
           SCARF worksheet 
What happens in Reward state: more cognitive resources, more insights, more ideas for action, fewer perceptual errors, more open to engage and communicate, 

better memory, more able to work collaboratively, be positive, more energy efficient and resilient, better teamwork.  

What happens in Threat state: stress hormones released, reduces thinking ability, more irritable and critical, more mistakes, more negativity, less focus, reduced 

memory, inability to decide, more defensive and less teamwork, recruits’ others to their point of view 

 

Threat 
Response 
Triggers  

Status reward  
Perceived loss 
of status in 
relation to 
others  

Status 
Threat 

Certainty 
Reward 
Fear of the 
unknown 

Certainty Threat  Autonomy reward 
Loss of control  

Autonomy Threat Relatedness 
reward 
Lack of 
connection with 
others in the 
group  

Relatedness 
threat 

Fairness reward 
Perceived 
favouritism or 
incongruity  

Fairness threat 

Reward 
Response 
actions  

• Play down 
status 

• Create shared 
goals 

• Promote 
learning and 
improvement  

• General 
positive 
reinforcement 

• Allow staff to 
provide 
feedback to 
themselves in 
performance 
reviews and 
generally  

• Ask them 
what they 
think 

 

• Critique 

• Unsolicite
d advice 

• Demote 

• Speak 
down to 
them in 
front of 
others 

• Don’t ask 
their 
advice  

• Proved clear 
plans and 
strategies 

• Establish 
clear 
expectations 
and goals  

• Provide 
structure 

• Keep 
updated  

• Realistic 
schedules 

• Lack of 
timely 
decisions 
from 
leadership  

• Lack of 
transparency 

• Unpredictability 

• No roadmap 
going forward 

• No sharing of 
vision 

• No sharing of 
what new 
something will 
entail  

• Don’t 
micromanage 

• Give choices, 
decision 
making 
capabilities 

• Self-
responsibility 

• Ask them what 
they want to do 
or need to do  

 

• Micromanage 

• Authoritive 
leadership 

• Back them into 
a corner 

• Don’t give 
options  

• Share 
personal 
stories 

• Buddy 
systems, 
mentoring or 
coaching  

• Create tribes 
or 
communities 

• Foster 
socialising 

• Include others 
in change   

• Foster internal 
competition 

• Prohibiting 
socialising 

• Make them the 
only person 
things are 
changing for 

• Greater 
transparency 

• Allowing teams 
to establish 
rules, 
initiatives 

• Fostering self- 
directed teams  

• Unequal 
treatment 

• Unclear rules or 
guidelines 

• Lack of 
communication 

• Not including 
union in 
conversation  



Questions 
to ask 
yourself as 
a leader  

How can you 
preserve 
people’s status?  
Can you provide 
positive 
feedback? 

 How can you 
provide some 
degree of 
certainty? 
Can you share 
high level plans 
or milestones?  
How can you 
share 
information 
that may be 
important to 
them?  

 How can you offer 
people control or 
areas of 
autonomy over 
aspects of 
change? 
Can you engage 
more broadly in 
planning and 
execution?  

 How can you 
embrace 
connections and 
create feelings of 
inclusion? 
Can you create 
shared goals 
between people?  

 How can you 
demonstrate 
fairness and 
transparency in 
the decisions you 
make? 
How can you 
involve others in 
the decision-
making process?  

 

 
 

Think about 
giving 
instructions  
 
 
 
 
 

 
 
 
 
 
 
 
 
 

         

 
 
 
 
 
 

 
 
 
 
 
 
 
 
 

         

 

 

 

 

 

 

 


