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	Justice Conundrums

	Justice Intention-Action Gap
	Competing Justice Expectations of Different Stakeholders
	Justice of Care vs. Managerial-Strategic Justice

	I am not only a robot here. I am a human being with emotions, sentiments, and hopes – and beliefs. I feel that this change requires me to act like a machine and switch off everything that makes me human. I am not sure I will be able to act upon my beliefs, act upon what I regard as right. As a human being, and not only as a business representative. (I26)
	Meeting all these different requirements is actually super difficult. When I talk to my team, I feel responsible, I want to maintain our team climate, and do not want to lay off anyone. But then, I talk to my boss, and understand that the new strategy needs us to make such harmful decisions. What feels right in the first context does not feel right in the other context. (I24)
	Sometimes you need to decide: Do you want to be a nice Mother Teresa or a clever business guy managing the survival of a company? That sounds harsh, but this is how operating in a volatile world looks. I do feel responsible for my team and also feel it is my obligation to protect them. (…) But sometimes you need to prioritize the business and execute a strategy at all costs to ensure that you and your colleagues will still have jobs in the future. (I30)

	Justice Intentions

	
	Predominant Justice Motives
	Predominant Moral Emotions
	Predominant Circle of Moral Regard

	Leaving 
	Being fair, being honest, telling the truth, this is what I expect in every aspect of my life. There is nothing more human than the need for fairness. (I27)
	Thinking about laying off people just to meet arbitrary business expectations is simply shocking. (I17)
	You need to consider the entire organization, not only economic considerations or a strategy some higher-ups think might be right. At least when you want to build a sustainable business. (I12)

	Changing 
	Comparing inputs and based on this, deciding on outputs. This is fairness. No fairness, no business. (I24)

If you want to make long-lasting friendships, you need justice. The same goes for business relationships. (I29) 
	Especially the uncertainty makes it really tough to deal with. I find it very difficult to find a good balance. On the one hand, I have to be tough because I somehow represent this company. On the other hand, I need to stick to my own beliefs; otherwise, I would pretend being anyone else. And somehow, I am both when I am here. There are contradictions, lots of contradictions, talking about it honestly. (I02)
	Decision-making happens while interacting with people. I think in times of business transformations, there are winners and losers. When I put emphasis on economic necessity, my people suffer. When I do good for my team, it might be bad for the company, at least financially. That is the curse of being a leader. (I03)

	Staying
	Justice is the make or break for the business – no justice, no exchange. It is as easy as that. (I23) 

Clearly, if you are an unfair leader, you will not get any performance from your team members. Being fair is thus one key competency of a good leader, to ensure the growth of a company, the success of a business. (I28)
	I perceive my colleagues as very insecure and not consistent in their behaviors. I mean, as leaders, we have to be role models; this will determine whether our people are willing to follow us and give their best to make this change happen, right? And when I see my peers questioning the strategy and our bosses, then I always think, “You can think whatever you want behind the scenes, but you have to showcase where this company is heading to”. I hope that this will also save my job; I mean, there is some dependency on the financials, this is certainly true. I really hope what our management created works out, for the safety of the company and thus also for my own safety. (I22)
	To me, the situation looks very insecure. I don’t have a chance to showcase my leadership capabilities or my potential; there is simply no opportunity or exposure. (I08)

	Justice Enactment

	
	Path
	Predominant Conundrum Handling
	Predominant Moral Disengagement

	T1 – Before the Change
	Leaving 
	You observe the situation, and then you wait – you do not act. You have to understand first, unless you want to make bad decisions. (I09)
	We are certainly a business enterprise with the need to generate profits. But: We have to think about the how. (I09)

	
	Changing 
	Very often, I only see excerpts of people's behavior. How should I know that they behave the same everywhere and all the time and not only when I, as the boss, am with them? (I02)
	Other companies have been restructuring their organization and laying off several thousand people for years – just as part of the yearly agenda. For us, this is something new, and yes, it is tough. But we also need to realize that business can be that tough. (I33)  

	
	Staying
	I would always talk to my colleagues, compare what I am planning to do with what they are planning to do. To ensure that there is only one voice and that the decision was not biased but a bit more objective. (I08)
I accepted the things that I was not able to change and tried to shape as much as I could. I talked to my peers;, we created plans, assessments, observed, and gave each other feedback. It was a very active process. (I22)
	We've been a business enterprise for decades now. And we’ve been discussing performance for decades. Even if I need to observe more thoroughly now, it is not a surprise. [It is] true that this has had no consequences so far, but now the time has come to take this seriously. They know the rules of the game. (I23)

	
	Path
	Predominant Conundrum Handling
	Predominant Moral Disengagement
	Personal Decision

	T2 – During the Change
	Leaving 
	I was not able to do what I really wanted to do. But I still managed to act like a human and not like the executing robot they wanted me to be. I helped my people wherever I could, listened to their concerns or fears, their anger – even after my decision to leave. It just feels right to be there for them, after having worked together for so long. (I09)
	Before communicating my decision to leave, I tried to only do what was absolutely necessary. And then I always told myself: ‘This is not you. This is the company expecting you to do this, the company forcing you to do this. This has nothing to do with your beliefs or values, with you as a person. And you are almost there. Only a few more weeks before you can quit this freaking game.’ (I26)
	I just could not stand this anymore. Most of the time we met as human and human, not leader employee. I mean, I was afraid myself. Not a single law in this world can tell me how I have to treat people. (I12)

	
	Changing 
	(...) There was no chance to contradict or start a rebellion. For what? I am a manager and I just receive orders. And even if I do not like them, I will have to execute them. (...) In these cases, I put on my manager's hat and implemented it [the order] rigorously. (...) I did not decide this myself or violate my own rules consciously. I did it because it was expected of me, of me as a boss. If this helps the bank to survive, then I execute as long as I have to, or had to. (...) It did not matter what I thought as a person or what I felt that was right. These were centralized decisions, not individual ones. (...) I did not have a choice – we need the work the people do and not their moods and feelings. (I01)
	As a leader, I am not only taking care and leading people but also representing my company. There was no way around executing this. So, no, I don't think I should blame myself for any kind of injustice. This was all part of a leader role. And I mean, I did my best to support in the background. Hence, I think my people would still say that I am a fair person because I explained well and thoroughly what my intentions were and what was simply determined by our bank. (I20)
	In the beginning I thought: Just play the game. But it was way more draining than I thought. You cannot play a role forever. You lose yourself when doing it. I constantly tried to do what my bosses wanted me to do, and at the same time, help my team members and be a good, caring leader for them. Then there are shareholders that have different interests. You are so torn. You feel like a puppet on a string. This is why I decided to give up my leadership role. It was a decision for myself, for my beliefs, for my peace of mind. (I29)

	
	Staying
	I just initiated. We created different scenarios and made suggestions. I looked at my team, defined criteria, and just started. This working group was like my troop. We made cunning plans, and there was a strong bond, and together, we just did it. So, I had analyzed everything several times already. I discussed it briefly with my manager, but they seemed somehow glad that I executed. It helped me to deal with the situation, to cope with the uncertainty. (I08)
	There are stages in life when you just have to show your resilience, when not everything goes smoothly and when you have the chance to grow and to learn. They had their chances to change. That is what I told them from the beginning. (I08)
	We now have a win-win for ourselves and our customers. You can only deliver good service and good prices when you have a lean, efficient organization. (...) In a few years, most of the work will be done by robots anyway. Hence, you have to buckle up if you want to be part of the future. (I23)






