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Abstract 

Despite the psychological benefits of authenticity, Black employees within predominantly White 

organizations often face the dilemma of whether to downplay versus highlight their social identity. Our 

research introduces social uncertainty as a unifying lens to understand the reluctance of these employees 

to express their social identity. Highlighting the central role of social uncertainty also helps identify novel 

factors at both the organizational level (authenticity climates) and individual level (perspective-taking) 

that can encourage Black employees to engage in social identity affirmation—authentic expressions of the 

positive aspects of their social identity. To test our hypotheses, we conducted two survey studies, two 

experiments, qualitative interviews, as well as coded text responses to our experimental prompts. Across 

our studies, authenticity climates were associated with greater social identity affirmation by Black 

employees, and this relationship was strengthened when these employees engaged in perspective-taking. 

Consistent with our theorizing, social certainty mediated these direct and moderated effects. In addition, 

social identity affirmation increased Black employees’ organizational involvement. Our experimental 

studies offer causal evidence for the roles of both authenticity climates and Black employees’ perspective-

taking, our qualitative interviews vividly illuminate our hypotheses, and our text response analyses 

provide insight into how authenticity climates operate. Overall, the current research highlights how 

organizations can help Black employees feel comfortable emphasizing and expressing their true selves by 

increasing their social certainty. These findings also have direct implications for organizational leaders, 

providing them with actionable strategies to create more inclusive environments. 

 

Keywords: Authenticity Climate, Social Identity Affirmation, Diversity, Perspective-Taking, Social 
Certainty, Organizational Involvement   
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“I only let people see a part of me. I was raised that you have to be able to live in two different worlds. 
My father said, ‘You need to be able to go in the hood and walk in the hood like you belong there, and 
you need to be able to go to a board room…You have to operate in two different worlds.’ And so how do 
you marry those two worlds together? You know, to be able to be your 100% complete self?”  

– Carla, a Black female accountant 
 

As illustrated by Carla, the decision of whether and how to highlight aspects of one’s social 

identity in the workplace is complex and challenging for Black employees.1 Although Black employees 

now possess more legal protections and resources to combat overt bigotry in the workplace (King et al. 

2013, Boykin et al. 2020), implicit bias and discrimination persist (Payne et al. 2019, Hebl et al. 2020), 

and systemic racism (e.g., racially unequal access to educational, financial resources, as well as 

employment opportunities and outcomes) remains prevalent at both societal and organizational levels 

(Schell et al. 2020, Banaji et al. 2021, Skinner-Dorkenoo et al. 2021). This interpersonal and structural 

intolerance often manifests in the devaluation of Black employees, from their appearance to their 

professional contributions (Ray 2019, Wilkerson 2020). Driven by concerns about highlighting 

differences, reinforcing negative stereotypes, and facing social rejection, Black employees frequently 

refrain from expressing their social identity (Dumas et al. 2008, Phillips et al. 2009).  

Although there is an understandable tendency to downplay one’s social identity, the freedom to 

express it can help employees from marginalized social groups construct positive self-concepts and fulfill 

the essential human needs for dignity and control (Hewlin 2003, Roberts 2005). Furthermore, expressing 

one’s social identity can improve psychological well-being, enhance the quality of interpersonal 

relationships, and bolster involvement at work and commitment to one’s organization  (Roberts et al. 

2008, Cha et al. 2019, Dickens et al. 2019, Arnett 2023). Given the benefits of authentically expressing 

one’s social identity and the reluctance of Black employees to do so, the current research explores the 

conditions that can increase social identity affirmation by Black employees. Integrating the concepts of 

positive distinctiveness impression management strategies (Roberts 2005), cultural identity expression 

(Arnett 2023), and authenticity (Cha et al. 2019), we define social identity affirmation as an authentic 

expression of the positive aspects of one’s social identity group. Examples of social identity affirmation 
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include a Black employee sharing songs based on Black culture with their colleagues or wearing an iconic 

“natural” hairstyle highlighting the hair’s naturally kinky texture. 

The competing demands—the pressure to downplay and the desire to express one’s social 

identity—create a significant dilemma for marginalized employees (Hewlin 2003, Roberts 2005, Dumas 

et al. 2008, Phillips et al. 2009, Wessel et al. 2020, Arnett 2023). Early theoretical frameworks examining 

this dilemma focused on how marginalized employees strategically choose to either emphasize or 

downplay their social identities to craft a desired image (Hewlin 2003, Roberts 2005). Subsequent 

frameworks have focused on different factors—including concerns about confirming negative stereotypes 

(Trzebiatowski et al. 2023), experiencing intergroup bias (Lyons et al. 2017) and the power and status 

dynamics between demographically dissimilar individuals (Phillips et al. 2009)—which may influence 

decisions to express one’s social identity (Roberts et al. 2008, Roberts and Creary 2013, Cha et al. 2019, 

Le Forestier and Lewis Jr 2024) and the effects of such disclosures (Phillips et al. 2009). Additional 

frameworks have focused on organizational-level factors and suggested that organizational reward 

systems (Hewlin 2003), organizational climates and values (Roberts 2005, Cha et al. 2019, Leigh and 

Melwani 2022), and formal rules around autonomy (Wessel et al. 2020) influence social identity 

expression. These theoretical frameworks have motivated empirical research examining how individual-

level factors, such as the strength of racial and professional identification (Roberts et al. 2008, Roberts et 

al. 2014) and fears of being seen as disruptive or unprofessional (Cha and Roberts 2019), along with 

organizational-level factors, such as climates that value control and order (Hewlin 2009), influence 

expressions of social identity.  

 By examining a number of individual motivations as well as interpersonal and organizational 

barriers, prior theoretical and empirical work collectively present disparate factors influencing 

marginalized employees’ decisions to express their social identity. However, our review of past research 

reveals a common thread: the interactions marginalized individuals experience are often fraught with 

ambiguity and risk. For example, Hewlin (2009) suggests that marginalized employees downplay aspects 

of themselves more than majority employees because they seek “to avoid any negative publicity that may 
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be associated with expressing unacceptable values” (p. 729). Relatedly, Arnett (2023) describes how self-

disclosures by marginalized employees can risk “eliciting adverse reactions given that majority 

individuals often feel anxious during intergroup interactions” (p. 7). Phillips et al. (2009) also note that 

marginalized individuals may refrain from sharing identity-related information due to “uncertainty as to 

how this information will be interpreted by a status-dissimilar other” (p. 715). As seen in these illustrative 

quotes, researchers have suggested that marginalized employees often refrain from highlighting their 

social identity because they are uncertain whether their colleagues will respond positively or negatively.  

 Synthesizing this past research, we propose a common psychological experience—social 

uncertainty—that underlies the dilemma Black employees face when deciding to downplay or highlight 

that social identity. Social uncertainty is “the degree to which a person’s uncertainty about … their own 

future states and actions depends on their uncertainty about the states and actions of others” (FeldmanHall 

and Shenhav 2019, p. 427). We propose that Black employees’ reluctance to affirm their social identity is 

rooted in uncertainty about how others will react to their identity affirmation. Although the role of social 

uncertainty is implicit in the research reviewed above, it has not been explicitly identified as a critical 

factor driving social identity affirmation decisions (Roberts 2005, Dumas et al. 2008, Hewlin 2009, 

Phillips et al. 2009). Bringing social uncertainty to the theoretical forefront allows us to introduce a 

unifying conceptual lens for understanding why Black employees hesitate to highlight their social identity 

and when they might feel comfortable doing so. Consider the uncertainty that Jada, a Black woman, feels 

when contemplating whether to wear her hair naturally. She may feel unsure about whether her colleagues 

will accuse her of appearing unprofessional or whether they will appreciate her for sporting a hairstyle 

that holds cultural significance within the Black community (Rosette and Dumas 2007, Opie and Phillips 

2015). 

By recognizing social uncertainty as a defining experience for Black employees, the current 

research identifies organizational and individual strategies that can increase the social identity affirmation 

of these employees by increasing their sense of social certainty. Consistent with theoretical perspectives 

suggesting that organizational factors may impact self-disclosure decisions (Roberts 2005, Cha et al. 
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2019), our research proposes that one organizational factor—its climate—increases the social identity 

affirmation of Black employees by reducing their social uncertainty. We emphasize the importance of 

climates that allow for authenticity, in which all employees feel they and others can express their true 

selves.2 Although past work has typically focused on authenticity climates that allow the expression of 

negative emotions (Grandey et al. 2011) or individual characteristics (e.g., being smart or quiet; 

Ostermeier et al. 2022), these conceptualizations of authenticity do not fully address the uncertainties 

marginalized employees face. We extend this prior work by broadening the conceptualization of 

authenticity climates (Jansen et al. 2014) to encompass the experiences of Black employees, aiming to 

understand when they feel safe affirming their social identities. 

Our research also considers an individual-level psychological factor—perspective-taking—which 

we propose will reinforce the positive effect of authenticity climates. Perspective-taking involves 

imagining the world from the perspective of others to comprehend their thoughts, emotions, motivations, 

and intentions (Ku et al. 2015). Perspective-taking is conceptualized as a psychological tool that helps 

individuals anticipate the future states and responses of others (FeldmanHall and Shenhav 2019) and 

distinguish allies from adversaries (Pierce et al. 2013). Perspective-taking may be a particularly valuable 

strategy for Black employees to manage the social uncertainty they experience regarding whether to 

highlight or downplay their social identities as it helps them discern the nature of their organizational 

climates with greater clarity.  

In turn, we suggest that social identity affirmation opens up a pathway to organizational 

involvement by generating psychological resources that enable work engagement (Roberts 2005, Cha et 

al. 2019) and improve workplace relationships (Phillips et al. 2009, Roberts 2012). Crucially, Black 

employees’ organizational involvement can improve job performance, promote healthy work 

relationships, decrease absenteeism, and lower turnover rates (Paterson and O’Driscoll 1990, S. Brown 

and Leigh 1996, Keller 1997, Diefendorff et al. 2002, Hallberg and Schaufeli 2006). 

The current research aims to contribute to several streams of literature by introducing the concept 

of social uncertainty into the discourse. First, it seeks to enhance the field of diversity management, which 
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has traditionally emphasized formal organizational policies designed to reduce social disparities (Dobbin 

and Kalev 2016, Shore et al. 2018). These policies have generally focused on reducing biases among non-

marginalized employees or increasing the numerical representation of marginalized employees without 

explicitly aiming to improve their experiences. Research has also explored a second category of 

initiatives—the effects of pro-diversity and inclusion climates on work-related outcomes, such as work 

attitudes and performance (Hicks‐Clarke and Iles 2000, McKay et al. 2008, Nishii 2012). It is noteworthy 

that these varied initiatives have not emphasized addressing the social uncertainty marginalized 

individuals often encounter and, therefore, do not directly address the fundamental psychological burden 

they experience. In contrast, our approach centers on the psychological experiences of marginalized 

employees and how organizations can enhance their social certainty. Our research thus aligns with the 

recommendations of recent scholars to acknowledge the importance of introducing organizational 

strategies that prioritize the psychological experience of marginalized employees over policies that 

emphasize the economic benefits of diversity (Blader and Yu 2017, Cha et al. 2019, Ely and Thomas 

2020). By focusing on the significance of social uncertainty, our research advances a framework (see 

Figure 1) that identifies how authenticity climates, an organizational factor not specifically designed for 

Black employees but created to include all employees, can help marginalized employees affirm their 

social identity and enhance their organizational involvement.  

The current research also enriches the literature on perspective-taking. Prior research on the role 

of perspective-taking in intergroup relations has focused almost exclusively on the experiences of 

majority group members, with efforts centered on reducing their levels of bias (see Bruneau and Saxe 

2012 as an exception). By highlighting the perspective-taking of Black employees, we emphasize their 

agency in navigating their complex organizational environments (Roberts and Creary 2013). It is crucial 

to clarify that we do not intend to suggest that Black employees bear the sole responsibility for improving 

workplace interactions and experiences. Instead, we aim to understand when Black employees might feel 

empowered to affirm their social identities.  

Social Identity Affirmation and Social Uncertainty  
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Authenticity is defined as the “alignment between a person’s internal sense of self and outward 

behavior” (Roberts et al. 2009, Caza et al. 2018, Cha et al. 2019, p. 634); this internal sense of self can 

include a person’s thoughts, feelings, values, and identities. Authenticity brings many advantages. The 

ability to express one’s inner sense of self at work is vital for well-being (Sheldon et al. 1997, Wood et al. 

2008, Emmerich and Rigotti 2017), life satisfaction (Kifer et al. 2013), and subjective vitality (Lopez and 

Rice 2006). In the workplace, authenticity boosts engagement, commitment, job satisfaction, and 

performance, and reduces turnover (Cable et al. 2013, van den Bosch and Taris 2014).  

Our focus is on a crucial form of authenticity—social identity affirmation. In defining social 

identity affirmation as the authentic expression of the positive aspects of one’s social identity group, we 

have integrated three concepts from past research: authenticity (Cha et al., 2019), positive distinctiveness 

impression management strategies (Roberts, 2005), and cultural identity expression (Arnett, 2023). 

According to Cha et al.’s (2019) conceptualization, authenticity for a person with a stigmatized or less 

valued identity is evident when his or her “outward behavior is aligned with his or her devalued social 

identities” (p. 645). Similarly, we consider social identity affirmation an authentic expression of one’s 

social identity. For example, an authentic expression might involve wearing clothing items that highlight 

one’s social identity instead of dressing in attire more consistent with that of the majority group. 

We also draw on Roberts’ (2005) positive distinctiveness impression management strategy, which 

involves “claiming one’s social identity while attempting to create a positive social meaning for that 

identity” (p. 696). Social identity affirmation involves positive expressions of one’s social identity, but 

also ones that are authentic. In contrast, positive distinctiveness does not prioritize the authenticity of 

these positive expressions. Instead, it focuses on how such expressions are aimed at strategically 

managing impressions and, as a result, may not always be genuine.  

Finally, our approach draws from Arnett’s (2023) notion of cultural identity expression, which 

“involves sharing intimate feelings, inner thoughts and views, and personal experiences that are relevant 

to one’s inner self…in a manner that pertains to one’s cultural background” (p. 1888). Similar to cultural 

identity expression, our conceptualization of social identity affirmation includes rich and meaningful 
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identity expressions instead of surface-level glimpses of one’s social identity. However, our 

conceptualization differs theoretically and empirically by marginalized group members’ decisions to 

express their social identity rather than the responses of majority group members. We focus specifically 

on Black employees’ behavioral expressions and the individual and organizational factors that promote 

these expressions. Moreover, unlike cultural identity expression, where negative expressions (e.g., 

expressions that highlight negatively-valenced experiences with one’s identity) are included in the 

concept, our definition adopts a more positive orientation, using the term affirmation to emphasize 

expressing positive aspects and dispelling negative beliefs about one’s social identity group. Given the 

nuanced and slightly different meanings of these past constructs, we adopt the term social identity 

affirmation to encompass components of these related concepts and to precisely reflect our core construct. 

Past research demonstrates that social identity affirmation improves the psychological well-being 

of marginalized employees and leads to more inclusive behaviors by majority colleagues (Roberts et al. 

2008, Arnett 2023). However, marginalized employees face considerable difficulties when contemplating 

whether to engage in social identity affirmation (Bell 1990, Hewlin 2003, Roberts 2005, Dumas et al. 

2008, Phillips et al. 2009, Rosette et al. 2016, Lyons et al. 2017, Cha et al. 2019, Wessel et al. 2020). 

Generally, social environments are filled with ambiguity because people find themselves unsure about 

their own future circumstances, which is compounded by the lack of clarity about others’ intentions and 

motives (FeldmanHall and Shenhav 2019). Black employees, in particular, experience heightened levels 

of social uncertainty because their marginalized social identity can trigger a wide range of reactions from 

others. 

Although legislation since the Civil Rights Act has given Black individuals the rights and means 

to fight workplace bias (King et al. 2013, Boykin et al. 2020), highlighting one’s social identity continues 

to carry significant risks for Black employees. Discrimination remains prevalent at institutional levels 

(Hebl et al. 2020), and because Black employees are stereotyped as aggressive and professionally 

incompetent (Rosette et al. 2016), they face social and professional rejection (Phillips et al. 2009, Phillips 

et al. 2018, Wessel et al. 2020). Black employees also often learn about such discrimination the ‘hard 

Page 9 of 64



THE EFFECTS OF AUTHENTICITY CLIMATES AND PERSPECTIVE-TAKING 10 
 
 

way’, not through open discussions with colleagues and superiors, but by experiencing discrimination 

throughout the entire employment cycle (for reviews, see Jones et al. 2016, Avery et al. 2018). In the 

recruitment and selection stages, Black applicants are less likely to receive callbacks for educational and 

employment positions (Bertrand and Mullainathan 2004, Milkman et al. 2012) and are more likely to 

receive lower starting and negotiated salary offers than White applicants (Hernandez et al. 2019). During 

evaluation and promotion stages, Black employees’ work performance often receives heightened scrutiny 

and is more negatively evaluated (DeSante 2013, Hall et al. 2019, Settles et al. 2019). These daily 

experiences are compounded by the threat triggered by salient, racially-charged societal events (Leigh and 

Melwani 2022).  

Overall, this prior research suggests that Black employees experience high levels of social 

uncertainty when considering whether to affirm their social identity. We next consider whether and how 

diversity initiatives, such as authenticity climates, can effectively alleviate the social uncertainty 

experienced by Black employees, which could, in turn, enable them to affirm their social identities in the 

workplace. 

Diversity Initiatives 

Formal Organizational Policies  

Extensive research has examined the effectiveness of a variety of diversity initiatives. One 

category of initiatives, broadly speaking, has centered on implementing formal organizational policies to 

reduce social disparities. Diversity training, for example, primarily targets the biases of non-marginalized 

employees who typically dominate leadership and decision-making positions (Dobbin and Kalev 2016). 

Other policies have focused on increasing the representation of marginalized employees in organizations 

and senior positions (Ely and Thomas 2001, Pless and Maak 2004, Shore et al. 2011, Mor Barak 2015). 

Despite well-meaning intentions, these policies have yielded mixed results and have even led to backlash 

toward marginalized employees (Konrad et al. 1992, Dobbin and Kalev 2016, Chang et al. 2019). 

Moreover, it is noteworthy that these policies do not explicitly focus on improving the experiences of 
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marginalized employees. This is particularly evident in their failure to address the lack of respect they 

face (Ely and Thomas 2020), as well as the social uncertainty associated with the self-disclosure dilemma.  

Pro-Diversity and Inclusion Climates  

A second category of initiatives focuses on organizational climates that encourage the inclusion 

of diverse voices and opinions (Pless and Maak 2004, Shore et al. 2011, Cha et al. 2019). Organizational 

climates describe the shared conventions and perceptions within a work group or organization for how 

members should express themselves and interact (Ashforth and Humphrey 1993, Bartel and Saavedra 

2000, Schein 2000, Kelly and Barsade 2001, Grandey et al. 2011, Ostroff et al. 2013) and capture 

employees’ perceptions of their environment (van Knippenberg et al. 2013). Of particular relevance to the 

current research are pro-diversity climates and inclusion climates. 

Pro-diversity climates refer to perceptions that “an employer utilizes fair personnel practices and 

socially integrates underrepresented employees into the work environment” (Kossek and Zonia 1993, 

McKay et al. 2008, p. 350). Employees from marginalized groups who work in organizations with a pro-

diversity climate exhibit more positive work attitudes, reduced turnover intentions, and decreased racial-

ethnic performance differences (Hicks‐Clarke and Iles 2000, Hopkins et al. 2001, McKay et al. 2007, van 

Knippenberg et al. 2013). Similarly, inclusion climates are characterized by equitable employment 

practices, the inclusion of marginalized employees in decision-making processes, and their social 

integration (Kossek and Zonia 1993, Ely and Thomas 2001, McKay et al. 2008, Mor Barak 2015). 

Inclusive climates improve work outcomes, such as reducing group conflict and increasing group 

satisfaction in gender-diverse groups (Nishii 2012). Overall, research has begun to demonstrate that 

organizational climates can improve the workplace experiences of marginalized employees. However, the 

focus has not been on their ability to be authentic at work.  

Our research builds upon and departs from previous work on pro-diversity and inclusion climates. 

In particular, although pro-diversity climate research acknowledges the importance of integrating 

marginalized employees to enhance their acceptance, the empirical emphasis of the research has been on 

personnel practices rather than on the experiences of marginalized employees themselves (McKay et al. 
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2008, Nishii 2012, Holmes et al. 2021). In contrast, research examining inclusion climates specifically 

includes a theoretical and empirical component that explores ways marginalized employees can be 

socially integrated at the workplace. This component measures various aspects of integration, such as the 

extent to which climates allow employees to emphasize their true selves (which aligns with our primary 

construct of interest), value work-life balance, and commit resources to resolve conflicts (Nishii 2012). 

Although this comprehensive conceptualization captures a broad form of integration, it inherently 

includes aspects not directly related to authenticity. Given our desire to understand and alleviate 

marginalized employees’ social uncertainty surrounding affirming their social identity, we distill and 

examine the authenticity component of inclusion climates. 

Authenticity Climates  

We conceptualize authenticity climates as climates that allow employees to act in accordance 

with their true selves (Jansen et al. 2014, Ostermeier et al. 2022). Research has demonstrated that 

authenticity climates are associated with positive workplace outcomes. In one study involving healthcare 

providers, climates that allowed for authentic expressions of negative emotions reduced the adverse 

effects of emotional labor, which then decreased burnout (Grandey et al. 2011). Additionally, in research 

by Ostermeier et al. (2022), employees rated the extent to which their organization allowed them to be 

authentic based on personal attributes such as being smart or quiet. The research found that authenticity 

climates were linked to increased organizational identification, resulting in heightened satisfaction, 

decreased burnout, and engagement in citizenship behaviors.  

Despite these promising results, this research has centered on employees’ ability to reveal their 

negative emotions (Grandey et al. 2011) or personal characteristics (Ostermeier et al. 2022). These more 

limited conceptualizations of authenticity do not speak to Black employees' social uncertainty when 

contemplating whether to affirm their social identity. Therefore, we examine a broader conceptualization 

of authenticity climates, one in which employees are free to act in accordance with their true selves, 

including sharing aspects of their marginalized social identities.  
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We propose two reasons why authenticity climates will reduce the social uncertainty experienced 

by Black employees, thereby enabling them to affirm their social identities. First, because climates create 

a shared sense of meaning by promoting understanding, enabling communication, and guiding employee 

behavior (Beus et al. 2018), authenticity climates clarify to Black employees that affirming their social 

identities will likely be positively acknowledged rather than punished (Thomas et al. 2011, Lyons et al. 

2017). This implicit acceptance of social identity affirmations within authenticity climates may contribute 

to their sense of security that they have a positive standing within the organization (Phillips et al. 2009, 

Blader and Yu 2017), which can further mitigate the perceived risks of affirming one’s marginalized 

social identity.  

Second, it is noteworthy that authenticity climates are not exclusive to a single social group. 

Instead, they establish the expectation that all organizational members are free to act authentically. 

Because marginalized employees are not the focus of the climate, their non-marginalized colleagues will 

likely be more comfortable disclosing aspects of their identities. This, in turn, provides Black employees 

with additional insights and certainty into how their social identity affirmations will be received. Thus, we 

predict that Black employees working within authenticity climates will feel more at ease affirming their 

social identity because they will possess greater social certainty about how to navigate the social 

landscape within their organization. 

Hypothesis 1a (H1a): Authenticity climate is positively associated with the social identity 
affirmation of Black employees. 
 
Hypothesis 1b (H1b): Social certainty mediates the relationship between authenticity climate and 
social identity affirmation of Black employees. 
 

The Facilitating Role of Perspective-Taking 

We propose that perspective-taking is a psychological tool that can further facilitate the ability of 

authenticity climates to reduce social uncertainty and thus increase the social identity affirmation of Black 

employees. Perspective-taking is a cognitive process involving actively considering other viewpoints (Ku 

et al. 2015). Research has shown that perspective-taking improves intergroup relationships (Galinsky et 

al. 2005, Todd and Galinsky 2014, Wang et al. 2014), enhances interpersonal interactions (Todd et al. 
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2011), and improves workplace performance, including negotiations, teamwork, shared decision-making, 

and problem-solving (Parker and Axtell 2001, Hoever et al. 2012, Li et al. 2018, Longmire and Harrison 

2019). However, it is important to note that perspective-taking can also lead to adopting protective 

strategies in more competitive contexts. In such contexts, perspective-taking prompts distrust (Sun et al. 

2021), competitiveness (Klimecki et al. 2020), and unethical behavior (Pierce et al. 2013). Therefore, 

perspective-taking is seen as a tool that increases individuals’ understanding of their social environment 

(Hoever et al. 2012): perspective-taking improves individuals’ ability to predict others’ future states 

through controlled inference, a process of updating initial impressions with new information 

(FeldmanHall and Shenhav 2019). As such, perspective-taking helps individuals understand and navigate 

mixed-motive social environments, enabling them to discern friends from foes and react accordingly 

(Galinsky and Schweitzer 2015, Ku et al. 2015). 

Earlier, we predicted that as organizational climates become increasingly supportive of 

authenticity, Black employees will be more inclined to affirm their social identity because they feel more 

certain that these expressions will be accepted. Within authenticity climates, perspective-taking by Black 

employees offers an additional means of creating social certainty. By enhancing Black employees’ 

understanding of the social landscape and enabling them to make better predictions of their colleagues’ 

behaviors, perspective should strengthen the positive relationship between authenticity climates and social 

certainty. Furthermore, due to this enhanced social certainty, Black employees are likely to perceive 

expressing their social identity as less risky and affirm their social identities (Thomas et al. 2011, Lyons 

et al. 2017). Overall, we propose that the relationship between authenticity climates and Black 

employees’ social identity affirmation will be stronger as their levels of perspective-taking increase, with 

this effect mediated by their social certainty. 

Hypothesis 2a (H2a): The positive relationship between authenticity climate and Black 
employees’ social identity affirmation is stronger as they engage in higher levels of perspective-
taking. 
 
Hypothesis 2b (H2b): Black employees’ perspective-taking moderates the mediated relationship 
between authenticity climate and social identity affirmation through social certainty, such that the 
mediation is strengthened as their perspective-taking levels increase. 
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Organizational Involvement 

Finally, we consider the implications of authenticity climates, Black employees’ perspective-

taking, and their social identity affirmation on their overall organizational involvement (Roberson 2006, 

Boekhorst 2015, Ferdman 2017), defined as the extent to which employees associate their self-image with 

their organization and its performance (Lawler and Hall 1970, Kanungo 1982). Employees who 

demonstrate high levels of organizational involvement dedicate considerable effort to their job 

responsibilities (Janssen 2003), actively pursuing the necessary resources to accomplish their goals 

(Hobfoll 2001). As a result, organizational involvement is linked to improved job performance, healthy 

work relationships, decreased absenteeism, and lower turnover rates (Paterson and O’Driscoll 1990, S. 

Brown and Leigh 1996, Keller 1997, Diefendorff et al. 2002, Hallberg and Schaufeli 2006). Considering 

these benefits, it is valuable to understand what motivates organizational involvement by marginalized 

employees, particularly because these individuals often exhibit lower levels of involvement and 

experience higher turnover rates (Hofhuis et al. 2014).  

Importantly, employees’ organizational involvement is tied to the belief that their organization 

offers meaningful and fulfilling experiences (M. Brown 1969). We propose that because authenticity 

climates, in combination with Black employees’ perspective-taking, increase social identity affirmation, 

they provide avenues for Black employees to fulfill basic human needs (Stevens and Fiske 2011). First, 

social identity affirmation can improve interpersonal relationships, which enhances a sense of belonging 

and reduces feelings of alienation (for thorough reviews, see Swann Jr 1990, Swann Jr et al. 2004). For 

example, when marginalized employees affirm their social identities, non-marginalized employees hold 

them in higher regard, feel closer to them, and view interactions with them as valuable learning 

opportunities (Arnett 2023). Moreover, the mutual disclosure of personal information can foster more 

intimate relationships (Jourard 1959, Collins and Miller 1994, Phillips et al. 2009, Roberts 2012). Second, 

substantial research indicates that expressing one’s true self at work increases motivation and energy 

(Hewlin 2003, Roberts 2005, Hewlin 2009, Phillips et al. 2009, Roberts et al. 2009, Roberts 2012, Cha et 
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al. 2019). This, in turn, equips employees with psychological resources to actively engage at work (Kahn 

1990) and to fulfill needs such as self-worth and collective esteem (Hewlin 2003, Roberts 2005, Roberts 

et al. 2008, Roberts and Creary 2013). Consistent with our arguments, studies have demonstrated that 

authenticity is associated with work involvement (Cable et al. 2013, van den Bosch and Taris 2014) and 

that social identity affirmation contributes to increased organizational commitment (Roberts 2005, Cha et 

al. 2019, Dickens et al. 2019). Therefore, we propose: 

Hypothesis 3a (H3a): Social identity affirmation mediates the relationship between authenticity 
climate and organizational involvement for Black employees. 
 
Finally, consistent with our arguments about the moderating role of perspective-taking, we 

propose that perspective-taking by Black employees will strengthen this mediation: 

Hypothesis 3b (H3b): Black employees’ perspective-taking moderates the mediated relationship 
between authenticity climate and organizational involvement through social identity affirmation, 
such that the mediation is stronger when perspective-taking is higher versus lower. 
 

Research Overview 

The current research employed a mixed-methods approach (Gibson 2017) to test our proposed 

model (see Figure 1). We conducted two surveys and two experiments to examine our hypotheses. Study 

1 surveyed Black accounting professionals. Studies 2-4 involved working adults from various industries 

to enhance external validity. To establish their causal impact, Study 2 manipulated authenticity climate 

and Study 4 manipulated perspective-taking by Black employees. Finally, Studies 3 and 4 explored social 

certainty as the psychological mechanism underpinning our effects. 

To provide real-world illustrations for understanding the patterns identified in our studies, we also 

collected qualitative interviews (Kim and Miner 2007, Kapoor and Klueter 2014, Wang et al. 2021). 

Specifically, we conducted focus group interviews with 22 Black professionals (Round 1) and followed 

up with individual interviews with 14 Black professionals (Round 2). We included only participants who 

worked in White-majority workplaces. The first round of interviews elicited stories about how Black 

professionals navigated their workplace relationships, made decisions to affirm their social identities, and 

were involved within their organizations. To provide insight into concepts that received less attention in 
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the initial round, we revised the interview protocol to emphasize how Black employees perceive and 

respond to authenticity climates, how their perspective-taking operates, and the significance of social 

certainty. Section A of the Supplemental Online Materials (SOM) outlines the recruiting procedure, 

interview protocols, and participant demographics. Two authors read each transcript, coding for themes 

related to the core constructs: authenticity climates, perspective-taking, social identity affirmation, social 

certainty, and organizational involvement. Drawing from these themes, we offer quotes illustrating the 

constructs in Table 1. We also incorporate quotes at the end of Studies 1, 3, and 4 to offer vivid examples 

of our hypotheses. 

Finally, because authenticity climates are relatively unexplored empirically within the diversity 

literature, we examined participants’ text responses to our experimental prompts in Study 2 to understand 

how authenticity climates operate. We utilized a thematic analysis approach to identify recurring topics 

(Braun and Clarke 2019) because it is effective for uncovering new insights into less-studied phenomena 

(Tracy 2013) that heavily rely on individuals’ sense-making (Sheep et al. 2016). 

Study 1 

Study 1 tested whether authenticity climate is positively associated with Black employees’ social 

identity affirmation (H1a) and whether their perspective-taking moderates the relationship between 

authenticity climate and social identity affirmation (H2a). Furthermore, this study tested whether social 

identity affirmation mediates the relationship between authenticity climate and organizational 

involvement (H3a) and whether perspective-taking moderates this proposed mediated relationship (H3b). 

After presenting our empirical results, we provide illustrative examples of the findings from our 

qualitative interviews.  

Participants 

We recruited participants from attendees at an annual conference of the National Association for 

Black Accountants (NABA).3 Over four days, 125 Black professionals (47.2% male, 48% female, 4.8% 

did not report; Mage = 34.14, SD = 9.68; Mtenure = 4.51, SD = 4.84) employed in White-majority firms in 

the U.S. participated in an online survey. In return, participants were invited to be included in a random 
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drawing for one of ten cash prizes. The SOM Section B summarizes the industries in which participants 

worked across all studies and the measures used. 

Procedure and Measures  

Participants rated their organization’s authenticity climate and their own levels of perspective-

taking, social identity affirmation, and organizational involvement. 

Authenticity Climate. Participants used a 4-item scale to assess their organization’s authenticity 

climate (Jansen et al. 2014). A sample item was “My organization allows me to be authentic (1 = strongly 

disagree to 5 = strongly agree). Their responses were averaged (α = .91). 

Perspective-Taking. We adapted the 5-item scale from Davis (1980). A sample item was “I 

believe that there are two sides to every question and I try to look at them both.” Participants rated the 

extent to which each statement described them on a scale from 0 (does not describe me well) to 4 

(describes me very well), and responses were averaged (α = .70).  

Social Identity Affirmation. We used a 4-item scale adapted from Roberts et al. (2008). A sample 

item was “I would try to represent African Americans in a positive manner.” Participants were asked, 

“How frequently do you use each strategy?” on a scale from 0 (not at all) to 5 (always), and responses 

were averaged (α = .84).  

Organizational Involvement. We used the 4-item scale from Myers and Oetzel (2003). A sample 

item was “I feel involved in this organization.” Participants rated their agreement on a scale from 1 

(strongly disagree) to 5 (strongly agree), and responses were averaged (α = .81). 

Results 

Means, standard deviations, and correlations for the study variables are shown in Table 2.4 We 

ran a linear regression with authenticity climate as the independent variable, perspective-taking as the 

moderator, and social identity affirmation as the dependent variable. No main effects emerged for 

authenticity climate, b = .16, SE = .12, t(121) = 1.38, p = .17, CI 95% [-.07, .39], or of perspective-taking, 

b = .02, SE = .13, t(121) = .15, p = .88, CI 95% [-.24, .28]. However, the authenticity climate × 

perspective-taking interaction was statistically significant, b = .30, SE = .14, t(121) = 2.12, p = .04, CI 
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95%[.02, .59], see Figure 2. When perspective-taking was higher (+1SD), a positive relationship between 

authenticity climate and social identity affirmation emerged, b = .39, SE = .16, t(121) = 2.41, p = .02, CI 

95%[.07, .72]. But when perspective-taking was lower (-1SD), a significant relationship did not emerge, b 

= -.07, SE = .16, t(121) = -.46, p = .65, CI 95%[-.38, .24]. Thus, H2a was supported, but H1a was not. 

Mediation Analyses. We tested our proposed mediation and first-stage moderated mediation path 

analysis using PROCESS in SPSS with 10,000 bootstrap resamples (cf. MacKinnon et al. 2000, Shrout 

and Bolger 2002, Preacher and Hayes 2004). Social identity affirmation did not mediate the relationship 

between authenticity climate and organizational involvement, as the confidence intervals overlapped with 

zero CI 95%[-.07, .39]; thus, H3a was not supported. We then tested whether the mediation between 

authenticity climate and organizational involvement through social identity affirmation was stronger 

when perspective-taking was higher. When perspective-taking was high, authenticity climate was 

positively associated with organizational involvement via social identity affirmation, CI 95%[.01, .18]. 

However, mediation did not occur when perspective-taking was low, CI 95%[-.08, .05] (see Table 3). The 

results supported H3b. 

Study 1 provided partial support for our hypotheses. The effect of authenticity climate on social 

identity affirmation (H1a) and the indirect effect of authenticity climate on organizational involvement 

via social identity affirmation (H3a) were not significant, although they were directionally consistent with 

our predictions. Importantly, perspective-taking strengthened the relationship between authenticity 

climate and social identity affirmation (H2a) and the relationship between authenticity climate and 

organizational involvement via social identity affirmation (H3b). 

Interview illustrations. The interview data provided examples that provide insight into our 

hypotheses. Illustrative of H1a, Keira described how her organization’s climate, which promoted 

authenticity, allowed all members to be themselves. Seeing other members of her organization express 

their authentic selves made her feel more certain that her openness would be welcomed and comfortable 

sharing her true self. 
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They come to work as themselves, whatever that is. For example, a friend who was a 
vegetarian influenced the workplace in a positive way ... Okay, this person is not wasteful, 
so this person makes me not want to use a straw, this person makes me want to recycle and 
makes me not want to use paper plates and things like that. So, just showing up and helping 
them to see, ‘Look at me, I’m a Black person who is on the South Side [of Chicago], you 
see me every day, you know how I roll, you talk to me, maybe that can help you better relate 
to Black people.  

 
Moreover, Keira described actively taking the perspective of her colleagues, “I don't want to 

misunderstand them, or you know, to simplify them all in one you know. The same way I don't want them 

to do [that] towards me,” and how doing so helped her to understand her colleagues, “I'm looking… 

where are the allies or who are the people who I need to stay away from.” This provides more insight into 

H2a—Keira’s social identity affirmations in response to her organization’s authenticity climate were 

likely enhanced by her taking the perspective of her colleagues. 

Similarly, Farrah felt that her workplace’s climate of authenticity made it clear that she could 

affirm her identity, 

When we went out on a firm outing for appreciation week for our particular service line and 
played TopGolf, they played Bobby Valentino [a Black R&B musician]. And one of my White 
counterparts was singing the whole song and he was like, ‘I know you know this song’, and 
I was like, ‘Yeah, I know this song’. I really like to embrace the fact that this is my culture 
and that I’m glad they see it. 

As with Keira, Farrah’s perspective-taking likely helped her to ascertain the supportive nature of 

her organizational climate with more certainty, “I think that we have to try and be receptive toward 

whatever they’re talking about.” She further explained that her affirmations not only promoted 

understanding but also offered her colleagues valuable learning opportunities, 

I think that in public accounting, that as a Black minority, that is my avenue to create [a] 
new perspective for them so I don’t feel guilty about watching [shows like] Scandal or How 
to Get Away with Murder, I love [rapper] T.I. ...I don’t feel guilty doing that because I 
know at the end of the day that I’m creating perspective for them. 

 Over time, her affirmations boosted her organizational involvement, aligning with H3a and H3b. 

I love my Blackness. I’ll express it outward…and once they respect you for what you are 
really here for, then you can move into all these other different things … I have begun to be 
completely okay with who I am, and I think that you become who you are at work, and it 
makes it a little bit easier.  

 
Study 2 
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Similar to Study 1, Study 2 tested H1a, H2a, H3a, and H3b, but utilized a different sample of 

working adults to establish generalizability. Study 2 had four additional objectives. First, whereas Study 1 

provided initial correlational evidence, Study 2 aimed to offer causal evidence by manipulating 

organizational climate through semantic priming, a technique that has been successfully used to 

manipulate constructs and psychological states within social psychology and management research (e.g., 

Galinsky et al. 2003, see also Arnett 2023). Thus, participants were randomly assigned to recall being 

situated in a low or high authenticity organizational climate, after which they described their decisions to 

affirm their social identity and their levels of organizational involvement in their recalled organization. 

Second, Study 2 sought to establish that our proposed effects would be stronger in authenticity climates 

that are more general, as opposed to those specifically emphasizing authentic emotional expressions, as 

explored in previous research (Grandey et al. 2011). We argue that this difference occurs because the 

former is more likely to encompass displays related to social identity. Therefore, in addition to 

manipulating low and high authenticity climates, we also included a high emotional authenticity climate 

condition. Third, instead of using scales to measure outcome variables, participants reflected on their 

social identity affirmation decisions and organizational involvement. Coding these reflections helped to 

minimize scale response biases. Finally, we thematically analyzed participants’ reflections about their 

organizations’ authenticity climates, enabling us to gain deeper insights into their characteristics. 

Participants  

We recruited 169 Black working adults based in the U.S. (51.5% men, 47.3% women, 1.2% non-

binary; Mage = 37.60, SD = 12.23) through Prolific, which provides reliable online samples (Buhrmester et 

al. 2011, Palan and Schitter 2018) in exchange for payment. Most participants were employed in White-

majority organizations (White-majority: 84%; blended-race: 16%). Participants’ average organizational 

tenure was approximately five years (Mtenure = 5.19, SD = 5.42). 

Procedure and Measures 
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Participants were randomly assigned to one of three organizational climate conditions where they 

completed a critical incident recall task adapted from Arnett (2023). They then reflected upon their social 

identity affirmation decisions and levels of organizational involvement. 

Organizational Climate Manipulation. We asked participants about experiences related to their 

organizational climates. In the low authenticity climate condition, we asked participants to “Please think 

about times when the culture in an organization you worked for did not allow you to be authentic and 

express your true self. Describe the shared workplace conventions, daily experiences, and/or specific 

interactions that have led you to describe your workplace culture as not allowing you to be authentic”. In 

the high authenticity climate condition, the prompt was identical except for the italicized portion, which 

was changed to “allowed you to be authentic and express your true self” and “allowing you to be 

authentic.” Similarly, in the high emotional authenticity climate condition, the italicized portion was 

modified to “allowed you to be authentic and express your true emotions” and “allowing you to express 

your emotions.” For each prompt, participants were asked to write at least 350 characters. 

Social Identity Affirmation Reflection. Participants were then asked, “Within the organization 

you recalled, describe the kinds of information you typically share about yourself when interacting with 

White colleagues and whether you share aspects of your true self. Explain the reasons for your response, 

writing at least 250 characters.” Two coders (ICC(2) = .85) rated the extent to which each participant said 

they revealed, affirmed, and educated others about positive aspects of themselves related to their social 

identity group on a 1 (not at all) to 7 (to a great extent) scale. An example coded as ‘1’ read, 

I really didn’t try to share much about myself with Whites because I had a fear of being judged 
even more. I was young so I wasn’t experienced with dealing with professional people yet. So, I 
mostly stayed in my own little quarters and only did what was requested and kept conversations 
to job-related things. 

 
An example coded as ‘7’ read, 

 
I share information about my culture, the type of music I listen to, the types of food I eat, etc. If 
they don't understand things about my culture, I encourage them to ask questions. I also wear 
clothing that express things from my culture. I do not hide or hold back anything from my white 
coworkers. 
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Organizational Involvement Reflection. Participants were then asked, “Within the organization 

you recalled, how involved were you at work? Describe your experience and explain the reasons for your 

response, writing at least 250 characters.” Two coders (ICC(2) = .90) rated how actively engaged and 

involved participants were in organizational activities on a scale of 1 (not at all) to 7 (to a great extent). 

An example coded as ‘1’ read, 

I do my work and I go home. I do not participate in "work culture" in that I don't believe work is 
sincerely happy to have me as a participant in its culture. I can effectively do my work without 
having to embrace or practice a belief system. Ours is a transactional relationship, nothing more. 
 

An example coded as ‘7’ read, 

Within the organization I recalled, I was highly involved in my work. I actively participated in 
team projects, took on additional responsibilities, and sought out opportunities to contribute 
beyond my role. My experience of being involved stemmed from a combination of personal drive, 
a supportive work environment, and a desire to make a meaningful impact. I was motivated to 
excel in my job, driven by a passion for the work we were doing. Additionally, the organization 
fostered a culture that encouraged employees to take ownership, be proactive, and contribute 
their unique skills and ideas. The supportive and collaborative nature of the workplace provided 
a platform for me to showcase my capabilities and take on new challenges. This involvement not 
only allowed me to grow professionally but also instilled a sense of purpose and fulfillment in my 
work, making each day rewarding and inspiring. 

 
Perspective-Taking Measure. Finally, we adapted the perspective-taking scale from Study 1 to 

create a 3-item scale (α = .86). Participants were asked to respond to the following prompt: “The 

following statements inquire about your thoughts and feelings about the White colleagues that you work 

with. For each item, indicate how well it describes you.” (0 = does not describe me well to 4 = describes 

me very well).5 A sample item was “I sometimes try to understand them better by imagining how things 

look from their perspective.”  

Results 

Manipulation check. Two coders assessed the extent to which participants described their 

organizations as allowing them to express their authentic selves with regard to their social identity (1 = 

strongly disagree; 7 = strongly agree; ICC(2) = .96). As expected, a difference emerged between the three 

conditions, F(2, 166) =  203.75, p < .001. Participants in the high authenticity climate condition (M = 

6.06, SD = 1.04) were more likely to write that their organizations allowed them to be their authentic 
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selves with regards to their social identity than were participants in the low authenticity climate (M = 

1.80, SD = 1.27), t(166) =-19.30, p < .001, CI 95%[-4.70, -3.83] and those in the high emotional 

authenticity climate (M = 5.12, SD = 1.29), t(166) =-4.11, p < .001, CI 95%[-1.39, -.49] conditions. 

Effects of organizational climate and perspective-taking on social identity affirmation. Means, 

standard deviations, and correlations for the study variables are shown in Table 4. We performed a multi-

categorical linear regression with two dummy variables for high authenticity climate and high emotional 

authenticity climate, using low authenticity climate as the baseline, their interaction with perspective-

taking, and social identity affirmation as the dependent variable. Main effects emerged for organizational 

climate: participants in the high authenticity climate condition (M = 4.50, SD = 1.90) exhibited more 

social identity affirmation than those in the low authenticity climate condition (M = 3.66, SD = 1.95), b = 

.80, SE = .36, t(163) = 2.24, p = .026, CI 95%[.10, 1.50]. When comparing participants in the high 

emotional authenticity climate condition (M = 4.32, SD = 2.07) with those in the low authenticity climate 

condition, the effect on social identity affirmation was marginally significant, b = .64, SE = .37, t(163) = 

1.72, p = .088, CI 95%[-.09, 1.37]. Moreover, a main effect of perspective-taking on social identity 

affirmation emerged, b = .66, SE = .27, t(163) = 2.46, p = .015, CI 95%[.13, 1.20]. An organizational 

climate × perspective-taking interaction did not emerge when comparing the low authenticity climate 

condition to the high authenticity climate condition, b = -.24, SE = .41, t(163) = -.59, p = .557, CI 95%[-

1.04, .56], or to the high emotional authenticity climate condition, b = -.32, SE = .41, t(163) = -.77, p = 

.440, CI 95%[-1.12, .49]. Thus, H1a, but not H2a, was supported. 

Mediation Analyses. Next, we tested our proposed multi-categorical mediation and first-stage 

moderated mediation path analyses using 10,000 bootstrap resamples (see Table 5). High (versus low) 

authenticity climate promoted organizational involvement via social identity affirmation, CI 95%[.09, 

1.00]; however, mediation did not occur when comparing high emotional authenticity climate to low 

authenticity climate, CI 95%[-.07, .94]. Perspective-taking did not moderate the relationship between 

authenticity climate and organizational involvement via social identity affirmation when comparing high 

to low authenticity climate (index of moderated mediation: CI 95%[-.72, .30]) or when comparing high 
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emotional authenticity climate to low authenticity climate (index of moderated mediation: CI 

95%[-.85, .33]). Thus, H3a, but not H3b, was supported. 

Study 2 provided causal evidence for the effect of authenticity climates on social identity 

affirmation by Black employees. Black employees reported affirming their social identity more in 

organizations with high authenticity climates than those with low authenticity climates (H1a) and 

marginally more than those with high emotional authenticity climates. Compared to low authenticity 

climates, high authenticity climates, but not high emotional authenticity climates, yielded greater 

organizational involvement via social identity affirmation (H3a). In contrast to Study 1, perspective-

taking neither moderated the relationship between organizational climate and social identity affirmation 

(H2a) nor the relationship between organizational climate and organizational involvement via social 

identity affirmation (H3b). Overall, Study 2 supported the proposed direct effects of high authenticity 

climates, but not the proposed moderated effects of perspective-taking. 

Analysis of Responses to Manipulated Prompts. To gain insight into the characteristics of 

authenticity climates and their influence on decisions to affirm one’s social identity, we conducted an 

extensive analysis of participants’ written responses to the manipulated prompts (see Roster 2006, for a 

similar method). We employed a thematic analysis approach, examining the responses within the low and 

high authenticity climate conditions to identify recurring topics, concepts, and patterns (Braun and Clarke 

2019).6 This approach is particularly well-suited for our data because it “allows researchers using 

quantitative methods to incorporate open-ended measures into their designs” (Boyatzis 1998, p. vii). As a 

result, it facilitates an understanding of less-studied phenomena, such as authenticity climates, that have 

not been a primary area of empirical investigation within the diversity management literature. 

Adopting a procedure similar to that used by Kang et al. (2016) and Smith et al. (2019), one 

author generated a list of themes from participants’ descriptions of their organizational climates. 

Subsequently, three authors engaged in an iterative process, moving among the descriptions, the initial 

themes, and existing concepts within the diversity management and authenticity climate literature. They 
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remained open to additional themes that emerged from the data while forming a conceptual understanding 

of the data. Any discrepancies in the coding process were resolved through discussion.  

We developed a list of first-order thematic codes from this process that organized participants’ 

descriptions of their organizational climates into distinct categories. These first-order codes were then 

further categorized into two second-order conceptual dimensions, namely 1) social identity-related 

interpersonal dynamics and 2) organizational support for social identity expressions. This analysis 

allowed for a more comprehensive understanding of the characteristics of authenticity climates and how 

they affect social identity affirmation. Below and in Table 6, we provide details of each conceptual 

dimension and thematic code in the high and low authenticity climate conditions.  

Social identity-related interpersonal dynamics. This conceptual dimension refers to how the social 

identity of marginalized employees influenced their relationships and interactions with their non-

marginalized colleagues (Dumas et al. 2008). Participants described these dynamics in three ways. The 

first theme was a sense of safety in expressing one’s social identity—the extent to which participants felt 

they could disclose their social identity without reprimand or backlash. In low authenticity climates, 

participants like Terry experienced a lack of safety when expressing their true selves. 

Being your “true self” is being vulnerable, and while some people probably wouldn’t expect 
that in the workplace, it can be extremely needed at times. You have to figure out how to 
network and form relationships with coworkers and clients alike ... So, I had to put up a bit 
of a mask the whole time because I wasn’t exactly sure who I could trust, and if there was 
someone, they never showed themselves to me. 

 
In contrast, in high authenticity climates, participants like Albert reported feeling safer, with the 

clarity that he did not need to downplay his social identity, 

I used to come to work at [a retail store], hop on the truck and start blasting my music … 
Now it was still a job and we still had to work but we could play music, dance, have a good 
time and still get the work done efficiently. I wasn't worried about anyone complaining or 
badmouthing me behind my back since I was allowed to do my thing as long as I was getting 
work done, which I always did. 

Interestingly, both Terry and Albert noted that they looked for cues from their environment about 

how others would react to their social identity affirmations. 
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Second, a difference emerged between low and high authenticity climate conditions with regard 

to stereotype-based judgments—the extent to which participants felt that colleagues stereotyped them 

when elements of their social identity were salient or highlighted (e.g., their appearance, behaviors, 

speech, or dress). For instance, Jonathan, in the low authenticity climate condition, expressed,  

I had shoulder-length [hair] at the time in 'twists' or 'dreadlocks', It was brought to my 
attention that someone commented saying that my chance of recruitment for public relations 
endeavors shouldn't be as high due to my hair, which they personally found unkempt and 
messy. I was actually asked by my upper management to not be 'as ethnic and urban' as 
some people were made uncomfortable by it. 

 
Josephine, in the high authenticity climate condition, did not feel judged based on stereotypes, 

I would say my current work culture lets me be myself freely. Our workplace is very diverse 
and there is no judgment on anyone about their background or race. I am able to wear my 
hair how I want, and dress how I want (as long as it’s [sic] appropriate) and I feel no 
judgment from others about how I talk, my race, or anything else of that nature. Everyone 
accepts me for how I am and vice versa. 

Finally, a difference emerged in how social identity-related conversations were tolerated. In low 

authenticity climates, participants reported a lower acceptance for discussions about social-identity related 

topics, such as cultural customs or preferences. As Susannah described,  

I've felt pressure to conform to certain workplace norms that didn't align with my true self. 
For example, I once worked in an office with a mandatory business attire and a passive 
communication style. These conventions made me feel inauthentic, and daily experiences 
like small talk and social events reinforced this feeling. Interactions with colleagues who 
didn't value diversity of thought or expression also contributed to a culture that didn't allow 
me to be authentic. 

Conversely, in high authenticity climates, conversations about topics related to participants’ 

social identities were not only tolerated but embraced. As Janice recounted, 

The organization I worked for allowed everyone to be their true self. It was very diverse, 
and it also allowed us as employees to learn from and respect each other. There were 
Jewish, Muslims, Catholics, and other religions. Being the person I am, I would always talk 
to those that believed differently from myself, to search for the similarities and the 
differences between us. It was very enjoyable. At times, we were able to agree to disagree 
with no harsh words ever spoken.   

Organizational support for social identity expressions. The second conceptual dimension we 

identified was the extent to which organizations supported marginalized employees’ social identity 

affirmations (Roberts 2005, Burris et al. 2008, Hewlin et al. 2017, Cha et al. 2019). Participants 
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characterized this support in two ways. The first emergent theme was supportive leader behavior—

whether leaders were receptive and encouraging of social identity affirmations. In low authenticity 

climates, participants described leaders who discouraged these affirmations. As Michael noted,  

When I worked at a corporate office, I felt pressure from management and higher-ups to 
conform to the “corporate culture”. In meetings, my opinions were often dismissed by 
senior-level employees. I found myself feeling like I was constantly censoring my ideas and 
views in an effort to maintain a professional image. The dress code was very strict, so that 
I felt like I had to get rid of any form of individuality or personal style. The environment I 
worked in felt dull and stifling, and I felt my true personality had no place in it. This made 
it difficult for me to put my best foot forward and be my true self, as anything outside the 
prescribed corporate culture was considered disruptive and unprofessional.  

 
Conversely, Rodney, situated in a high authenticity climate, found his superiors supportive,  

[In] my office we are encouraged to be our authentic selves. So, from day one, I have always 
felt like I could be honest in my behavior and my language. It is a daily experience of feeling 
free to be open. We have open communication among team members, and we all enjoy each 
other's opinions and respect the differences we have. It starts with our leadership who 
created this environment for our staff.  

 
The second theme was the degree to which organizations established inclusive practices and 

policies designed to ensure equal access to resources and opportunities. These practices enabled 

marginalized employees to bring their full selves to work (Nishii 2012, Shore et al. 2018). In low 

authenticity climates, participants like Noah, reported policies and practices that enforced conformity. 

Employees had to strictly adhere to the rules and regulations. It prevented me from being 
myself almost [all of] the time, the focus was on maintaining the same kind of working 
environment. Ideas and opinions from employees were often discouraged or not considered 
in decision making since the top-level management was very focused on achieving its goals 
and objectives. I had to always keep mute even though I had perceptions and suggestions 
that could help the overall performance of the organization. This often prevented me from 
being myself working for this organization.  

 
In contrast, Micah, situated within a high authenticity climate, described policies and practices 

that allowed employees to be themselves, 

Several employees and myself proposed that the company allow Juneteenth to become a 
floating holiday (optional holiday) that employees can get paid time off if they want. The 
company was willing to listen to our request and eventually implemented. It showed the 
company respect and appreciated my culture. Also, it was willing to make a significant 
change in order to accommodate our request.  
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This thematic coding of participants’ written responses illuminates the characteristics of 

authenticity climates that facilitate social identity affirmation. The analyses revealed that high authenticity 

climates differed from low authenticity climates in terms of the interpersonal dynamics that Black 

employees experienced and the organizational support they received to be authentic. In high authenticity 

climates, participants reported interactions in which they felt safe expressing their social identity, did not 

feel judged based on stereotypes, and felt their social-identity related conversations were encouraged. 

Additionally, in high authenticity climates, leaders actively supported inclusiveness and authenticity and 

the organization had practices and policies that facilitated these values.  

The thematic coding also revealed some underlying patterns related to social uncertainty. In low 

authenticity climates, participants expressed uncertainty about how their social identity affirmation would 

be received. For instance, Terry indicated that the organizational climate made it difficult for her to 

understand whom to trust, and similarly, Maya (referenced in Table 6) spoke of “feeling on eggshells.” 

Additionally, because employees in low authenticity climates were often discouraged from disclosing 

specific aspects of their social identity, they frequently felt unsure whether they could highlight other 

aspects of their social identity, to whom, and under what circumstances because, for any given instance, 

their self-disclosures may or may not be met with censure. For example, after being advised not to be ‘as 

ethnic and urban,’ Jonathan wondered what other parts of his behavior could lead to further retribution. In 

contrast, employees in high authenticity climates felt more certain that expressing their true selves would 

be met with acceptance and encouragement rather than backlash and rejection. In sum, Study 2 cast light 

on the characteristics and effects of authenticity climates and suggestively raised the issue of social 

uncertainty as a driving psychological mechanism in participants’ social identity affirmation decisions. 

Studies 3 and 4 quantitatively examined the role of social uncertainty in social identity affirmation.  

Study 3 

 Studies 1 and 2 provided partial support for our hypotheses. Study 1 found evidence that the 

effect of authenticity climates on social identity affirmation and organizational involvement was stronger 

when Black employees were high on perspective-taking; however, the direct effect of authenticity climate 
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was not statistically significant. In Study 2, the causal effects of authenticity climate were significant, but 

perspective-taking did not moderate the relationship. Similar to Studies 1 and 2, Study 3 again examined 

the impact of authenticity climate on social identity affirmation (H1a) and whether perspective-taking 

strengthened this effect (H2a). We also tested whether our new proposed mechanism, social certainty, 

mediated these relationships (H1b and H2b). In Study 2, perspective-taking may not have moderated the 

effect of authenticity climates because the measure was collected after assessing our outcome variables; 

therefore, we assessed perspective-taking before measuring our outcome variables. As in Study 1, we 

used our qualitative interviews to help illustrate our findings.  

Participants 

We recruited 227 Black employees in various industries (36.6% men, 62.1% women, 1.3% prefer 

not to say; Mage = 38.74, SD = 10.45) based in the U.S. through MTurk and Prolific in exchange for 

payment. Most participants were employed in White-majority organizations (White-majority: 81.5%; 

blended-race: 18.5%) for approximately seven years (Mtenure = 6.94, SD = 6.16).  

Procedure and Measures 

Participants rated their organization’s authenticity climate and their own levels of perspective-

taking, social certainty, and social identity affirmation. 

Authenticity Climate. Participants responded to the same scale from Study 1 (α = .91). 

Perspective-Taking. Participants responded to the same scale from Study 2 (α = .76).  

Social Certainty. We developed a 5-item measure to assess participants' certainty when 

navigating their organizational relationships.7 Sample items included “I know how to navigate social 

interactions in my organization” and “I know whom I can trust in my organization.” Participants rated 

their agreement from 1 (strongly disagree) to 5 (strongly agree) and responses were averaged (α = .73). 

Social Identity Affirmation. Participants responded to a similar scale from Study 1 (α = .86). We 

revised the instructions, asking participants to “Imagine your future interactions with your White 

colleagues” and to consider “How often would you behave in the ways listed below?” An example 

behavior was “I would try to represent Blacks in a positive manner.” (1 = not at all to 6 = always).  
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Results 
 

Means, standard deviations, and correlations for the study variables are shown in Table 7. We ran 

a linear regression to test the effects of authenticity climate and perspective-taking on social identity 

affirmation. Main effects emerged for both authenticity climate (supporting H1a), b = .35, SE = .09, 

t(223) = 4.08, p < .001, CI 95%[.18, .52] and perspective-taking, b = .45, SE = .10, t(223) = 4.26, p < 

.001, CI 95%[.24, .65]. The authenticity climate × perspective-taking interaction was in the predicted 

direction, but not statistically significant, b = .16, SE = .10, t(223) = 1.66, p = .098, CI 95%[-.03, .35]; see 

Figure 3. Thus, H1a was supported, but H2a was not supported. 

Mediation Analyses. Authenticity climate promoted social identity affirmation via social 

certainty, 95% CI [.002, .15], supporting H1b. However, the mediation was not stronger when 

perspective-taking was higher versus lower. Thus, H2b was not supported (see Table 8).  

Interview illustrations. The experiences of our interviewees also speak to our findings on social 

certainty. For instance, Emmett described his organization’s climate as discouraging authentic behavior, 

We have had panel discussions with partners…and some of the stuff they were saying…what 
I took from them was, ‘Don’t be the things that you might have grown up to be, what you 
may just be naturally.’  

This left Emmett uncertain about how he should behave around his colleagues, 

As a Black male, we are already physically intimidating, so you don’t want to be seen as 
too imposing…Don’t be too loud, be mindful of the way that you speak… And you get home 
from work, and you are like ‘huh’, it has got to the point where, I am who I am, I am going 
to do the best that I can do, but it is like, ‘What do you want me to come [to work] looking 
like? Donald Trump?’ 

Consequently, Emmett did not feel comfortable affirming his social identity, 

I kind of feel bad about admitting this but when [coworkers] started inviting me to lunch, 
and if I drove, I would turn it to another station, I would turn it to NPR or talk radio, I would 
not listen to what I would normally play or when I pulled into the parking lot, I would roll 
my windows up or turn my music down. 

On the other end of the spectrum, Anthony described his organization’s climate as allowing him 

to be himself, “In [my] organization, it's very open and accepting to all things.” He also characterized 

himself as someone who actively takes the perspectives of others, 
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I’ve been raised on military bases and been around people from all different cultures, so I 
always try to see from their perspective. Probably 100% of the time, because everyone, even 
people in my family, we all have different ways that we see a situation. 

 
 Anthony then expressed certainty that he would not be judged for affirming his social identity, 
 

And I say that because I’m a Black gay man and I don't have to hesitate whatsoever to talk 
about my relationship or what's going on in life, as no one, no one judges. 

 
These quotes suggest that authenticity climate may motivate Black employees’ social identity 

affirmation by offering them more certainty about how managers and colleagues might respond to their 

affirmations. The quantitative findings in Study 3 provide support for our hypotheses. First, authenticity 

climate was positively associated with social identity affirmation (H1a). Second, this relationship was 

mediated by social certainty (H1b). However, while directional, perspective-taking did not moderate the 

direct effect and the mediated link between authenticity climate and social identity affirmation (H2a and 

H2b). Finally, the illustrative quotes provide further nuance into the proposed dynamics by highlighting 

the central role of social certainty. 

Study 4 

Our prior studies provided correlational evidence that perspective-taking by Black employees 

moderates the link between authenticity climates and their social identity affirmation. Study 4 

manipulated perspective-taking to demonstrate its causal role. As in Study 3, we examined the effect of 

authenticity climates on social identity affirmation (H1a), whether perspective-taking strengthened this 

effect (H2a), and whether social certainty mediated these proposed relationships (H1b and H2b). 

Participants and Procedure 

We recruited 227 Black working adults working in various industries (55.1% men, 44.5% 

women, .4% non-binary; Mage = 34.57, SD = 8.48) based in the U.S. through MTurk and Prolific in 

exchange for payment. Most participants were employed in White-majority organizations (White-

majority: 85%; mixed-race: 15%). The average organizational tenure was about six years (Mtenure = 5.71, 

SD = 5.75). Participants first rated their organization’s authenticity climate. We then manipulated their 

perspective-taking and measured their levels of social certainty and intended social identity affirmation. 
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Authenticity Climate. The same scale from Studies 1 and 3 was used (α = .94). 

Perspective-Taking Manipulation. Adapted from past research (Galinsky et al. 2008, Wang et al. 

2018), half of the participants were randomly assigned to the control condition. They were instructed to 

“please compose a brief passage describing a typical interaction with the White colleagues that you work 

with.” The other half were assigned to the perspective-taking condition, given the same instructions and 

also told, “When constructing the passage try to take their perspective. That is, go through the interaction 

in their shoes, as if you were them.” All participants were asked to take 3-5 minutes to complete their 

passages. 

Social Certainty. Participants responded to the same scale from Study 3 (α = .85). 

Social Identity Affirmation. Participants responded to the same scale from Study 3 (α = .82). 

Results 

Means, standard deviations, and correlations for the study variables are shown in Table 9. A main 

effect emerged for authenticity climate on social identity affirmation, b = .27, SE = .11, t(223) = 2.50, p = 

.013, CI 95%[.06, .48], but not for perspective-taking on social identity affirmation, b = -.10, SE = .16, 

t(223) = -.66, p = .511, CI 95%[-.42, .21]. The authenticity climate × perspective-taking interaction was 

statistically significant (b = .69, SE = .21, t(223) = 3.30, p = .001, CI 95%[.28, 1.10]); see Figure 4. In the 

perspective-taking condition, a positive relationship emerged between authenticity climate and social 

identity affirmation, b = .96, SE = .18, t(223) = 5.35, p < .001, CI 95%[.60, 1.31]. This relationship was 

weaker in the control condition, b = .27, SE = .11, t(223) = 2.50, p = .013, CI 95%[.06, .48]. Thus, H1a 

and H2a were supported. 

Mediation Analyses. Supporting H1b, authenticity climate was positively associated with social 

identity affirmation via social certainty, b = .28, SE = .07, CI 95%[.15, .44]. This mediation was 

moderated by perspective-taking, supporting H2b. For employees in the perspective-taking condition, 

authenticity climate was positively related to social identity affirmation via social certainty, b = .44, SE 

= .12, CI 95%[.22, .70]. However, this mediation was weaker for employees in the control condition, b 

= .23, SE = .07, CI 95%[.10, .39] (see Table 10). 
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Interview illustrations. Similar to Studies 1 and 3, the interviews illustrated our quantitative 

findings, indicating that participants who engaged in perspective-taking may be better positioned to 

discern friends from foes and predict the dynamics of their future interactions with colleagues. For 

example, Taylor noted,  

I do try to work pretty hard to try and understand who they are, their background ... I 
listen very carefully around how they speak and how they talk about themselves. And then 
I step back ... I watch and I listen hard and that's how I kind of just decide.  

 
Similarly, Malik reflected,  
 
I think as you talk with people you can definitely get kind of an understanding of where they're 
coming from and their viewpoints and perspectives, and so I think that definitely influences who 
you choose to get close with.  

 Hailey felt that her perspective-taking helped her delve deeper into comprehending others, 

I think [perspective-taking] allows me to grow and, if I can see something from someone 
else's point of view, could be something that I might never have considered. And it makes 
me kind of take a step back and say, ‘Oh, I never thought of it that way.’ And then, it helps 
me to be, you know, more open to maybe ask questions like, ‘Why do you feel that way?’ 
or ‘How did you come to that decision?’ or ‘How did you come to that perspective?’ 
Seeing things from a different point of view, if anything, it makes you think.  

 Xavier also highlighted how engaging in perspective-taking enabled him to anticipate how his 

colleagues would react more accurately, 

For me [taking the perspective of work colleagues] affects me in a good way, because I 
have a good paradigm, where you see you can actually predict what they want to do 
before something happens, you can predict what is going to happen. 

 
Study 4 manipulated perspective-taking and confirmed its causal moderating role. Moreover, the 

interviews suggested that perspective-taking by Black employees helped facilitate their understanding of 

the social cues within their White-majority environment, leading to more accurate perceptions and 

predictions of how their colleagues would act and react. Studies 3 and 4 suggested that authenticity 

climates, in conjunction with Black employees’ perspective-taking, bolster their social certainty, 

ultimately leading to their social identity affirmation.  

GENERAL DISCUSSION 
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Expressing one’s social identity is beneficial for developing a positive self-image and enhancing 

psychological well-being. At the same time, Black employees often hesitate to highlight their social 

identity due to uncertainty about whether their social identity affirmations will be well-received or 

socially rejected by others. We argue that this social uncertainty lies at the root of the dilemma for Black 

employees who decide if they should highlight their social identity at work. Specifically, we identify 

social uncertainty as a fundamental psychological barrier in the complex calculations Black employees 

make regarding self-disclosure decisions. Highlighting social uncertainty allowed us to examine two 

factors for mitigating this social uncertainty: the organizational factor of authenticity climates and the 

psychological process of perspective-taking by Black employees. By increasing social certainty, we 

proposed that these factors could increase Black employees’ social identity affirmation and organizational 

involvement. 

Four quantitative studies, enhanced by vivid illustrations from our qualitative interviews and a 

thematic analysis of text responses, offered evidence and insights that authenticity climates and 

perspective-taking by Black employees foster their social identity affirmation and organizational 

involvement by reducing social uncertainty. This mediated both these direct and moderated effects.  

Finally, our thematic analysis of text responses to our experimental prompts provided the foundations for 

understanding the characteristics of authenticity climates that facilitate social identity affirmation. 

Theoretical Contributions 

The current research makes several contributions. First, we introduce social uncertainty as a 

psychological mechanism that explains why Black employees struggle with the decision of whether to 

express their true selves at work. Although this dilemma has long been recognized and discussed, 

explicitly introducing social uncertainty into the discourse offers a parsimonious and unifying theoretical 

lens for understanding why Black employees may be reluctant to engage in social identity affirmation. By 

shifting our focus to the desire of Black employees to act authentically and identifying social uncertainty 

as a key psychological barrier, our research, along with future studies, can explore novel solutions to 

influence social identity affirmation by Black employees. Recognizing social uncertainty as a prevailing 
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concern among Black employees led us to offer authenticity climates and their perspective-taking as 

potential catalysts for affirming their social identity. 

Following our focus on social uncertainty, our second contribution is the introduction of 

authenticity climates as a promising approach to diversity management. Although the diversity literature 

has long acknowledged the dilemma marginalized employees face between the need to downplay their 

identity and the desire to be authentic, past empirical research has primarily focused on encouraging 

organizational policies and climates aimed at reducing social disparities and integrating marginalized 

employees socially. Such efforts have often centered on implementing personnel practices, such as 

increasing minority representation, introducing training to reduce bias against marginalized employees, 

and exploring ways to harness the benefits of diversity (Ely and Thomas 2001, Pless and Maak 2004, 

Loyd et al. 2013, Mor Barak 2015, Dobbin and Kalev 2016, Chang et al. 2019). Unfortunately, these 

policies have had mixed results, with some creating backlash toward these employees (Konrad et al. 1992, 

Dobbin and Kalev 2016, Chang et al. 2019).  

Moreover, these efforts have overlooked the psychological experience of marginalized employees 

and instead focused on policies that emphasize the economic benefits of diversity (Roberts 2005, Blader 

and Yu 2017, Cha et al. 2019, Ely and Thomas 2020). In contrast, we highlight the psychological 

experience of social uncertainty during Black employees’ self-disclosure decisions. By examining how 

authenticity climates provide Black employees greater social certainty, we clarify the organizational 

conditions that can encourage social identity affirmation and organizational involvement. In so doing, we 

offer organizational pathways to enhance marginalized individuals’ respect and relational closeness, 

which may fulfill their “needs for self-definition, meaning, uncertainty reduction, and optimal 

distinctiveness” over time (Blader and Yu 2017, p. 810). 

Relatedly, we contribute to the research on organizational climates and authenticity climates. Past 

research has demonstrated the benefits of authenticity climates in the context of emotion management. 

Yet, it has paid little attention to how these conceptualizations of authenticity climates might not fully 

capture the nuanced complexities faced by employees from marginalized groups. In contrast, we 

Page 36 of 64



THE EFFECTS OF AUTHENTICITY CLIMATES AND PERSPECTIVE-TAKING 37 
 
 

broadened the conceptual lens of authenticity climates, which signals that everyone, including Black 

employees, can “peel off their masks” (Roberts et al. 2009). Importantly, our thematic coding of 

participants’ written responses to the authenticity climates manipulations in Study 2 provides the basis for 

understanding the characteristics of authenticity climates that facilitate social identity affirmation. These 

findings also clarify how our conceptualization of authenticity climates differs from prior research on pro-

diversity and inclusion climates.  

Finally, to complete our understanding of social uncertainty, we also considered the perspective-

taking of Black employees. We found that their perspective-taking strengthened the relationship between 

authenticity climates, social identity affirmation, and organizational involvement by helping them 

ascertain the supportive nature of such climates with greater certainty. By expanding the scope of 

perspective-taking beyond its almost exclusive focus on non-marginalized members, we offer a corrective 

focus on perspective-taking by individuals from marginalized groups. In so doing, our research highlights 

that the psychological experience of Black employees is fundamentally different from that of their White 

counterparts. Namely, we cannot assume that the same mechanisms and effects will occur when Black 

employees take the perspective of their White colleagues. Our findings emphasize that perspective-taking 

presents one way in which marginalized individuals have agency in shaping their own social identities 

(Roberts and Creary 2013).  

Although one of our goals was to provide marginalized individuals with agency, we reiterate that 

we do not believe that the onus for improving workplace interactions and experiences falls on the 

shoulders of marginalized group members. For instance, perspective-taking comes more naturally to some 

than to others. Indeed, some of our interviewees indicated that the process of perspective-taking was 

effortless for them and that they naturally took the perspective of all those around them. In contrast, other 

interviewees expressed that they were constantly taking the perspective of their White colleagues, which 

was exhausting (see SOM Section C, for illustrations).  

Limitations and Future Directions 
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As with all research, our studies have limitations that should be considered. Whereas Study 2 

manipulated participants’ perceptions of their organizational climate and Study 4 manipulated their 

perspective-taking to establish their causal roles, Studies 1-3 relied on self-reported responses collected at 

a single time point. This approach could lead to common source bias and does not rule out the possibility 

that some of our constructs might overlap. For example, participants’ ratings of their organization’s 

authenticity climate and their rating of their own social identity affirmation could be criticized for 

potentially capturing the same construct; importantly, the correlation between authenticity climates and 

social identity affirmation did not exceed 0.31 across our studies, suggesting that these two constructs are 

distinct. However, future studies could delve deeper into these constructs, examining their distinctions in 

greater detail.8 Moreover, although our quantitative studies captured intentions rather than actual 

decisions to affirm one’s social identity, our qualitative investigations did provide vivid behavioral 

examples. To further mitigate these concerns, future research could use experience sampling methods, 

quasi-experimental designs, or manager-controlled interventions (Grant and Wall 2009, Beal 2015, 

Greenbaum et al. 2021). Despite these empirical limitations, we believe that the consistency of effects 

using a mixed-methods approach contributes theoretically and practically to understanding the lived 

workplace experiences of Black employees. 

Another limitation that presents opportunities for future research is that our studies focused 

exclusively on Black employees. This opens the door to testing the generalizability of our findings to 

members of other marginalized groups. Research shows that members of various marginalized groups 

who also encounter workplace discrimination (Kang et al. 2016, Zou and Cheryan 2017), harbor concerns 

about revealing their social identity (Phillips et al. 2009). However, stigmas attached to different 

marginalized groups vary (Zou and Cheryan 2017). For instance, the stigma associated with invisible 

social identities, like LGBTQ+ identities, can be easier to downplay (Clair et al. 2005). As a result, 

employees in these groups may opt to conceal their identities, even in climates that embrace authenticity. 

Supporting this, one study found that one-third of female employees hid their pregnancies during the first 

trimester to preserve their professional images (Little et al. 2015). Another notable difference is that 
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authenticity climates may have less of an impact on disclosure decisions of Asian employees, particularly 

South Asian employees, who are typically viewed as possessing higher status and more leadership traits 

compared to other marginalized groups (Ho and Jackson 2001, Maddux et al. 2008, Lu et al. 2020). 

Because emphasizing their identities carries less risk, South Asians may disclose more regardless of the 

organizational climate. 

Future research can also further refine the construct of authenticity climates. Our 

conceptualization views this climate as encouraging all employees to feel that they can express their true 

selves in pro-social ways, aligning with the broader assumptions of the authenticity literature. Recently, 

however, practitioners have highlighted a potential dark side of authenticity climates and leadership 

(Schrage 2015, Chamorro-Premuzic 2020, Bailey et al. 2021)—namely, that encouraging authenticity 

might inadvertently promote anti-social behaviors. For instance, while authentic, Steve Jobs’ behavior 

was viewed as abusive (Schrage 2015), and Donald Trump, considered an authentic leader (Baldoni 

2016), is believed to have spread conspiratorial rhetoric. Thus, future research should aim to delineate 

types of authenticity climates that either facilitate or hinder different forms of social identity affirmation 

and organizational involvement of marginalized employees. 

Relatedly, future research should understand the nuances of different organizational climates. Our 

work examined Black employees’ social certainty and social identity affirmation, resulting in our focus 

on authenticity climates. However, it is noteworthy that our approach was inspired by previous research 

on pro-diversity climates, which encourage fair personnel processes and the integration of marginalized 

employees into the organization (Kossek and Zonia 1993, McKay et al. 2008), as well as inclusion 

climates characterized by equitable employment practices, the inclusion of marginalized employees in 

decision-making, and their social integration (Kossek and Zonia 1993, McKay et al. 2008). Future 

research could consider how these organizational climates, each with distinct focuses, may or may not 

yield similar effects on social certainty and social identity affirmation.  

Given its benefits, future research could explore antecedents to and additional consequences of 

perspective-taking. Although our work focused on how Black employees’ perspective-taking strengthens 
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the effects of authenticity climates, the research could examine how authenticity climates affect 

perspective-taking. These climates may prompt perspective-taking by encouraging the acceptance of 

others’ self-expressions. Indeed, our correlational studies found a positive association between 

authenticity climates and Black employees’ perspective-taking, with r’s ranging from .17 and .22.  

Future research could also explore how perspective-taking may encourage a future orientation 

(Zimbardo and Boyd 1999). An analysis of the response patterns in Study 4 suggests that participants in 

the perspective-taking condition may be more inclined to consider long-term perspectives than those in 

the control condition. For instance, Sam and Robin, both situated in high authenticity climates, exhibited 

different orientations toward the future. In the perspective-taking condition, Sam considered his future 

interactions, stating that his colleagues “are friendly and communicate with me in ways that show no 

aggression. After speaking with me and understanding I'm not crazy, they will usually smile and look 

forward to finding more out in the next interaction.” In contrast, in the control condition, Robin was more 

focused on the present, stating, “Our organization is in the logistics industry, so our interactions with 

White colleagues are the same as everyone else. ‘Please pass along the documentation needed to collect 

the cargo, so we can get it delivered to our clients.’” This pattern of future orientation aligns with our 

theory that perspective-takers are better at considering and predicting others’ future states and responding 

to an organization’s authenticity climate. 

Finally, as perspective-taking helps individuals navigate their environments, it may help 

marginalized individuals recognize when proclamations of authenticity are sincere or merely lip service. 

Recent studies suggest that while some organizations proclaim a commitment to diversity by recruiting 

and hiring marginalized job applicants, their actual climates may not genuinely accept these individuals’ 

displays of their social identity (McKay and Avery 2005, Wilton et al. 2020). For example, Xavier 

observed, “There are policies that people should be themselves but...[the climate] they want to portray, 

you can see it's not what they actually mean. ... I'm not actually expressing myself 100%, probably at 

70[%].” Unfortunately, these misleading claims can reduce a sense of belonging (Wilton et al. 2020) and 

increase turnover (McKay and Avery 2005). Perspective-taking may offer one way for marginalized 
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individuals to discern whether their organizations’ climates truly allow for authenticity, enabling them to 

make more strategic decisions about whether to stay or leave their organizations. 

CONCLUSION 

The current research begins by highlighting the psychological challenges marginalized employees 

face as they attempt to express their true selves in the workplace. By appreciating the social uncertainty 

Black employees experience when making self-disclosure decisions, we demonstrate that authenticity 

climates enable them to affirm their social identities and become more involved in their organizations, a 

relationship reinforced by their perspective-taking. Importantly, these effects arise from a sense of social 

certainty attained within their organizations. These findings provide valuable insights into how 

marginalized employees navigate their organizational environments.
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Table 1  
Illustrative Quotes of Core Constructs 
 

Construct Definition Level Illustrative Quote 
Authenticity 
Climate 
 
 
 

An organizational 
climate that encourages 
employees to feel and 
act in line with their 
true selves 

Low I feel like some years ago it was not acceptable for you to have your natural hair in its state and go into an interview and expect to 
get a job… It was unkempt … I heard somebody say that and she was the Diversity and Inclusion person. And it ruffled my 
feathers, because I was in the beginning stages of my hair journey, my natural hair journey. (Edward) 
I'm a huge Kendrick Lamar fan. ... And I remember them coming to me and again asking me these questions about hip hop and 
used him as an example, but not asking me in a genuine informational seeking way, but trying to be funny, you know ... They 
were just like making fun of the repetitiveness of the song, the beat and how they characterize it as demonic because it was kind of 
a dark, hard beat .... I love Black music and it's very therapeutic to me, so when you take something that's therapeutic to me and 
you make fun of it, that's so disrespectful. (Sue) 

High I can be myself [in this group] and people are encouraging me to be myself because they're being their selves. [As compared to] in 
a[nother] group with a whole bunch of people just trying to fit the mold of somebody else, it's not gonna work … You don't want 
to fit in somewhere where it's like, ‘We didn't make it for you to fit in here.’ But, with the new group it's like, ‘We don't have a 
mold. It's just come as you are, get it done, and we all expect you to be good at it, you know you're good at it, so just flourish.’ 
(Isabel) 
I would say [my organization is] very encouraging, especially since, in our current climate, like the state of the world, this past 
year and a half has been a lot of social injustices that have been going on. And just being able to be open to speak about those 
things, and the fact that they're actually being acknowledged and not just brushed upon, is something I’ve never experienced...I 
never expected we'd be able to have actual department meetings where we're discussing race, we're discussing all the injustices, 
conversations are actually being had and how we can help educate one another. We feel like we're being seen. I think that these 
conversations are necessary. (Gabrielle) 

Perspective-
Taking 

The cognitive process 
of actively considering 
another’s viewpoint 

Low I really don't give a crap [about taking their perspective]. I’m here to do a job and I made my schedule early, so I don't have to 
deal with people for a good hour and a half before they come… [my co-workers] start at 8:30 and they are chatting... so I wear 
headphones, I wear headphones. (Brianna) 
We really don’t have anything in common. And I’m not even going to try [to take their perspective], why would I? ... I just don’t 
like that we are always the one that have to cross the bridge, they don't ever try to cross the bridge and come get to know us and 
find a commonality with us, I really don't like that. (Hilda) 
I almost don't even feel like I have to necessarily put myself in in their shoes. Because their perspective is so limited, usually like 
that there's nothing necessarily to gain from that and it's not it's not a perspective that's hard to understand either. (Chloe) 

High I always try to ask more questions and try to understand where people are coming from, because we all come from a different 
place … we all have different experiences, we all hold different perspectives, and we should value all those positions and 
perspectives, even if they're unlike your own. (Malik) 
I know I do the work, and I know I’m a good person, and I know I try to see other perspectives. (Sue) 
It comes to the point where that's where you understand people and where they're coming from. (Abraham) 
I feel like, personally, I try to see everyone's perspective, whether it be from a White perspective or Black perspective ... It's not 
anything that I feel like I have to really try to do…I don't feel like I’ve had to make any extra effort to see someone's perspective, 
because they are White or because there are female or because they're male, I feel like it's just something that I tried to do in every 
situation, whether it be work-related or something with an acquaintance or something with a friend. (Hailey) 
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Table 1 continued 
 

Construct Definition Level Illustrative Quote 
Social Identity 
Affirmation 

Authentic expressions 
that entail expressing, 
affirming, and 
educating others about 
positive aspects of 
one’s social identity 
group 

Low The way my mom taught us, I guess I've been putting on a different face the whole time, even before I knew I had to put on a 
different face. (William) 

High 
 

I intentionally wore my hair natural [in a kinky hair style that is emblematic of many Black people’s natural hair state], and 
intentionally did not straighten my hair, especially in boardrooms, ‘cause I was like, ‘Either you gonna fire me or you gonna see 
me.’ (Barbara) 

Social 
Certainty 

The degree to which 
one’s certainty about 
(i.e., their ability to 
precisely predict) one’s 
own future states and 
actions depends on 
one’s certainty of the 
states and actions of 
others 

Low I also feel like everyone is like a statue. They're not themselves. You don't get a feel of what everyone is saying, if it's genuine. 
(Debra) 
I feel like I have a lot of potential with a lot of people. I guess I'm just afraid to let them see the other side. If I invite them to my 
family cookout, is the judgment or the questions that are gonna come from, "Oh, well why did they do this?" or "Your uncle was 
on drugs, blah blah blah!" These are hypotheticals. (Isabel) 
It's sad to say you're supposed to go out of your comfort zone, but you have to have that comfort zone to be able to have that 
person to tell you, "Am I crazy, or not crazy? Am I reading into this wrong, or am I not reading into this wrong?" (Jamal) 

High I think it's probably a mutual awkward tendency between the majority counterparts and the minority counterparts in trying to 
figure out who you are and ‘can I relate?’ So, I think it's not until you figure out who both sides are. Then we can be cool. 
(Georgia) 
It’s taken time to learn… but I feel like I know who would be more beneficial and who should not be in my conversation. …even 
on my personal team, I know that there's one person on my team, and I could talk to him about everything versus other people, I 
don't know if I have that level of trust with them… You want to make sure that whatever you say is not misinterpreted or 
misconstrued to affect your reputation, right? (Gabrielle) 
I'm keen on sincerity, but I'm also keen on knowing what I'm observing, so I'll know how to respond…I pay attention to my gut 
and if I’m feeling uncomfortable, I’m going to use precaution in judgement…I’ll just lean back…you know, fall back. (Josie) 

Organizational 
Involvement 

The degree to which 
one’s self-image is tied 
to the organization and 
its performance and the 
degree to which one 
actively participates in 
organizational 
activities.  

Low If you weren't part of the all-boys club, you weren't gonna make it in that group. You were just pretty much stuck. …For the 
African Americans, I feel like we got the shorter end of the stick at the firm, and we didn't get to make it to where we needed to 
go… If you were part of the all-boys club, I don't think it was a transactional relationship. I think that they had a relationship to 
help each other continue to move ahead. (Isabel) 

High I feel like [social identity affirmation] makes me enjoy what I do more… it kind of makes the difference for me that you're able to 
actually have people that listen to you, that hear what you have to say, and also are asking what can we do to help things get 
better. (Gabrielle) 
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Table 2 
 
Study 1 Descriptive Statistics and Correlations among Study Variables  

Variables   Mean SD   1  2  3  4  5 

1. Authenticity climate   3.94 0.87         

2. Perspective-taking   2.73 0.77   .22*      

3. Social identity affirmation   3.37 1.12   .12  .06    

4. Organizational involvement  3.92 0.75   .53*  .27*  .37*   

5. Age  34.13 9.68  -.06  .03 -.04  .00  

6. Gender  — —   .04 -.06 -.03 -.13 .05 

Note: N = 125. SD = standard deviation. *p < .05. Gender coded as 0 = man, 1 = woman. Participants 
who did not report their gender were excluded from the gender correlations. 
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Table 3 
First Stage Moderated Mediation Path Analysis for Organizational Involvement, Study 1 

 Social Identity Affirmation  
Mediator variable model    B SE     t     p 95% CIs R2 

Constant 3.32 .10 32.98 < .001 [3.12; 3.52]  
Authenticity Climate (AC)   .16 .12   1.38    .17 [-.07; .39]  
Perspective-taking (PT)   .02 .13     .15    .88 [-.24; .28]  
AC x PT    .30 .14   2.12    .04 [.02; .59]  
          .05 
Dependent variable model Organizational Involvement    
Constant 3.23 .17 18.75 < .001 [2.89; 3.57]  
Authenticity Climate   .42 .06   6.75 < .001 [.30; .54]  
Social Identity Affirmation   .20 .05   4.22 < .001 [.11; .30]  
     .37 
Conditional Effect    B Boot SE   95% CIs  
Low perspective-taking (-1SD)  -.01 .03   [-.08; .05]  
Mean-level perspective-taking   .03 .02   [-.01; .10]  
High perspective-taking (+1SD)   .08 .05   [.01; .18]  
Index of moderated mediation Index Boot SE   95% CIs  
   .06 .04   [.0004; .14]  

 
Note. N = 125. Reported regression coefficients are unstandardized; SE = standard error. 95% 
confidence intervals (CIs) were calculated based on 10,000 resamples. 2-tailed t-tests. 
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Table 4 
Study 2 Descriptive Statistics and Correlations among Study Variables 

Variables Mean SD   1  2  3  4  5  6  7 

1. High authenticity climate (AC) — —           

2. High emotional authenticity climate (EAC) — —         

3. Perspective-taking 4.15 0.89   .04  .02       

4. Social identity affirmation 4.15 1.99   .22*  .16  .23*     

5. Organizational involvement 4.67 1.60   .22*  .18  .34*  .84*    

6. Age 37.60 12.23   .02  .08  .01  .05 .00   

7. Gender — —  -.03 -.10 -.15* -.14 .02  .11  

8.  Workplace racial breakdown — —   .02  .08  .05  .13 .10 -.07 .02 

Note: N = 169. SD = standard deviation. *p < .05. Organizational climate conditions coded as 0 = low authenticity climate, 1 = high authenticity 
climate, 2 = high emotional authenticity climate. For both high emotional authenticity climate and high authenticity climate variables, the 
reference group was low authenticity climate. Gender coded as 0 = man, 1 = woman. Participants who did not identify as a man or a woman were 
excluded from the gender correlations. Workplace racial breakdown coded as 0 = blended-race, 1 = White-majority.
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Table 5 
First Stage Moderated Mediation Path Analysis for Organizational Involvement, Study 2 

 Social Identity Affirmation  
Mediator variable model    B SE      t     p 95% CIs R2 

Constant 3.69 .25 14.64 < .001 [3.19; 4.18]  
High Authenticity Climate (AC)   .80 .36   2.24    .03 [0.10; 1.50]  
High Emotional Authenticity Climate (EAC)   .64 .37   1.72    .09 [-0.09; 1.37]  
Perspective-taking (PT)   .66 .27   2.46    .02 [0.13; 1.20]  
EAC x PT   -.24 .41  -0.59    .56 [-1.04; 0.56]  
AC x PT  -.32 .41  -0.77    .44 [-1.12; 0.49]  
          .09 
Dependent variable model Organizational Involvement   
Constant 1.79 .17 10.63 < .001 [1.46; 2.12]  
High Authenticity Climate (AC)   .14 .16   0.87    .39 [-0.18; 0.46]  
High Emotional Authenticity Climate (EAC)   .15 .17   0.91    .36 [-0.18; 0.48]  
Social Identity Affirmation   .67 .03 19.66 < .001 [0.60; 0.74]  
     .71 
Conditional Effect for AC B Boot SE  95% CIs  
Low perspective-taking (-1SD)   .68 .32   [0.11; 1.37]  
Mean-level perspective-taking   .54 .23   [0.09; 1.00]  
High perspective-taking (+1SD)   .40 .33   [-0.27; 1.02]  
Index of moderated mediation Index Boot SE  95% CIs  
  -.16 .26   [-0.72; 0.30]  
Conditional Effect for EAC B Boot SE  95% CIs  
Low perspective-taking (-1SD)   .62 .36   [-0.07; 1.37]  
Mean-level perspective-taking   .43 .25   [-0.07; 0.94]  
High perspective-taking (+1SD)   .25 .36   [-0.47; 0.95]  
Index of moderated mediation Index Boot SE  95% CIs  
 -.21 .30   [-0.85; 0.33]  

 
Note. N = 169. The reported regression coefficients are unstandardized. SE = standard error. 95% confidence intervals (CIs) were calculated based 
on 10,000 resamples. Two-tailed t-tests. Organizational climate conditions were coded as 0 = low authenticity climate, 1 = high authenticity 
climate, and 2 = high emotional authenticity climate. For both high emotional authenticity climate and high authenticity climate variables, the 
reference group was low authenticity climate.
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Table 6  
Thematic Coding Analysis of Authenticity Climate, Study 2 
 

Second-order 
conceptual category 

First-order 
thematic code 

Authenticity 
climate 

Illustrative Quote 

Social identity-
related interpersonal 
dynamics  

Safety in 
expressing 
one’s social 
identity 

Low We had to start wearing certain clothing and change hairstyles to make them happy this made me unhappy and uncomfortable and me 
not being myself it made me rethink my job and my leadership role within this company. How can I show my leadership skills if I can't 
be honest about how I feel constantly feeling on eggshells, all to make other people feel like this is how an office is supposed to be ran. 
People should be able to be themselves without having to change one thing about who they are and what makes them different (Maya) 

High We have our comfort zones, and they allow you to be that way. I love how we have such a mix of people. Everyone is friendly and no 
one gets in trouble for being their true selves. (Tanya) 

Stereotype 
-based 
judgments 

Low Even though I am a college-educated nerd, they still expect me to get loud and ghetto in the break room or something. This never ends, 
and I have learned to be fake, nice, non-threatening, and very, very distant at work. (Alisha)   

High I worked at a daycare. They wanted us to be our true self with respect to the children. They encouraged the diversity of the classroom 
and wanted each person’s individual nature to show. During each holiday they encouraged the children’s parents to bring something to 
share with the classroom. Everyone would sit around the circle and listen to stories and learn cultural traditions. (Tavi) 

Social-identity 
related 
conversations  

Low My workplace culture did not allow me to be myself when I wanted to share with the marketing department on better ways to attract 
African Americans ... I gave suggestions that would help to acquire more diverse clients, but [they] were not taken seriously (Taylor) 

High We were having an open discussion about our beliefs and customs. We wanted to encourage diversity among the workforce and had a 
meeting about how to do that. Everyone wanted open, honest opinions about it. I had a chance to share my beliefs and challenges that I 
face as an African American. It was a nice change of pace as I didn't have to mince words or dance around the issues. I had a chance to 
genuinely speak about things that relate to me. (Harvey)  

Organizational 
support for social 
identity expressions 

Supportive 
leader behavior 
 

Low Most of the employees enjoyed the music [I listened to], but there were a few that started to complain, and the boss made me stop 
listening to my favorite music on the job so me and other coworkers felt that we were being forced to be inauthentic. (Henry) 

High The shared workplace fostered an environment of sharing and that everyone's differences made the team better and stronger, so we 
were all encouraged to be our authentic selves as everyone contributes to the end goal. We all openly communicated, respected, and 
valued each other’s input and different perspectives on problem solving. We had weekly or biweekly short sessions to address any 
discord and ideas. Our manager/supervisor led with an open mind and by example. Interaction with him was laid back and informal, he 
attended the sessions as well as initiating meetings if we needed to speak privately about matters. He was an advocate for our team, 
speaking up and believing in us. (Tyrese) 

Inclusive 
practices and 
policies 
 
 

Low I felt I was not allowed to be my authentic self when it was time to throw a party and me being in charge of music, they wouldn't let me 
play all that I wanted to and made sure to go over the list of songs that I was going to play and I was even offered songs that I should 
play. It's like if I am going to be in charge of music, let me play what I want and what I think is fair for everyone to enjoy. (Carol) 

High There was a time when some hairstyles were mostly not allowed at my workplace. So, a few of my co-workers with whom I share the 
same minority decided to see the management and have some discussions about that. They agreed and allowed all hairstyles for 
women, they allowed us to be our true selves which is a very good thing. They have also set a time period where all minorities can 
dress to represent the culture they belong to, to educate everyone about each other’s cultures (Alicia) 
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Table 7 
Study 3 Descriptive Statistics and Correlations among Study Variables  

Variables  Mean SD  1  2  3  4  5  6 

1. Authenticity climate   3.95 1.03         

2. Perspective-taking   3.99 0.84  .22*       

3. Social certainty   4.08 0.58  .43*  .27*     

4. Social identity affirmation  4.36 1.40  .30*  .32*  .24*    

5. Age  38.74 10.45 -.02 -.18* -.02 -.15*   

6. Gender  — — -.09 -.05  .07  .03 .04  

7.  Workplace racial breakdown  — —  .12 -.07 -.01 -.10 .10 -.05 

Note: N = 227. SD = standard deviation. *p < .05. Gender coded as 0 = man, 1 = woman. Participants 
who did not report their gender were excluded from the gender correlations. Workplace racial 
breakdown coded as 0 = blended-race, 1 = White-majority. 
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Table 8 
First Stage Moderated Mediation Path Analysis for Social Identity Affirmation, Study 3 

 Social Certainty  
Mediator variable model   B SE      t p 95% CIs  R2 

Constant 4.07 .03 117.46 < .001 [4.00; 4.14]  
Authenticity Climate (AC)   .22 .03     6.57 < .001 [.16; .29]  
Perspective-taking (PT)   .13 .04     3.22    .002 [.05; .22]  
AC x PT    .08 .04     2.17    .031 [.01; .16]  
          .23 
Dependent variable model Social Identity Affirmation   
Constant 3.07 .69     4.44 < .001 [1.71; 4.44]  
Authenticity Climate   .34 .09     3.55 < .001 [.15; .52]  
Social Certainty   .31 .17     1.87    .064 [-.02; .65]  
     .11 
Conditional Effect   B Boot SE  95% CIs  
Low perspective-taking (-1SD)   .05 .03   [-.001; .11]  
Mean-level perspective-taking   .07 .04   [-.002; .15]  
High perspective-taking (+1SD)   .08 .05   [-.003; .20]  
Index of moderated mediation Index Boot SE  95% CIs  
   .03 .02   [-.002; .07]  

 
Note. N = 227. The reported regression coefficients are unstandardized. SE = standard error. 95% 
confidence intervals (CIs) were calculated based on 10,000 resamples. Two-tailed t-tests. 
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Table 9 
Study 4 Descriptive Statistics and Correlations among Study Variables  

Variables   Mean SD  1  2  3  4  5  6 

1. Authenticity climate   4.10 0.87         

2. Perspective-taking   — —  .17*       

3. Social certainty   4.06 0.71  .45*  .05     

4. Social identity affirmation  4.43 1.27  .31*  .03  .48*    

5. Age  34.57 8.48  .00 -.09  .15* -.03   

6. Gender  — — -.19*  .02 -.19* -.18* .12  

7.  Workplace racial breakdown  — —  .07 -.00 -.03 -.02 .02 .10 

Note: N = 227. SD = standard deviation. *p < .05. Perspective-taking conditions coded as 0 = control, 
1 = perspective-taking. Gender coded as 0 = man, 1 = woman. Participants who did not identify as a 
man or a woman were excluded from the gender correlations. Workplace racial breakdown coded as 0 
= blended-race, 1 = White-majority. 
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Table 10 
First Stage Moderated Mediation Path Analysis for Social Identity Affirmation, Study 4 

 Social Certainty  
Mediator variable model   B SE     t p 95% CIs R2 

Constant 4.09 .06 71.68 < .001 [3.95; 4.17]  
Authenticity Climate (AC)   .30 .06   5.21 < .001 [.19; .41]  
Perspective-taking (PT)  -.06 .09   -.64    .52 [-.22; .11]  
AC x PT    .29 .11   2.60    .009 [.07; .51]  
          .23 
Dependent variable model Social Identity Affirmation   
Constant 1.35 .48   2.84    .005 [.41; 2.29]  
Authenticity Climate   .17 .10   1.73    .08 [-.02; .35]  
Social Certainty   .76 .12   6.52 < .001 [.53; .99]  
     .24 
Conditional Effect   B Boot SE  95% CIs  
Control   .23 .07   [.10; .39]  
Perspective-taking   .44 .12   [.22; .70]  
Index of moderated mediation Index Boot SE  95% CIs  
   .21 .12   [.002; .47]  

 
Note. N = 227. The reported regression coefficients are unstandardized. SE = standard error. 95% 
confidence intervals (CIs) were calculated based on 10,000 resamples. Two-tailed t-tests. 
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Figure 1 
Theoretical Model Predicting the Causes and Consequences of Social Identity Affirmation by Black Employees 
 
 
 

 

 

 

 

 

 

 

Note: Our model begins with a positive relationship from authenticity climate to social identity affirmation. We propose that high authenticity 
climate is associated with the social identity affirmation of Black employees (H1a) and that this relationship is stronger as Black employees 
engage in higher levels of perspective-taking (H2a). We further predict that the positive relationship between authenticity climate and social 
identity affirmation occurs because authenticity climates help Black employees feel more certain about how their colleagues will treat their social 
identity affirmation (H1b). Building on theorizing that perspective-taking facilitates people’s ability to understand others and navigate 
interpersonal relationships, we propose that perspective-taking will strengthen the mediated link between authenticity climate and social identity 
affirmation via social certainty (H2b). Finally, we proposed that social identity affirmation will ultimately predict organizational involvement 
(H3a) and that perspective-taking will strengthen this relationship (H3b). 
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Figure 2 
The Effects of Authenticity Climate and Perspective-Taking on Social Identity Affirmation, Study 1 
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Figure 3 
The Effects of Authenticity Climate and Perspective-Taking on Social Identity Affirmation, Study 3 
 

 
 
 
 
 
  

1

2

3

4

5

6

Low (-1SD) High (+1SD)

So
ci

al
 Id

en
tit

y 
A

ff
irm

at
io

n

Authenticity Climate

Low Perspective-Taking (-1SD) High Perspective-Taking (+1SD)

Page 55 of 64



THE EFFECTS OF AUTHENTICITY CLIMATES AND PERSPECTIVE-TAKING 56 
 
 

 
 

Figure 4 
The Effects of Authenticity Climate and Perspective-Taking on Social Identity Affirmation, Study 4 
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Footnotes 

1 The focus of our theoretical framing and empirical analyses is understanding the experiences of 
Black employees in the U.S. However, we draw from past research that has demonstrated 
discrimination and concerns about expressing aspects of social identity among various marginalized 
groups. We use terminologies, such as individuals from marginalized groups, marginalized 
individuals, women, and Black employees, to accurately reflect the relevant literature. In our General 
Discussion, we consider the applicability of our theorizing to other marginalized social groups. 
 
2 Whereas a climate can be locally created by leaders based on circumstances and context, a culture 
can only evolve out of mutual understanding and shared learning (Schein 2000). We examine 
organizational climates rather than cultures because we focus on what leaders can strategically do to 
increase authentic displays.  

3 In line with past research (Wagenmakers and Brown 2007, Whitson et al. 2019), we excluded 
participants whose completion times were more than 2.5 standard deviations from the mean for each 
study. This allowed us to eliminate responses from outliers who spent an unusually long time on our 
studies. Additionally, we also excluded participants working in Black-majority organizations. Finally, 
we excluded responses from participants who responded inadequately (e.g., blank answers, did not 
complete key measures, did not provide a valid response to the prompts, etc.). Overall, we excluded 
117 of 865 participants (13.5%). 

4 Across the four studies, we conducted sensitivity and additional analyses controlling for age, gender, 
workplace racial composition (differentiating between majority White and majority Non-White), and 
the data collection platform used in Studies 3 and 4 (MTurk and Prolific). The results remained 
consistent with those reported without controls, reported in the SOM Section C.  

5 We adapted the perspective-taking scale stem and items to specify the targets of perspective-taking. 
In doing so, we omitted two items from Study 1: “I believe that there are two sides to every question, 
and I try to look at them both” and “Before criticizing somebody, I try to imagine how I would feel if 
I were in their place.” The first item was removed due to its generality, while the second item was 
excluded because of concerns about including an item related to Black employees critiquing White 
colleagues.  

6 Because our goal was to better understand the characteristics of authenticity climates that affect 
marginalized employees’ decisions to engage in social identity affirmation, our analysis focused on 
responses within the low and high authenticity climate conditions. Examining the responses in the 
high emotional authenticity climate condition confirmed thematic differences, focusing on emotional 
expression. 

7 We developed the social certainty scale, performed confirmatory factor analyses, and established the 
data fit with our hypothesized measurement model. Additional analyses confirmed the reliability, 
factor structure, and validity of the new measure of social certainty used in Studies 3 and 4. The SOM 
Section C outlines these analyses. 

8 One direction for future research involves comparing positively-valenced and negatively-valenced 
social identity expressions, such as the active confirmation or disconfirmation of negative stereotypes. 
Similar to findings within the research on emotional authenticity climates and emotions literature 
(e.g., individuals express negative emotions more in emotional authenticity climates; Grandey et al., 
2012), authenticity climates may foster the acceptance of both negatively- and positively-valenced 
expressions, potentially resulting in similar outcomes regardless of expression valence. We found 
evidence supporting this proposition by re-examining the social identity affirmation measure from 
Roberts (2008). Specifically, one item reflected stereotype disconfirmation: “I try to communicate the 
inaccuracy of stereotypes about African Americans.” We observed effects consistent with our 
reported findings when analyzing this item alone. 
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