averaged to form a scale (M = 3.02, SD = .72,
Range = 1.00–5.00; a = .93). Second, because open-ended response
formats measuring perceived willingness tend to correspond well
with actual willingness to pay (Miller, Hofstetter, Krohmer, &
Zhang, 2011), participants were also: (a) told the product sold by
the team typically sells for between $50 and $450 dollars and (b)
asked to indicate how much they would be willing to pay for it
in dollars (M = $145.51, SD = 96.09, Range = $0–$400).

Leader appraisal
After participants were informed that managers commonly earn

between $50,000 and $100,000 per year, they were asked to esti-
mate manager salary in thousands (M = $78.61, SD = 14.34,
Range = 48–150). Estimating higher salaries for White than compa-
rable Black managers (i.e., termed the salary estimation effect) is
indicative of racial stereotyping and reflects a devaluation of the
latter relative to the former (Williams, Paluck, & Spencer-
Rodgers, 2010).

Basking-in-reflected-glory
We adapted seven items from the basking communication sub-

scale (Spinda, 2011) to assess participants’ proclivity to BIRG. Par-
ticipants were asked to identify their favorite consumer product
and, afterwards, they were given the following instructions: ‘‘The
questions on this page do not refer to the sales team you viewed
at the beginning of the survey. Instead, these questions refer to
your favorite consumer product that you identified in the previous
question. After I see the company of my favorite consumer product
do well (in the media, stock prices, positive word of mouth from the
public, etc.) . . .’’ Sample items include: ‘‘I am more likely to read
stories online to savor the success of the company that sells my
favorite consumer product’’ and ‘‘I am more likely to display the
logo, emblem, or insignia of the company that sells my favorite
consumer product where I live.’’ Responses, which were on a 5-
point Likert-type scale ranging from 1 = strongly disagree to
5 = strongly agree, were averaged to form a scale (M = 3.00,
SD = .83, Range = 1.11–4.89; a = .85).
Results

Before testing the hypotheses, we examined the efficacy of our
experimental manipulations. Although pilot testing revealed non-
significant racial differences in leader attractiveness, we included
a leader attractiveness measure to explore this possibility within
the actual sample. The effect of leader race on leader attractiveness
was non-significant (t(178) = 1.00, p = .32, d = .15), as leaders were
seen as equally attractive whether they were Black (M = 2.43) or
White (M = 2.55). Additionally, the performance manipulation
worked as expected with teams in the low condition rated as less
successful than those in the high condition (2.42 versus 3.09;
t(173) = 3.18, p < .01, d = .48). We should note that differences in
the sample sizes for these analyses (as indicated by the discrepant
degrees of freedom) reflect missing responses for individual items.

In this study, we tested Hypotheses 1, 2, 5, and 6. Specifically,
we predicted that when performance is low, prospective con-
sumers would have less favorable responses (i.e., less willingness
to pay and lower purchase intentions) to teams led by Black lead-
ers as compared to teams led by White leaders (H1), particularly
among participants with heightened proclivity to bask-in-reflect-
ed-glory (H5). Moreover, we expected leader appraisals to mediate
the two-way leader race by performance interaction (H2) and the
three-way leader race, performance, and participant basking inter-
action on consumer purchasing behavior (H6). Because the BIRG
variable is continuous, we used moderated multiple regression to
test our hypotheses. Bootstrapping was employed to compute
1000 estimates of mediated effects and construct 95% confidence
intervals (Hayes, 2013). Then, we employed the Monte Carlo
method (Preacher & Selig, 2012) to compare mediated effects at
different levels of the moderator variables (e.g., �1 SD and +1 SD
for BIRG) by simulating 50,000 estimates of these conditional
mediated effects, computing the difference between them, and
constructing 95% confidence intervals around the difference.

First, the leader race � performance interaction was non-sig-
nificant in predicting consumer purchasing behavior or leader
appraisals. Though this fails to support the first two hypotheses,
we expected these interactive effects to be qualified by significant
higher-order interactions. Second, we tested Hypothesis 5. Par-
ticipants’ inclination to BIRG did not moderate the leader
race � performance interaction on willingness to pay (b = 64.05,
p = .10, DR2 = .02) or purchasing intentions (b = .05, p = .87,
DR2 = .00). Thus, Hypothesis 5 was not supported.

Third, we tested Hypothesis 6. As anticipated, the 3-way leader
race � performance � BIRG interaction influenced leader apprai-
sals (b = 11.38, p = .03, DR2 = .03) which, in turn, predicted an indi-
vidual’s willingness to pay for the company’s products (b = 1.17,
p = .02) and purchasing intentions (b = .02, p < .01). These relations
represent significant, mediated interactive effects (13.33, 95%
CI = [.67, 39.38] and .18, 95% CI = [.02, .40], respectively). As a check
of robustness (see Edwards & Lambert, 2007 for a detailed discus-
sion), we also tested our model specifying interactive effects of our
two moderators (i.e., performance and BIRG) at both stages of the
mediated effect and the direct effect (even though only first stage
moderation was hypothesized). This procedure produced a pattern
of results identical to those reported.

Looking at the conditional effects shows that leader race was
significantly related to willingness to pay through leader apprai-
sals, but only when performance was low and the participant
was high in BIRG (�12.89, 95% CI = [�34.79, �2.27]). Likewise,
leader race had a significant mediated effect on purchasing
intentions through leader appraisals, but only when performance
was low and the participant was high in BIRG (�.16, 95%
CI = [�.31, �.05]). Moreover, the leader race � performance inter-
active effects on willingness to pay and purchasing intentions,
through leader appraisals, were significant for those high
(23.62, 95% CI = [.46, 58.56] and .30, 95% CI = [.06, .61], respec-
tively) but not low in BIRG (�5.19, 95% CI = [�24.37, 8.01] and
�.05, 95% CI = [�.22, .07], respectively). Notably, the differences
between these conditional mediation effects were significant
for both outcomes (diff = 28.81, 95% CI = [.96, 67.29] and .35,
95% CI = [.07, .69], respectively). Thus, having a Black leader
diminished leader appraisals and, ultimately, willingness to pay
and purchase intentions only when performance was low and
participants had a greater tendency to bask in the reflected glory
of companies they patronize. These findings provide strong sup-
port for Hypothesis 6.
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Discussion

In this study, we anticipated that individuals would devalue
Black relative to White leaders, resulting in lower intentions to
patronize organizations that employ them when performance is
low. Furthermore, we expected this moderated mediation effect
to be most pronounced among individuals motivated to self-en-
hance (i.e., high in BIRG). The results proved supportive, as Black
leaders were devalued, diminishing participants’ likelihood of
patronage and paying more for the company’s merchandise, but
only when performance was low and participants were inclined
to BIRG.
General discussion

The purpose of this research was to extend implicit leader the-
ory to determine whether (and if so, when) leader race influences
prospective customer responses to organizations. Based on the
incongruence between prevalent racial stereotypes (e.g., lazy,
incompetent) and implicit leadership prototypes (Rosette et al.,
2008), we posited that Black leaders could be seen as less fit than
their White counterparts for leadership positions, thereby making
consumers more reluctant to patronize companies with Blacks at
the helm. This pattern, however, should be contingent upon the
perceiver’s motivation to apply or suppress stereotypes (Block
et al., 2012; Carton & Rosette, 2011; Kunda & Spencer, 2003).
Though past research illustrated how performance serves as a
comprehension goal with respect to stereotyping leaders, we
investigated how multiple motives operate simultaneously by con-
sidering the interactive impact of additional comprehension
motives, desires to appear unbiased, and self-enhancement goals.
In particular, we anticipated that low performance would trigger
racial stereotyping among prospective customers leading them to
avoid organizations with Black leaders only when (a) leader famil-
iarity is low, (b) racist behavior is socially acceptable, and (c) indi-
viduals are motivated to self-enhance.

The results generally conformed to our expectations. Specifical-
ly, leader race influenced consumer purchasing behavior, but only
under certain conditions. Across the four studies, the effect of lead-
er race was moderated by the company’s performance. The magni-
tude of the observed interactive effect diminished over time as
pressures to avoid overt displays of racism increased (Studies 1
and 2), and was smaller among those who were more familiar with
the company’s leaders (Study 3) or less inclined to BIRG (Study 4).
Moreover, findings in Studies 2 and 4 suggest leader appraisals
help account for the mediated moderation relationship between
leader race and consumer purchasing behavior. However, when
comparing these results, we see that the leader race � performance
interaction on leader appraisals and, subsequently, consumer pur-
chasing behavior is not influenced by time for sportswriters (Study
2) but is influenced by the penchant to BIRG for customers (Study
4). We now turn our attention to discussing the implications of
these findings for theory and practice.
Implications

Research
Our theory and findings extend several growing literatures.

First, a number of recent studies acknowledge the potential for
consumer racial bias to impact service organizations. For instance,
customers tend to indicate lower levels of satisfaction when inter-
acting with Black as opposed to White service personnel (Hekman
et al., 2010). Furthermore, strong congruence between employee
and customer racial-ethnic composition corresponds in higher
customer satisfaction, less incivility, and ultimately, greater
organizational productivity (Avery et al., 2012; King et al., 2011).
There is even recent evidence that customers are less likely to pur-
chase a product advertised online when it is held in a Black versus
White person’s hand (Doleac & Stein, 2013). This, in addition to
research from the sports domain (see Kahn, 2012 for a review),
provides support for Becker’s (2010) notion of customer dis-
crimination. However, whereas prior work focused exclusively on
rank-and-file employees, we find that customer discrimination
appears applicable to leaders as well. It seems that leaders can
influence customer behavior directly, beyond any indirect effects
through their subordinates. As such, theories of discrimination
should be updated to reflect the dual nature of leader effects on
consumer purchasing behavior. Specifically, leaders appear to have
both a functional and symbolic impact on consumers (Avery et al.,
2012). Functionally, leaders influence employees to create and
maintain the service climate that customers experience during ser-
vice delivery (Lichtenstein et al., 2010; Schuh et al., 2012). Sym-
bolically, like models in product advertisements (e.g., Whittler &
DiMeo, 1991), they serve as a signal customers use to infer infor-
mation about product value.

Second, our work augments the existing literature on race and
leadership by showing that, when motivated to do so, observers
penalize not only Black leaders but their employers as well.
According to prior work, leader race triggers implicit leader recog-
nition processes that disfavor Black leaders. Viewed as anti-proto-
typical of leaders, these individuals face negative stereotyping that
invokes observers to appraisal them critically, particularly in the
context of poor performance (Carton & Rosette, 2011). This means
Black individuals may find it harder to attain and retain leadership
positions (Cook & Glass, 2013). Our results indicate that organiza-
tions with Black leaders might experience some backlash as well if
their prospective customers are not motivated to suppress their
biases. Though we are not the first to suggest external stakeholders
might respond unfavorably to Black leaders (see Cook & Glass,
2008 for an examination of investor responses), our findings show
that consumer reactions are more nuanced than this previous work
suggests.

Third, we contribute to the literature on stereotype activation
and suppression. Prior work proposed three sources of motivation
to activate or suppress stereotyping: need for comprehension, the
desire to appear unbiased, and self-enhancement (Kunda &
Spencer, 2003). Although we did not measure stereotyping explic-
itly, each of our moderators aligned with one of these motives. It is
notable that we observed non-significant leader race effects when
any of the motives to suppress stereotyping were high. This sug-
gests customers reacted negatively to Black leaders only when per-
formance was low and (a) familiarity with company leadership was
low, (b) social situations perpetuated the acceptance of overt
racism, or (c) they were motivated to self-enhance. Our results
demonstrate that the tendency to apply or inhibit stereotypes
when motivated to do so extends to organizational settings. In
addition, the findings offer insight into how multiple motives oper-
ate simultaneously, a previously underexplored phenomenon
(Kunda & Spencer, 2003). Most importantly, we show that having
organizational success, social pressure to appear unbiased, or low
desire to bask-in-reflected-glory (i.e., need for self enhancement)
are often sufficient to attenuate leader race effects on consumer
purchasing behavior.

An additional merit of our investigation is that it highlights the
moderating role of time. Scholars (e.g., George & Jones, 2000) have
implored researchers to pay greater attention to how time influ-
ences organizational phenomena. A fundamental tenet of modern
racism theory (i.e., the notion that the expressions of racial atti-
tudes have evolved over time) was strongly applicable to the pre-
sent study. Building on this premise, we anticipated and found that
the leader race–performance interaction on consumer purchasing
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behavior declined over time, as overt expressions of racial bias
have become more taboo.

Though we tested our theory using race, comparable effects
might emerge for other commonly-stereotyped groups. For
instance, U.S. customers may be similarly reluctant to support
organizations with female, disabled, disfigured, or obese leaders.
Yet, the presence of leaders belonging to these groups is unlikely
to solely determine whether a customer will patronize an organi-
zation. In general, information about a leader’s background or high
corporate performance should buffer companies against the poten-
tially deleterious effects of leader characteristics. Interestingly, this
conclusion proves consistent with and complements the finding
that more successful firms tend to integrate underrepresented per-
sonnel prior to their less successful counterparts (Goff, McCormick,
& Tollison, 2002).
Practical
Our findings also have several practical implications. Prior evi-

dence (Cook & Glass, 2008) suggests investors withdraw their sup-
port for and penalize firms that appoint racioethnic minorities to
organizational leadership posts. Owing to our findings that perfor-
mance, familiarity, and time attenuate leader race effects on con-
sumer purchasing behavior, organizations should focus on
performance as means to minimize customer backlash toward
Black leaders. In fact, we observed that high performance attenuat-
ed the effects of leader race on consumer purchasing behavior
(actual and intended) to non-significance in all studies where this
relationship was tested (1, 2, and 4). Furthermore, we warn that
organizational efforts to directly alter the relative representation
of Black leaders could prove illegal and pose quite severe costs as
well (James & Wooten, 2006; Wright, Ferris, Hiller, & Kroll,
1995). Thus, the key practical implication of our investigation is
that organizational excellence can help offset prospective negative
customer reactions to Black corporate leaders.

For organizations unable to enhance performance, our findings
suggest that familiarity is an additional tool for preventing racial
stereotyping of leaders. Though low performance perpetuated
stereotyping of Black leaders, this relationship was limited pri-
marily to situations when observers were unfamiliar with leaders.
Importantly, leader race accounted for average annual gate rev-
enue differentials of roughly $2.16 million per team in the NFL
and $1.98 million per team in the NBA for poorer performing teams
early in our data when overt racial bias was more acceptable.1 Like-
wise, participants motivated to self-enhance (BIRG) were willing to
pay approximately $13 more for the same product sold by a poor-
er-performing sales team if the leader was White as opposed to
Black. Consequently, poor performance, coupled with inadequate
organizational impression management (e.g., not informing stake-
holders about leader characteristics), might unleash racial bias
(Brief, Dietz, Cohen, Pugh, & Vaslow, 2000) and justify customers’
inclination to shun companies for employing Black leaders.

The tendency for poor performance to provoke consumer
stereotyping coincides with recent evidence that failing organiza-
tions appear more likely to appoint Blacks to senior leadership
positions (Cook & Glass, 2013). Consequently, this trend could cre-
ate a perpetual cycle that reinforces stereotypical views that Blacks
1 This number is calculated by multiplying the simple slope of leader race when
performance was low (�1 SD) early in the sample (Time �1 SD) by the number of
home games per year (8 in the NFL and 41 in the NBA) and the average ticket cost
during our panel ($43.37 in the NFL and $40.31 in the NBA). The simple slope is the
difference in the number of customers per outing between firms with Black and
White leaders. Thus, the product yields a rough estimate of the difference in gate
revenue between firms with Black and White leaders. The estimate is inexact because
the average cost of tickets purchased may not coincide perfectly with the average cost
of tickets available (i.e., a team may sell more cheap seats than the expensive ones, or
vice versa).
are unfit for leadership. In response, we urge businesses to take a
more active role in educating their personnel and the public. This
could help to accelerate the attenuating effect of time seen in our
studies. Moreover, firms that clearly convey commitment to diver-
sity to their stakeholders do not experience the common dip in
market performance following the announcement of a new minor-
ity senior executive (Cook & Glass, 2009). Because leadership talent
extends across social identity groups, organizations are advised to
develop broader views of leadership that transcend leader race
stereotypes (Rosette et al., 2008).
Limitations, future directions, and conclusions

As with any study, there are limitations that should be acknowl-
edged. For example, there is uncertainty that our conclusions gen-
eralize to other stereotyped groups not studied here (e.g., women,
the disabled, LGBT individuals, and the obese). Though we antici-
pate a good degree of generality, there is likely some systematic
variability as well. In some support of generalizability, King,
Shapiro, Hebl, Singletary, and Turner (2006) observed that obese
shoppers reported higher interpersonal discrimination than their
non-obese counterparts, particularly when high justifications for
prejudice were present (e.g., obesity due to personal reasons such
as overeating). Nevertheless, we encourage additional research to
better clarify the applicability of our findings to leaders from other
stigmatized groups. Also, researchers might investigate further
moderators (status-related and otherwise) to identify other factors
(e.g., physical appearance; Livingston & Pearce, 2009) that might
motivate the inhibition of racial stereotypes to Black leaders and
their companies.

Despite these limitations, there are several important conclu-
sions that can be drawn from this study. Overall, our research sug-
gests consumers respond unfavorably to Black leaders only when
they are motivated to apply instead of suppress racial stereotypes.
Otherwise, prospective customers do not appear to base their pur-
chasing behavior on whether a company leader is Black or White.
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