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Trust, Justice, & Ethics


Most Trusted Companies


100 Best Companies to Work For 
• SAS 
• Google
• Zappos.com
• USAA 


• Cisco
• American Express
• REI
• DreamWorks


High reputation + average pay
or


High salary + poor reputation


78%


Trust in a Leader
• The willingness to be vulnerable to a leader based on positive 


expectations about the leader’s actions and intentions


• Disposition-based trust
• Cognition-based trust 


• Affect-based trust








Disposition-Based Trust
• Trust propensity


• A general expectation that the words, promises, and 
statements of individuals and groups can be relied upon


• “Blind trust” or “Faith in human nature”


• How trusting are you?
• Where does trust propensity come from?


Trust Propensity
• Video:  Kimmel—Halloween 


Candy, 2014


Disposition-Based Trust
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TRUST PROPENSITY
Are you a trusting person or a suspicious person by nature? This assessment is designed to 
measure trust propensity—a dispositional willingness to trust other people. Answer each 
question using the response scale provided. Then subtract your answers to the boldfaced 
questions from 6, with the difference being your new answers for those questions. For 
example, if your original answer for question 4 was “4,” your new answer is “2” (6 – 4). 
Then sum up your answers for the eight questions. (For more assessments relevant to this 
chapter, please visit the Online Learning Center at www.mhhe.com/colquitt).


SCORING AND INTERPRETATION
If your scores sum up to 21 or above, you tend to be trusting of other people, which means 
you’re often willing to accept some vulnerability to others under conditions of risk. If your 
scores sum up to 20 or below, you tend to be suspicious of other people, which means 
you’re rarely willing to accept such vulnerability.


Sources: R.C. Mayer and J.H. Davis, “The Effect of the Performance Appraisal System on Trust for Manage-
ment: A Field Quasi-Experiment,” Journal of Applied Psychology 84 (1999), pp. 123–36. Copyright © 1999 by 
the American Psychological Association. Adapted with permission. No further reproduction or distribution is 
permitted without written permission from the American Psychological Association. See also F.D. Schoorman, 
R.C. Mayer, C. Roger, and J.H. Davis. “Empowerment in Veterinary Clinics: The Role of Trust in Delegation.” 
Presented in a Symposium on Trust at the 11th Annual Conference, Society for Industrial and Organizational 
Psychology (SIOP), (April 1996), San Diego.


O B  A S S E S S M E N T S


1
STRONGLY 
DISAGREE


2 
DISAGREE


3 
NEUTRAL


4 
AGREE


5 
STRONGLY 


AGREE


1. One should be very cautious with strangers.


2. Most experts tell the truth about the limits of their knowledge.


3. Most people can be counted on to do what they say they will do.


4. These days, you must be alert or someone is likely to take 
     advantage of you.


5. Most salespeople are honest in describing their products.


6.  Most repair people will not overcharge people who are ignorant of 
their specialty.


7. Most people answer public opinion polls honestly.


8. Most adults are competent at their jobs.


The nation in which we live also affects our trust propensity. Research by the World 
Values Study Group examines differences between nations on various attitudes and per-
ceptions. The study group collects interview data from 45 different societies with a total 
sample size of more than 90,000 participants. One of the questions asked by the study 
group measures trust propensity. Specifically, participants are asked, “Generally speaking, 
would you say that most people can be trusted or that you can’t be too careful in dealing 
with people?” Figure 7-2 shows the percentage of participants who answered “Most people 
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Trust Propensity
• Video:  The Office


• What does Michael Scott’s 
trust propensity look like?


Trust propensities by nation Initial Trust
• Should you have a trusting disposition when it comes to your 


employees?


• Benefits?
• Drawbacks?








Trustworthiness
• What causes you to trust your supervisor / boss?


Cognition-Based Trust
• Trustworthiness


• The attributes of a leader that inspire trust


TrustBenevolence


Ability


Integrity


Cognition-Based Trust


Benevolence


Ability


Integrity


• Leader has the skills and competencies to be 
successful in some specific area


• Leader wants to do good for you, apart from 
any selfish or profit-centered motives


• Leader adheres to a set of values and 
principles that you find acceptable


Cognition-Based Trust
• Usually not enough to just have one of the three (ability, 


benevolence, and integrity) 
• Which dimension is most important depends on the individual 


(the trustor)
• Also depends on what the trustee’s role is


• Doctor : Ability vs. benevolence?
• Mechanic: Ability vs. integrity?
• Professor : Ability vs. benevolence?
• Leader : ???








Cognition-Based Trust
• Video: Pirates of the 


Caribbean


• Are pirates trustworthy?
• Would Jack Sparrow be a 


trustworthy leader?


• Video:  
Slumdog Millionaire


• Is Prem (the host) 
trustworthy?
• Ability
• Benevolence
• Integrity


Cognition-Based Trust








Affect-Based Trust
• Emotional fondness:  We like the leader


• Relationship characterized by mutual investment of time and 
energy, and a sense of deep attachment


• This goes beyond any rational/cognitive assessment
• Supplement to the other types of trust
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FIGURE 7-1 Factors That Influence Trust Levels  


Sources: Adapted from R.C. Mayer, J.H. Davis, and F.D. Schoorman, “An Integrative Model of Organizational 
Trust,” Academy of Management Review 20 (1995), pp. 709–34; and D.J. McAllister, “Affect- and Cognition-
Based Trust as Foundations for Interpersonal Cooperation in Organizations,” Academy of Management Journal 
38 (1995), pp. 24–59.


Trust


Ability


Benevolence


Integrity


Trust
Propensity


Feelings toward
Trustee


Disposition-Based Trust


Cognition-Based Trust


Affect-Based Trust


Trustworthiness


be damaging; as one scholar noted, “We are doomed if we trust all and equally doomed 
if we trust none.”23 Where do you stack up on trust propensity? See our OB Assessments
feature to find out.


Where does our trust propensity come from? As with all traits, trust propensity is a 
product of both nature and nurture (see Chapter 9 on Personality and Cultural Values for 
more discussion of such issues). If our parents are dispositionally suspicious, we may either 
inherit that tendency genetically or model it as we watch them exhibit distrust in their day-
to-day lives. Research also suggests that trust propensity is shaped by early childhood 
experiences.24 In fact, trust propensity may be one of the first personality traits to develop, 
because infants must immediately learn to trust their parents to meet their needs. The more 
our needs are met as children, the more trusting we become; the more we are disappointed 
as children, the less trusting we become. Our propensities continue to be shaped later in 
life as we gain experiences with friends, schools, churches, local government authorities, 
and other relevant groups.25
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Factors that Influence Trust


Trust
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investment of time and energy, a sense of deep attachment, and the realization that both 
parties would feel a sense of loss if the relationship were dissolved.40


SUMMARY. Taken together, disposition-based trust, cognition-based trust, and affect-
based trust provide three completely different sources of trust in a particular authority. 
In the case of disposition-based trust, our willingness to be vulnerable has little to do 
with the authority and more to do with our genes and our early life experiences. In the 
case of affect-based trust, our willingness to be vulnerable has little to do with a rational 
assessment of the authority’s merits and more to do with our emotional fondness for the 
authority. Only in the case of cognition-based trust do we rationally evaluate the pluses 
and minuses of an authority, in terms of its ability, benevolence, and integrity. But how 
exactly do we gauge those trustworthiness forms? One way is to consider whether authori-
ties adhere to rules of justice.


J U S T I C E
It’s often difficult to assess the ability, benevolence, and integrity of authorities accurately, 
particularly early in a working relationship. What employees need in such circumstances is 
some sort of observable behavioral evidence that an authority might be trustworthy. Justice 
provides that sort of behavioral evidence, because authorities who treat employees more 
fairly are usually judged to be more trustworthy.41 As shown in Table 7-2, employees can 
judge the fairness of an authority’s decision making along four dimensions: distributive 
justice, procedural justice, interpersonal justice, and informational justice.


DISTRIBUTIVE JUSTICE. Distributive justice reflects the perceived fairness of 
 decision-making outcomes.42 Employees gauge distributive justice by asking whether 
decision outcomes, such as pay, rewards, evaluations, promotions, and work assignments, 


7.4
What dimensions can be 
used to describe the fair-
ness of an authority’s deci-
sion making? 


Wh t


FIGURE 7-3 Types of Trust Over Time


Time


Disposition-
Based Trust


Cognition-
Based Trust


Affect-
Based Trust


New
Relationships


Most
Relationships


Few
Relationships


Sources: Adapted from R.J. Lewicki and B.B. Bunker, “Developing and Maintaining Trust in Work  Relationships,” 
in Trust in Organizations: Frontiers of Theory and Research, eds. R.M. Kramer and T.R. Tyler (Thousand Oaks, 
CA: Sage, 1996), pp. 114–39; and R.C. Mayer, J.H. Davis, and F.D. Schoorman, “An Integrative Model of Orga-
nizational Trust,” Academy of Management Review 20 (1995), pp. 709–34.
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• Video:  Man of Steel
• What trust issues are at 


play in this scene?


Trust








Why trust is important
• Hiring and Retention


• Google
• 3000 applications a day 


• SAS
• 3.7% turnover (average in the industry is ~20%)


Why is trust important?
• Encourages Risk-taking
• Information Sharing
• Group Effectiveness
• Task Performance
• Citizenship Behaviors


• Going above and beyond the job requirements
• Decreased transaction costs


• Berkshire Hathaway


How are leaders doing?
Employees who believe in senior management:!
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FIGURE 7-7 Why Are Some Authorities More Trusted Than Others?


Trust


Ability


Benevolence


Integrity


Trust
Propensity


Feelings toward
Trustee


Trustworthiness


Distributive
Justice


Procedural
Justice


Interpersonal
Justice


Informational
Justice


Justice


Moral
Awareness


Moral
Judgment


Moral
Intent


Ethical
Behavior


Ethics


commitment. The figure reveals that trust does affect job performance. Why? One rea-
son is that trust is moderately correlated with task performance. A study of employees in 
eight plants of a tool manufacturing company sheds some light on why trust benefits task 
 performance.116 The study gave employees survey measures of their trust in two different 
authorities: their plant’s manager and the company’s top management team. Both trust mea-
sures were  significant predictors of employees’ ability to focus, which reflects the degree to 
which employees can devote their attention to work, as opposed to “covering their backside,” 
“playing politics,” and “keeping an eye on the boss.” The ability to focus is clearly vital to 
task performance in many jobs, particularly when job duties become more complex.
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• How do we evaluate 
trustworthiness?
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Justice
• Perceived fairness of a leader’s decision making


• 4 dimensions


• Fairness of decision outcomes


• Fairness of decision procedures


• Fairness of treatment by leader


• Fairness of communications by leader


Interpersonal
Justice


Informational
Justice


Procedural
Justice


Distributive
Justice


Distributive and Procedural Justice
227C H A P T E R  7   Trust, Justice, and Ethics


Distributive Justice Rules Description


Equity vs. equality vs. need Are rewards allocated according to the proper norm?


Procedural Justice Rules


Voice
Correctability
Consistency
Bias Suppression
Representativeness
Accuracy


Do employees get to provide input into procedures?
Do procedures build in mechanisms for appeals?
Are procedures consistent across people and time?
Are procedures neutral and unbiased?
Do procedures consider the needs of all groups?
Are procedures based on accurate information?


Interpersonal Justice Rules


Respect
Propriety


Do authorities treat employees with sincerity?
Do authorities refrain from improper remarks?


Informational Justice Rules


Justification
Truthfulness


Do authorities explain procedures thoroughly?
Are those explanations honest?


TABLE 7-2 The Four Dimensions of Justice


Sources: J.S. Adams, “Inequity in Social Exchange,” in Advances in Experimental Social Psychology, Vol. 2, ed. 
L. Berkowitz (New York: Academic Press, 1965), pp. 267–99; R.J. Bies and J.F. Moag, “Interactional Justice: 
Communication Criteria of Fairness,” in Research on Negotiations in Organizations, Vol. 1, eds. R.J. Lewicki, 
B.H. Sheppard, and M.H. Bazerman (Greenwich, CT: JAI Press, 1986), pp. 43–55; G.S. Leventhal, “The Distri-
bution of Rewards and Resources in Groups and Organizations,” in Advances in Experimental Social Psychol-
ogy, Vol. 9, eds. L. Berkowitz and W. Walster (New York: Academic Press, 1976), pp. 91–131; G.S. Leventhal, 
“What Should Be Done with Equity Theory? New Approaches to the Study of Fairness in Social Relationships,” 
in Social Exchange: Advances in Theory and Research, eds. K. Gergen, M. Greenberg, and R. Willis (New York: 
Plenum Press, 1980), pp. 27–55; J. Thibaut and L. Walker, Procedural Justice: A Psychological Analysis (Hills-
dale, NJ: Erlbaum, 1975).


the perceived fairness of decision-making processes.  54   Procedural justice is fostered when 
authorities adhere to rules of fair process. One of those rules is voice, which concerns 
giving employees a chance to express their opinions and views during the course of deci-
sion making.  55   A related rule is correctability, which provides employees with a chance to 
request an appeal when a procedure seems to have worked ineffectively. Research suggests 
that voice improves employees reactions to decisions,  56   largely because it gives employ-
ees a sense of ownership over the decisions that occur at work. In fact, employees value 
voice even when it doesn’t always result in the outcomes they want or when their appeals 
don’t always reverse the decisions that were made.  57   Why? Because employees like to be 
heard—the expression of opinions is a valued end, in-and-of-itself, as long as employees 
feel those opinions were truly considered. 


 Aside from voice and correctability, procedural justice is fostered when authorities 
adhere to four rules that serve to create equal employment opportunity. The consistency, 
bias suppression, representativeness, and accuracy rules help ensure that procedures are 
neutral and objective, as opposed to biased and discriminatory. These sorts of procedural 
rules are relevant in many areas of working life. As one example, the rules can be used 
to make hiring practices more fair by ensuring that interview questions are unbiased and 
asked in the same manner across applications. As another example, the rules can be used to 
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Justice Scenario—Grading
• You are taking a management course and recently completed 


the first exam, which was mostly essay questions.  During the 
exam you felt like a couple of the questions dealt with issues 
that were not covered in class.  As the professor hands back 
the exams he informs the class that his decisions are final—
don’t bother arguing.  He doesn’t curve.  You got a 90.  When 
you compare your answers to a friend’s answers, you see that 
you received minus 4 points for a mistake while your friend 
only got minus 2 points for the same mistake.


• How do you feel toward the professor?


• Why?


Distributive and Procedural Justice
• Voice?
• Correctability?
• Consistency?
• Bias Suppression?
• Representativeness?
• Accuracy?


Justice Scenario—Grading
• You are taking a management course and recently completed 


the first exam, which was mostly essay questions.  During the 
exam you felt like a couple of the questions dealt with issues 
that were not covered in class.  As the professor hands back 
the exams he informs the class that he is open to feedback 
about the exam and appeals of his grading.  You got an 88.  
When you compare your answers to a friend’s answers, you 
see that although you received minus 4 points for a mistake, 
your friend also got minus 4 points for the same mistake.


• How do you feel toward the professor?  


• Why?


Justice
• Procedural justice is particularly important when distributive 


justice is lacking
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received by employees from authorities.59 Interpersonal justice is fostered when authorities 
adhere to two particular rules. The respect rule pertains to whether authorities treat employ-
ees in a dignified and sincere manner, and the propriety rule reflects whether authorities 
refrain from making improper or offensive remarks. From this perspective, interpersonal 
injustice occurs when authorities are rude or disrespectful to employees, or when they refer 
to them with inappropriate labels.60 


When taken to the extremes, interpersonally unjust actions create abusive  supervision, 
defined as the sustained display of hostile verbal and nonverbal behaviors, excluding phys-
ical contact.61 A national study suggests that approximately 15 percent of  employees are 
victims of abusive behaviors, ranging from angry outbursts to public ridiculing to being 
used as scapegoats for negative events.62 Estimates also indicate that such actions cost 
U.S. businesses around $24 billion annually due to absenteeism, health care costs, and 
lost  productivity.63 Employees who are abused by their supervisors report more anxi-
ety,  burnout, and strain, as well as less satisfaction with their lives in general.64 They are 
also more likely to strike back at their supervisors with counterproductive behaviors—a 
response that may even spill over to their coworkers and the larger organization.65


Why are interpersonally unjust actions so damaging? One reason may be that people 
remember unfair acts more vividly than fair ones. A recent study asked 41 employees to 
complete a survey on interactions with authorities and coworkers four times a day for 2 
to 3 weeks using a palmtop computer.66 Two kinds of interactions were coded—positive 
experiences and negative experiences—and participants also reported on their current 
mood (e.g., happy, pleased, sad, blue, unhappy). The results of the study showed that posi-
tive interactions were more common than negative interactions, but the effects of negative 
interactions on mood were five times stronger than the effects of positive interactions. 
Such findings suggest that a violation of the respect and propriety rules looms much larger 
than adherence to those rules.67


FIGURE 7-4 Combined Effects of Distributive and Procedural Justice
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Source: Adapted from J. Brockner and B.M. Wiesenfeld, “An Integrative Framework for Explaining Reactions to 
Decisions: Interactive Effects of Outcomes and Procedures,” Psychological Bulletin 120 (1996), pp. 189–208.
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received by employees from authorities.59 Interpersonal justice is fostered when authorities 
adhere to two particular rules. The respect rule pertains to whether authorities treat employ-
ees in a dignified and sincere manner, and the propriety rule reflects whether authorities 
refrain from making improper or offensive remarks. From this perspective, interpersonal 
injustice occurs when authorities are rude or disrespectful to employees, or when they refer 
to them with inappropriate labels.60 


When taken to the extremes, interpersonally unjust actions create abusive  supervision, 
defined as the sustained display of hostile verbal and nonverbal behaviors, excluding phys-
ical contact.61 A national study suggests that approximately 15 percent of  employees are 
victims of abusive behaviors, ranging from angry outbursts to public ridiculing to being 
used as scapegoats for negative events.62 Estimates also indicate that such actions cost 
U.S. businesses around $24 billion annually due to absenteeism, health care costs, and 
lost  productivity.63 Employees who are abused by their supervisors report more anxi-
ety,  burnout, and strain, as well as less satisfaction with their lives in general.64 They are 
also more likely to strike back at their supervisors with counterproductive behaviors—a 
response that may even spill over to their coworkers and the larger organization.65


Why are interpersonally unjust actions so damaging? One reason may be that people 
remember unfair acts more vividly than fair ones. A recent study asked 41 employees to 
complete a survey on interactions with authorities and coworkers four times a day for 2 
to 3 weeks using a palmtop computer.66 Two kinds of interactions were coded—positive 
experiences and negative experiences—and participants also reported on their current 
mood (e.g., happy, pleased, sad, blue, unhappy). The results of the study showed that posi-
tive interactions were more common than negative interactions, but the effects of negative 
interactions on mood were five times stronger than the effects of positive interactions. 
Such findings suggest that a violation of the respect and propriety rules looms much larger 
than adherence to those rules.67


FIGURE 7-4 Combined Effects of Distributive and Procedural Justice


Low High


High Distributive Justice


Low Distributive Justice


Procedural Justice


R
e
ac


ti
o


n
s 


to
 A


u
th


o
ri


ty


LL


Source: Adapted from J. Brockner and B.M. Wiesenfeld, “An Integrative Framework for Explaining Reactions to 
Decisions: Interactive Effects of Outcomes and Procedures,” Psychological Bulletin 120 (1996), pp. 189–208.
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Distributive Justice Rules Description


Equity vs. equality vs. need Are rewards allocated according to the proper norm?


Procedural Justice Rules


Voice
Correctability
Consistency
Bias Suppression
Representativeness
Accuracy


Do employees get to provide input into procedures?
Do procedures build in mechanisms for appeals?
Are procedures consistent across people and time?
Are procedures neutral and unbiased?
Do procedures consider the needs of all groups?
Are procedures based on accurate information?


Interpersonal Justice Rules


Respect
Propriety


Do authorities treat employees with sincerity?
Do authorities refrain from improper remarks?


Informational Justice Rules


Justification
Truthfulness


Do authorities explain procedures thoroughly?
Are those explanations honest?


TABLE 7-2 The Four Dimensions of Justice


Sources: J.S. Adams, “Inequity in Social Exchange,” in Advances in Experimental Social Psychology, Vol. 2, ed. 
L. Berkowitz (New York: Academic Press, 1965), pp. 267–99; R.J. Bies and J.F. Moag, “Interactional Justice: 
Communication Criteria of Fairness,” in Research on Negotiations in Organizations, Vol. 1, eds. R.J. Lewicki, 
B.H. Sheppard, and M.H. Bazerman (Greenwich, CT: JAI Press, 1986), pp. 43–55; G.S. Leventhal, “The Distri-
bution of Rewards and Resources in Groups and Organizations,” in Advances in Experimental Social Psychol-
ogy, Vol. 9, eds. L. Berkowitz and W. Walster (New York: Academic Press, 1976), pp. 91–131; G.S. Leventhal, 
“What Should Be Done with Equity Theory? New Approaches to the Study of Fairness in Social Relationships,” 
in Social Exchange: Advances in Theory and Research, eds. K. Gergen, M. Greenberg, and R. Willis (New York: 
Plenum Press, 1980), pp. 27–55; J. Thibaut and L. Walker, Procedural Justice: A Psychological Analysis (Hills-
dale, NJ: Erlbaum, 1975).


the perceived fairness of decision-making processes.  54   Procedural justice is fostered when 
authorities adhere to rules of fair process. One of those rules is voice, which concerns 
giving employees a chance to express their opinions and views during the course of deci-
sion making.  55   A related rule is correctability, which provides employees with a chance to 
request an appeal when a procedure seems to have worked ineffectively. Research suggests 
that voice improves employees reactions to decisions,  56   largely because it gives employ-
ees a sense of ownership over the decisions that occur at work. In fact, employees value 
voice even when it doesn’t always result in the outcomes they want or when their appeals 
don’t always reverse the decisions that were made.  57   Why? Because employees like to be 
heard—the expression of opinions is a valued end, in-and-of-itself, as long as employees 
feel those opinions were truly considered. 


 Aside from voice and correctability, procedural justice is fostered when authorities 
adhere to four rules that serve to create equal employment opportunity. The consistency, 
bias suppression, representativeness, and accuracy rules help ensure that procedures are 
neutral and objective, as opposed to biased and discriminatory. These sorts of procedural 
rules are relevant in many areas of working life. As one example, the rules can be used 
to make hiring practices more fair by ensuring that interview questions are unbiased and 
asked in the same manner across applications. As another example, the rules can be used to 
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FIGURE 7-5  The Effects of Justice on Theft During a Pay Cut 
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Source: Adapted from J. Greenberg, “Employee Theft as a Reaction to Underpayment Inequity: The Hidden Cost 
of Paycuts,” Journal of Applied Psychology 75 (1990), pp. 561–68.


short, impersonal explanation, theft rose dramatically during the pay cut, likely as a means 
of retaliating for perceived inequity, before falling to previous levels once the cut had passed. 
Importantly, in the plant with the long, sincere explanation, the rise in theft was much less 
significant during the pay cut, with theft levels again falling back to normal levels once the 
cut had ended. Clearly, the higher levels of informational and interpersonal justice were worth 
it from a cost-savings perspective. The difference in theft across the two plants is remarkable, 
given that the long, sincere explanation was only a few minutes longer than the short, imper-
sonal explanation. What’s a few extra minutes if it can save a few thousand dollars?


SUMMARY. Taken together, distributive, procedural, interpersonal, and informational 
justice can be used to describe how fairly employees are treated by authorities. When an 
authority adheres to the justice rules in Table 7-2, those actions provide behavioral data 
that the authority might be trustworthy. Indeed, studies show that all four justice forms 
have strong correlations with employee trust levels.75 All else being equal, employees trust 
authorities who allocate outcomes fairly; make decisions in a consistent, unbiased, and 
accurate way; and communicate decision-making details in a respectful, comprehensive, 
and honest manner. Which authorities are most likely to adhere to these sorts of rules? 
Research on ethics can provide some answers.


E T H I C S
Research on ethics seeks to explain why people behave in a manner consistent with gen-
erally accepted norms of morality, and why they sometimes violate those norms.76 The 
study of business ethics has two primary threads to it. One thread is prescriptive in nature, 
with scholars in philosophy debating how people ought to act using various codes and 
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• Positive workplace interactions are more common than 


negative ones


• BUT…
• The effects of negative interactions on mood are FIVE times 


stronger than the effects of positive interactions


• Takeaway…  


• You can be a good boss “most” of the time and your 
employees might still really dislike you if you are rude and 
insincere some of the time.


Justice
• Read the following scenarios and determine the level (high or 


low) of distributive, procedural, interpersonal, and informational 
justice in each.


• Imagine that you work as a sales clerk for a national retail 
company and a regional manager position recently opened.  You 
and several other employees have applied for this position.  A 
decision has finally been made and...








Justice


...you got the promotion!  The hiring 
committee didn’t offer much of an 


explanation, but you’re pretty sure you got 
the promotion because you are friends with 


someone on the committee.


Justice


...you got the promotion!  The hiring 
committee didn’t offer much explanation, 


but you’re pretty sure you got the 
promotion because you are friends with 


someone on the committee.
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...you didn’t get the promotion.  On the plus 
side, however, you learned a lot from the 
process.  The hiring committee gave you a 
comprehensive rating sheet used to make 


the decision and sat you down and told you 
in a thoughtful manner.
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All four justice dimensions have strong correlations with trust levels.


Group Exercise
• Unethical Behavior


• Read the scenario depicted
• Come up with three ideas for reducing theft in the store


• Write those ideas on the board
• Be ready to defend your answers
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held in by a redesigned sole that includes 65 wafer-thin layers of plastic film. The new 
approach, which debuted with Nike’s Air Max 360, allows the air pocket to stretch 
throughout the sole, giving even more comfort at even less weight. The company has also 
devised a program that calculates an environmental impact rating for each shoe, based 
on use of toxic adhesives, curbing of waste, and use of recycled materials.134 Even the 
Air Jordan—arguably Nike’s flagship shoe—was designed with environmental impact 
in mind, such that the shoe’s sole consists of ground-up bits of old Nike sneakers.135 You 
won’t see these issues discussed in television or print ads for Nike shoes, however. Unlike 
Wal-Mart or General Electric, which aggressively trumpet their “green” initiatives, Nike 
prefers to deemphasize sustainability in its marketing efforts. One independent branding 
consultant explains that strategy by noting, “Nike has always been about winning. How is 
sustainability relevant to its brand?”136


7.1  Do you agree with Nike’s decision to downplay “green” issues when marketing its 
shoes? Why or why not?


7.2  Assuming price and quality are both acceptable, to what degree do you consider the 
ethical reputation of a company when buying a product or service?


7.3  Does it seem like Nike is doing enough to build and maintain the trust in its brand? If 
not, what else would you like to see the company pursue?


E X E R C I S E :  U N E T H I C A L  B E H AV I O R 


The purpose of this exercise is to explore how authorities can prevent unethical behaviors 
on the part of their employees. This exercise uses groups, so your instructor will either 
assign you to a group or ask you to create your own group. The exercise has the following 
steps:


7.1   Read the following scenario:


 Alex Grant recently graduated from college and is excited to be starting his first job 
as a store manager for The Grocery Cart, a large supermarket chain. The company 
has a very good management training program, and it is one of the fastest growing 
chains in the nation. If Alex does well managing his first store, there are a number 
of promising advancement opportunities in the company. After completing the store 
management training program, Alex met with Regina Hill, his area supervisor. She 
informed Alex that he would be taking charge of a medium-volume store ($250,000 
in sales/week) in an upper-class neighborhood. This store had been operating with-
out a store manager for the past 6 months. The store had also not made a profit in 
any of the monthly financial reports for the last year. 


 Hill also shared the following information with Alex: Because the store has been 
without a store manager for the last six months, the assistant manager (Drew Smith) 
has been in charge. Drew is known for being highly competent and a solid per-
former. However, there have been complaints that he is frequently rude to employ-
ees and insults and ridicules them whenever they make mistakes. Turnover among 
sales clerks and cashiers at this store has been somewhat higher than in other stores 
in the area. The average pay of clerks and cashiers is $6.44/hour. The last two 
semiannual inventories at this store showed significant losses. There has been a 
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 Hill also shared the following information with Alex: Because the store has been 
without a store manager for the last six months, the assistant manager (Drew Smith) 
has been in charge. Drew is known for being highly competent and a solid per-
former. However, there have been complaints that he is frequently rude to employ-
ees and insults and ridicules them whenever they make mistakes. Turnover among 
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in the area. The average pay of clerks and cashiers is $6.44/hour. The last two 
semiannual inventories at this store showed significant losses. There has been a 


coL37179_ch07.indd   247coL37179_ch07.indd   247 1/7/10   1:33:33 PM1/7/10   1:33:33 PM


Rev.Confirming Pages


248 C H A P T E R  7   Trust, Justice, and Ethics


large amount of theft from the store stockroom (an area where only employees are 
allowed). Given that the store has generally done well in sales (compared with oth-
ers in the area) and that most expenses seem well under control, Hill believes that 
the profitability problem for this store is primarily due to theft. Therefore, she sug-
gested that Alex’s plans for the store should focus on this priority over any others.


 7.2 As a manager, what steps should Alex take to reduce employee theft? Come up with 
a list of three ideas. Elect a group member to write the group’s three ideas on the 
board or on a transparency.


 7.3 Now read the following scenario:


  When Alex arrived for his first day of work in his new store, he saw that Drew 
was in the process of terminating an employee (Rudy Johnson) who had been 
caught stealing. Alex immediately went to the break room of the store where the 
 termination interview was being conducted to learn more about the situation. Drew 
informed Alex that Rudy had been a grocery clerk for the past six weeks and that 
he had apparently figured out how to tell if the alarms to the stockroom doors were 
off. Rudy would then open the back stockroom doors and stack cases of beer outside 
the store to pick up after his shift. After Drew caught Rudy doing this, Drew had a 
 conversation with one of his friends who works as a restaurant manager down the 
street. Drew’s friend noted that he had hired Rudy a few months ago and that he’d 
been caught stealing there too. 


  Turning to Rudy, Drew asked, “So, Rudy, what do you have to say for yourself?” 
Rudy quickly replied: “Look here, [expletive], you don’t pay me enough to work 
here and put up with this garbage. In fact, you’re always riding everyone like they’re 
your personal servant or something. So I was trying to get some beer. I’ve seen you 
let stockers take home damaged merchandise a dozen times. So just because they 
cut open a box of cookies, which we all know they do on purpose, they get to take 
stuff home for free. For that matter, we’ve all seen you do the same thing! I’ve never 
seen you make a big deal about this stuff before. Why can’t I get a few cases of 
beer? What’s the big deal?”


 7.4 Do these events give you any additional insights into how to decrease employee 
theft in this store? If so, elect a group member to write an additional one or two rea-
sons in your spot on the board or on your transparency.


 7.5 Class discussion (whether in groups or as a class) should center on whether the theft 
that’s occurring at The Grocery Cart reveals a problem of moral awareness, moral 
judgment, or moral intent. In addition, does the theft point to a problem with “bad 
apples,” a “bad barrel,” or both?


Source: Adapted from E.C. Tomlinson, “Teaching the Interactionist Model of Ethics,” Journal of Management 
Education 33 (2009), pp. 142–65.


ENDNOTES


 7.1 Holmes, S. “Nike Goes for the 
Green.” BusinessWeek, September 
25, 2006, pp. 106–108.


 7.2 Levenson, E. “Citizen Nike.” Fortune, 
November 24, 2008, pp. 16 5–70.


 7.3 Ibid. 
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FIGURE 7-6 The Four-Component Model of Ethical Decision Making 
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Source: Adapted from J.R. Rest, Moral Development: Advances in Research and Theory (New York: Praeger, 
1986).


already less-than-wholesome nature of the game. Besides, “Easter eggs”—hidden objects 
in movies, DVDs, or computer and video games—have a long history in the entertainment 
industry. On the other hand, the hidden scenes constitute deception of the rating board, 
the customer, and potentially the customer’s parents. And that deception issue stands apart 
from any moral issues raised by the actual content of the hidden scenes. If this story sounds 
familiar to you, it’s because it actually happened with Grand Theft Auto: San Andreas, a 
game manufactured by a division of Take Two Interactive Software.92 The hidden scenes, 
which began with the invitation, “How ‘bout some coffee?” could be accessed using soft-
ware available on the Internet. Take Two contends that the code for the scenes was put into 
early drafts of the game but was supposed to be removed before the game went to market.


Moral awareness depends in part on characteristics of the issue itself, as some issues have 
more built-in ethical salience than others. A concept called moral intensity captures the degree 
to which an issue has ethical urgency.93 As described in Table 7-4, moral intensity is driven by 
two general concerns, both of which have more specific facets.94 First and foremost, a particu-
lar issue is high in moral intensity if the potential for harm is perceived to be high. An act that 
could injure 1,000 people is more morally intense than an act that could injure 10 people, and 
an act that could result in death is more morally intense than an act that could result in illness.95


Second, a particular issue is high in moral intensity if there is social pressure surrounding it. 
An act that violates a clear social norm is more morally intense than an act that seems similar 
to what everyone else is doing. In the case of Grand Theft Auto, it may be that Take Two never 
considered the ethicality of the hidden scenes because the potential for harm would be minor, 
or because the customers drawn to the game would probably not view the act as unethical.


Moral awareness also depends on the way authorities observe and perceive the events that 
happen around them. A concept called moral attentiveness captures the degree to which 
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FIGURE 7-7 Why Are Some Authorities More Trusted Than Others?
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commitment. The figure reveals that trust does affect job performance. Why? One rea-
son is that trust is moderately correlated with task performance. A study of employees in 
eight plants of a tool manufacturing company sheds some light on why trust benefits task 
 performance.116 The study gave employees survey measures of their trust in two different 
authorities: their plant’s manager and the company’s top management team. Both trust mea-
sures were  significant predictors of employees’ ability to focus, which reflects the degree to 
which employees can devote their attention to work, as opposed to “covering their backside,” 
“playing politics,” and “keeping an eye on the boss.” The ability to focus is clearly vital to 
task performance in many jobs, particularly when job duties become more complex.
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242 C H A P T E R  7   Trust, Justice, and Ethics


FIGURE 7-8 Effects of Trust on Performance and Commitment


Trust has a moderate positive effect on Performance. Employees who are willing to be 
vulnerable to authorities tend to have higher levels of Task Performance. They are also 
more likely to engage in Citizenship Behavior and less likely to engage in 
Counterproductive Behavior.


Trust has a strong positive effect on Commitment. Employees who are willing to be
vulnerable to authorities tend to have higher levels of Affective Commitment and
higher levels of Normative Commitment. Trust has no effect on Continuance
Commitment.


Represents a strong correlation (around .50 in magnitude).


Represents a moderate correlation (around .30 in magnitude).


Represents a weak correlation (around .10 in magnitude).
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Job
Performance Trust
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CommitmentTrust


Sources: K.T. Dirks and D.L. Ferrin, “Trust in Leadership: Meta-Analytic Findings and Implications for Research 
and Practice,” Journal of Applied Psychology 87 (2002), pp. 611–28; and J.A. Colquitt, B.A. Scott, and J.A. LeP-
ine, “Trust, Trustworthiness, and Trust Propensity: A Meta-Analytic Test of their Unique Relationships with Risk 
Taking and Job Performance,” Journal of Applied Psychology 92 (2007), pp. 909–27.


Trust also influences citizenship behavior and counterproductive behavior. Why? One 
reason is that the willingness to accept vulnerability changes the nature of the employee–
employer relationship. Employees who don’t trust their authorities have economic 
exchange relationships that are based on narrowly defined, quid pro quo obligations that 
are specified in advance and have an explicit repayment schedule.117 Economic exchanges 
are impersonal and resemble contractual agreements, such that employees agree to  fulfill 
the duties in their job description in exchange for financial compensation. As trust increases, 
social exchange relationships develop that are based on vaguely defined  obligations that 
are open-ended and long term in their repayment schedule.118 Social exchanges are char-
acterized by mutual investment, such that employees agree to go above and beyond their 
duties in exchange for fair and proper treatment by authorities. In social exchange con-
texts, employees are willing to engage in beneficial behaviors because they trust that those 
efforts will eventually be rewarded (see Chapter 3 on Organizational Commitment for 
more discussion of such issues).


Figure 7-8 also reveals that trust affects organizational commitment. Why? One reason 
is that trusting an authority increases the likelihood that an emotional bond will develop,119 
particularly if that trust is rooted in positive feelings for the authority. Trusting an authority 
also makes it more likely that a sense of obligation will develop, because employees feel 
more confident that the authority deserves that obligation. When negative events occur, 
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