The Drama Triangle
(Introduction)
The concept that I’ll mention at the beginning of our call is not new. This is
an idea that many people have spoken and wrote about. With that said, I
think that it is important to understand the concept and to work together at
making adjustments, especially now, as we plow through the COVID-19
Pandemic.
The Drama Triangle
In any conflict, or crisis, there is what is called — “Conflict Drama”. It is also
known as “The Drama Triangle” — and includes the Victim, the Villain, and
the Hero.
In conflict, everyone has a story — and there are at least two sides to every
story. We can better understand these stories by prefacing them with the
words “Once upon a time”. Fairy tales allow us to see the conflict and our
roles differently and they help us find more constructive ways to approach
the situation.
Fairy tales feature three (3) main types of characters: the Victim (often
represented as a damsel in distress); the Villain (a witch, giant or dragon);
and the Hero (the white knight or prince).
We encounter these same character types on the front page of our
newspapers, in our favorite TV shows and in the movies we watch.
Not surprisingly, we relate to these larger-than-life characters and even
subconsciously view the world in their terms. Most often we see ourselves as
the victim — innocent and powerless. Sometimes we play the hero and risk
the discomfort of conflict to right the wrong and see justice done. And, very
occasionally we may even slip into the role of the villain, venting our anger
or frustration on another person.
Each role provides a limited perspective on the conflict.
Together they form a “drama triangle”.
People in conflict often talk of being stuck — trapped, not by the conflict, but
on a “drama triangle” of victims, villains and heroes.

Once we are aware of it, we can step back and acknowledge our place on the
drama triangle and choose to view and approach our conflicts differently. We
can see our adversary not as the villain, but as someone with whom we
must work to identify and solve the problem. In doing so, we move beyond
the drama triangle and towards resolution.

The Roles We Play
In conflict, we have a unique perspective on the part we play. We may also
move from role to role as the conflict unfolds.
The Innocent Victim
Because conflict involves an attack or threat to us or our needs, we feel
victimized. With the victim role comes a belief in our innocence as well as a
feeling of powerlessness. We might withdraw — or even freeze like a deer
caught in the headlights. Other times we wait for something to change or for
someone to rescue us.
This is well-illustrated in Rapunzel, trapped in her tower?
Although some people suffer in silence, we often express our frustration by
complaining about the situation and blaming the person we see as
responsible for our plight (the villain).
Next, there is the Nobel Hero
Though we initially experience conflict from victim mode, we may shift to
hero mode to protect ourselves, defend our interests and even the score.
This role encompasses courage and action, selflessness and nobility. The
hero ventures forth to do what must be done — justice will be its own
reward. The role represents the part of us that will step forward and risk
taking a stand, despite our discomfort or fear.
There is a darker side to the hero role, however, when righteousness
becomes self-righteousness. In the pursuit of justice, the hero slays or
captures the villain. When we agree that the hero’s cause is just, we
condone and even applaud these aggressive behaviors. We justify our own
aggressive, hurtful behavior by telling ourselves, “They had it coming.”
Based on actions alone, a hero is simply a self-righteous villain.

In a different context, Robin Hood would have done five to ten years of hard
time for extortion and armed robbery. Instead, his actions are not only
excused, but revered in legend because of his noble cause and earlier
mistreatment by the evil Sheriff.
Then, the Evil Villain
Villains manipulate, control or deprive the victim for their own ends. This
role represents the side of us that can be mean-spirited and vindictive (what
Stars Wars calls the “dark side” of the Force). This dark side is selfish,
controlling and fearful. The villain attacks and takes what they want without
concern for the impact on others. These tactics are used to control; when we
experience someone controlling us, we quickly cast them as the villain in our
conflict story.
In fact, the behaviors of the villain are similar to those of the hero,
distinguished only by how we judge them. Internationally, actors of violence
we condemn as terrorism are seen as the selfless deeds of freedom fighters
by other ideologies.
Looking strictly at behavior in conflict, a villain is simply a misunderstood
hero. Even people who act inappropriately or anti socially have their story, in
which they see themselves as victims and in which they justify their actions
as, “evening the score”.
One person’s justice is another’s revenge.
So, we end up — Stuck on the Triangle
When we see ourselves as victims or hero’s, we automatically create villains
in our conflicts. When we see (and treat) someone like a villain, they in turn
feel victimized by us — and see us as the villain. Behavior they consider selfdefense, we experience as attacks and further evidence that we cannot trust
or work with them. And the walls of judgement and justification thicken on
both sides.
The drama triangle and its roles inevitably produce a win-lose approach to
conflict. One person wins; the other must lose. No one likes to lose, and we
will battle ferociously to avoid defeat. Even if one person loses the battle,
the war is seldom over. The loser continues to seek justice and retribution.
The cycle of revenge that underlies conflict persists and ultimately leads to a
lose-lose situation.

We need to be Casting New Roles
How do we escape the drama triangle?
The answer from the author Gary Harper is that we can shift our perspective
to seek resolution instead of victory. We can explore possibilities that allow
both sides to get what they need.
We will look at these, but then I have a final though that I’d like to tie in.
Let’s GO From Passive Victim to Assertion
To set aside the role of victim is easier said than done. We can begin by
taking responsibility for our feelings and reactions in conflict. We do not have
to deny or devalue our feelings or needs, but we can accept them as our
own. Simply said, we can ask directly for what we need instead of quietly
complaining to others about our plight and problems. This is uncomfortable,
but it’s empowering. It’s uncomfortable because we can no longer blame
others and refuse to change, empowering because we become an active
participant in shaping our life. To reap the rewards of assertiveness, we must
risk the discomfort of confronting a person or problem.
What about From Hero to Problem-Solver
The role of hero can be as unproductive as that of the victim in resolving
conflict. This self-righteous mindset condones our attack on the villain as
justice. Attack is met with counterattack; the conflict persists and usually
escalates. At this point, the conflict often becomes a power struggle.
We can address and resolve conflict much more productively if we let go of
the need to be “right” and focus instead on ways to get our needs met. This
opens up possibilities we might otherwise ignore. The energy devoted to a
win-lose power struggle can instead be applied to problem solving. This
approach is often referred to as “separating the people from the problem”.
Remember, we’re not trying to just “keep the peace”. We need to exhibit a
hero’s courage in different ways: to raise an issue directly with the
responsible person rather than to attack; to enter the uncomfortable place
we experience as conflict and to stay present; to listen to things that we
may disagree with; and to see the conflict through to real resolution.

We need to stand up for ourselves in a way that doesn’t knock the other
person down. It means shifting judgement to curiosity and our selfrighteousness to openness — which is much easier said than done.
What about From Controlling Villain to Collaborator
There is a fine line between the roles of hero and villain, and in conflict we
can easily and unconsciously slip into the role of villain. When we attack
another person (even in self-defense) and attempt to hurt them in some
way, we have become the villain. Fueled by anger or frustration, we may
come out with statements such as “I don’t care what you think”. We may
even “lose it” and exhibit the very behaviors we find so objectionable in
others. This victimizes the other person anew and perpetuates the attackdefend cycle.
Although others may see us as a villain, we can change that if we are willing
to relinquish our need to control. When we surrender our need for control,
we make room for fresh and creative possibilities to resolve our conflicts and
redefine relationships. At the same time, we have to give up our need to be
right.
As I said, this is not easy.
Finally, From Adversaries to Partners
When we live on the drama triangle, we see the other person as our
adversary — the villain. If only they would change, we reason, things would
be fine. They stand between us and happiness. Ironically, they are usually
thinking the same thing about us. To resolve conflict, we need to relinquish
our roles as victim, villain and hero and work with the other person to solve
the problem. If we need a villain, let it be the problem, not the person.
(Illustrate)
Picture (in your mind) a triangle. Now picture that the 3 corners represented
(maybe at the top) the Victim, (the lower left corner) the Villain, and (at the
lower right hand corner) the Hero.
Now, if we draw a circle within the triangle (picture a perfect circle within the
triangle), the circle and the triangle intersect not at the three corners of the
triangle, but in the middle of each side. Similarly, we must meet the other
person in the middle. This does not mean “splitting the difference”.

It means telling them our story (in a way that they will be able to hear it)
and listening to their story with curiosity. This understanding provides a
doorway through which we can exit the drama triangle and enter into the
circle of resolution.
*****
I decided to share The Drama Triangle with you so that we could think about
the situation that we are in and we could guard ourselves in the way that we
deal with it and with respect to how we treat each other.
It’s important that we remain grateful for our employment and remain
vigilant in the essential services that we have been contracted and trusted to
provide.
(Conclusion)
In conclusion, let me go ahead and ask you (back to the drama triangle)
Which one are you? The victim? The villain?
Maybe you’re the hero!
*****
Let’s think about this today, but before we close — let me also ask you take
it another step. Let’s go to another level.
This is called a paradigm shift. I’m going to ask you to change the way that
you think about something.
Here it is.
*****
Why don’t we choose (rather to fall into the drama triangle trap) recognize
our customers as the hero and let’s choose for each of us to simply be the
guide.
What or who is the guide?
The Guide is the trusted resource that helps the customer overcome their
challenges.

What challenges do they have?
Dirty buildings
Poor vending services
Dirty restrooms that need to be disinfected
Poor attitudes amongst the staff
Maybe it’s a lousy culture in the Break room
Dirty glass
Trash that needs dumped
Whatever the problem, it is you and I that should jump at the opportunity to
solve the problems of our customers. For 25 years that has been my
message — solve problems and build relationships.
Even more, and for each of you — I want you to be successful, I really do.
And I also want to be recognized (by you) as a trusted source in your life
who helps each of you to overcome your challenges. And then, I need you,
to help me — to do the same thing for our customers.
• A dirty floor? Is an opportunity to make that business shine.
At that point, your not just the cleaning person who mops the floor. You are
my trusted partner with the purpose of solving a problem for the customer.
As you do, you become a trusted partner with the customer. They are the
hero, you are the trusted guide.
Do you see the importance of being a Guide?

• Maybe the restroom looks like an explosion in a spaghetti factory? And you
just left a home full of kids, school is out and their is no end to the
Coronavirus situation. It’s a challenge, no doubt, but it is also an
opportunity for each of you to be recognized as the trusted resource to
help them overcome it.
Are you the hero?

In part - yes, and yet not really. You and I are the guides that make our
customers the hero.
You see, brands that position themselves as the hero — rather than the
guide, I think make a big mistake. Branding is not about us (ReFresh Facility
Services), it’s about our hero, the customer.
So let me ask you a question?
If we focus on being the guide (by solving problems like dirty floors, empty
vending machines and dirty restrooms), helping our customer become the
hero that they need to be — do you think that we’ll reap the residual benefit
of being the trusted resource to help them overcome their challenges?
You bet we will.
[Close]
So, forget about being the hero - that title belongs to our customers.
Don’t even think about playing the victim - even in this pandemic. And
please, don’t attempt the role of the villain - you’ll hurt too many people.
Play the Guide.
Be the Guide.
Think outside the box, outside of yourself — and put the customer (each
customer that you service), 1st and foremost. Make every building the Taj
Mahal. Make every bank of vending machines the best, cleanest and most
organized presentation of available product that anyone has ever seen.
Why?
When we position our customer as the hero and ourselves as the guide, we
will be recognized as a trusted resource to help them overcome their
challenges. And I promise, no other company is doing that.
Our tag line for the company, is; “Healthy Workplaces Made Simple”.
And that is why customers are calling us to provide day time disinfecting
services throughout the COVID-19 pandemic.

They know who to call because we’ll confidently, carefully and competitively
get the job done and create a safe workspace for their employees.
It’s simple for the customer, because you do the work. It’s simple for each of
you because we provide you with the tools, training, supplies, equipment
and encouragement to get it done.
So, (and I’m done) Let’s recognize the customer as the hero, and let’s be the
guide that they need.
So here’s to the Hero’s!
Our customers.
And, here’s to the Great Guides of ReFresh Facility Services.
You!
Have a great day!

