
Reducing the threat


Getting the team to be more involved in decision-making helps create more rewards and 
less threat around this key stress trigger of FAIRNESS.


Unfairness can be created easily in the work environment, and its removal can be 
difficult. Operational structures can be perceived unfair, and changing them is often slow.

Introducing greater transparency is one of the easiest ways to reduce the threat 
response. People are less likely to experience unfairness if they understand the processes. 
This means teams must have rules and guidelines clearly outlined for everyone.


In organisations, it is crucial to talk about corporate values AND showcase them in action. 
This includes a procedure for addressing unacceptable behaviour, which can benefit the 
team in establishing the rules together. This removes the feeling of being told what to do 
and the feeling of other people benefitting more from the rules.
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Your social and emotional triggers

FIRES

Managing a team sometimes comes down to understanding what is really going on and what FIRES have 
been ignited. The best way to navigate emotions is to understand the FIRES framework. Here are some 
great ideas to try out with your team and a little more information on what is really going on when those 
emotions hit.

F
F: FAIRNESS

Fairness tends to dominate our lives, especially when something is important to us. Being 
beaten by a better player may be fine, but someone who cheats the system might not be 
acceptable. You can even find yourself ignited by unfairness for others, even when they 
might not find it unfair themselves. Whatever way FAIRNESS hits you, as human beings, we 
don’t relate to or empathise with people we view as unfair.


3 Ideas to explore 
within your team:


1. Explore why comparisons are so important to them.

2. Get them to reflect on their successes and how others might 

have felt.

3. Encourage them to identify the actions others are taking. 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I
I: INDEPENDENCE

Independence is important; people like being in the driver’s seat and prefer a feeling of 
choice when doing what they do. Consequently, they may say no to things simply because 
it was not their idea! Independence creates a sense of control. The less independence a 
person experiences, the more the situation is treated as a threat. On the other hand, a 
sense of independence activates the reward structures of the brain, creating a more 
stress-free experience.


Promoting 
‘independence’:


1. Allow team members to make small decisions, from deciding 
the timing of a lunch hour and how they organise their work to 
the ability to work from home occasionally. 


2. Provide people with boundaries or guidelines in which they 
can operate in, instead of dictating a strict set of rules.


3. If you find yourself having difficult conversations around 
independence, try the ALIGN skill to explore a win/win 
outcome. 


R
R: RELATIONSHIPS

When we find it easy to connect with others, we often love doing things that make others 
feel important and special. If relationships are a big driver, it can be challenging when 
others don’t share the same values. Watch out for situations that isolate team members 
from others. 

Since the human brain is a social machine, the relatedness we feel to others influences our 
decision-making to a greater extent. We are designed to build groups that rely on mutual 
trust and work together against uncertainty. 

To improve relationships, creating trustworthy relationships within the team is crucial. 
Independence is especially crucial in corporate life, where micromanagement can be the 
norm. Therefore, reducing the threat to independence is an important aspect of 
management.


Promoting 
‘relationships’:


1. Encourage building and nurturing relationships in the team.

2. Encourage building new networks outside their team.


3. Encourage them to look for opportunities to connect with 
others who are important to them.


4. Use the FIRES model to explore relationship friction with 
colleagues. 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E
E: EXPECTATIONS

We like things planned well in advance and tend to avoid last-minute changes. Operating 
in familiar and certain circumstances frees more resources in the brain for productivity.

Our brain activity increases if our surroundings are uncertain, creating a stress response. 
This can hinder our ability to make effective and balanced decisions.


Reducing threat

Significant and sudden changes lead to an immediate threat reaction and they should be 
avoided as much as possible. 

Managing 
‘expectations’:


1. Set clear objectives for projects.

2. Outlining the agenda beforehand.

3. Timetables and reassurances are an important part of 

management during uncertain times. 

4. If the organisation is going through change, it’s important to 

establish structures, which remain constant to guarantee 
people feel a sense of certainty.


5. Use the 3Cs skill to help your team focus on what they can 
control rather than just their concerns.

S
S: STATUS

Status relates to a sense of worth and is a key driver for workplace behaviour. If status is a 
significant driver for someone, competition comes naturally and it’s important to look out 
for the tendency for boredom if a challenge is missed.  


Reducing threat

Since threat to a person’s status causes a strong reaction, the threat can be felt even when 
it’s not intended. In stressful environments, everyday conversations can become a 
measurement of status as people try to ensure they are not perceived as less valued than 
others. 

Ideas to explore 

within your team:


Positive feedback increases the feeling of status but wouldn’t 
remove threats to status from other team members.

1. Instead of providing feedback, allow the the team to give 

feedback on themselves or the project. 

2. Explore how sensitivities to status could cause relationship 

friction, e.g., continuing an argument simply for the sake of 
winning. 


3. Encourage the team to look for projects and roles that use their 
Character Strengths and offer clear opportunities to continue 
advancing.


