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“Music is only as good as the relationship of
the music makers. This is a terrific guide to creating
harmony.”

–Phil Everly






“A down-to-earth and readable primer about
how conflicts come about, serve as learning opportunities and can
be productively resolved. Focuses on conflicts common to the music
business and is also a valuable resource for anyone whose personal
and work relationships get off-key at times. Offers helpful
suggestions and exercises to enhance important human relationships.
Kramer and Yahm provide wisdom, guidance and inspiration for
handling interpersonal conflict more effectively.”

–Anne C. Richards, Ed.D.,

Professor Emerita, Department of
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In this country we teach a common language for
math, biology, history, music and many other subjects. We do not
teach a common language for effective communication skills and
problem solving skills. The lack of a common language contributes
to a number of negative factors impacting the quality of our life
such as divorce, the crime rate and alienation in general in our
society. In the music arena, lack of a common language contributes
to the break-up of bands, the abandonment of music projects, and
the loss of great art.
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Prologue

It was late at night and having just finished a
very well received performance, Stuart and his band were driving to
the next date 4 or 5 hours away. Everyone was in a great mood. As a
tape of an obscure African band beat a hypnotic rhythm in the
background, the guys in the band began telling war stories about
their previous bands. Some stories were hilarious; some were
tragic. Credits, rehearsals, wives and girlfriends, relations with
their record company, disputes with an agent, getting paid from the
promoter, and a host of others including the ones that ended in
fist fights. At some point, it became obvious to everyone that all
the stories ended with the tag line, “And so the band broke up.”
Everyone thought this was hilarious but in hindsight it is apparent
that these stories portrayed a microcosm of the music industry as a
whole. Not one of those stories had a positive ending, not one
ended with a satisfactory resolution leading to a better
understanding and a more productive future. If they had this book
back then, how many of those bands might have gone on to more
fulfilling careers?
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PART ONE






The Problems
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An Invitation:

Transform Conflict into Opportunity

Those of you who are or have been married may
remember saying, prior to your marriage, something along the lines
of, “Don’t worry, after we get married, we’ll work things out.”
Sometimes what happened was that you got married and your lawyers
worked it out. In recording sessions, in which you didn’t get the
sound or the performance exactly as you envisioned, a producer or
engineer said, “Don’t worry, we’ll fix it in the mix.”

However, if it didn’t get fixed in the mix there
was no option for divorce, you were married to that clam
forever.

Relationships of all kinds are like jazz bands,
constantly changing, improvising, and either moving forward or
being stuck playing the same old riffs.

In successful jazz groups musicians are
listening deeply to each other – to hear what the other musicians
have to say and to contribute their own voice in harmony with the
others; the result is that the music reaches its fullest
expression. In successful relationships we help each other in the
same way.

The purpose of this book is to allow you,
artists and business people alike, to spend less time being
stressed and frustrated and more time being creative, artistic,
fully expressive, and in harmony with everyone you work with in
your music career.

Unresolved, poorly handled, and all too
predictable conflicts affect people in two major areas: personal
relationships and business negotiations. While a portion of this
book addresses certain aspects of negotiation, most of the book
deals with working relationships, our day-to-day interactions and
the underlying factors that affect the ways in which we relate to
each other, especially when dealing with the inevitable and
inescapable issues of conflict.

The information contained in this book is
applicable to anyone working in any area of the music industry. In
the interest of clarity, however, most of the focus will be
directed toward working musicians. The information and underlying
principals apply to anybody and everybody working in the industry.
If you work or perform in the music industry or any other artistic
medium, we are talking to you.

In the music business, we usually associate
negotiation with the contracts used in record and publishing deals,
club and concert dates, manager/ agent relationships, and band
partnerships. While these contracts are critically important, there
are other negotiations that go on continuously between the people
who work together. Some of these negotiations happen openly in our
daily interactions and are easily resolved. Sometimes a conflict is
resolved silently in the way that we go along to get along by not
responding to that conflict.

Those of you who often accommodate others
silently – as when you back away from an issue that could turn into
an argument – know exactly what we are writing about here. Those of
you who have been the beneficiary of such accommodating behavior
from others may never know that it has happened – or may not be
aware that it is constantly happening.

When people agree to take responsibility for
their own feelings, collaboration becomes attractive, more
effective and less vulnerable to the destructive side of conflict.
The tools and skills in this book will help you create more
effective and satisfying working relationships by showing you how
to gain respect for your needs and feelings while acknowledging the
needs and feelings of others. These insights will also help you
recognize those times when the conflict requires a neutral
facilitator, an unbiased third party such as a mediator, to help
bring it to a satisfactory resolution.

Many artists form relationships before they have
fully expressed their needs and their expectations of each other
and the group. As a result, they are surprised and unprepared for
the conflicts that will surely arise. When you truly understand how
conflict works, you will have the opportunity to face it and
resolve it before the conflict causes significant damage to the
relationship.

Very soon, as you read, you will encounter a
list of vital questions, which we creatively call, “The Questions.”
These Questions have been used successfully in hundreds of
negotiations and mediations; they are especially effective when a
professional facilitator has met with and prepared the parties
before any negotiation takes place. In the context of the music
industry, this is absolutely a revolutionary concept. Most of these
questions are simply never asked out loud. They may be in
everybody's head but never verbalized. Why not?

Because in our culture it isn't cool! We're
trained to avoid or suppress conflict – not to bring it up and risk
damaging a brand new, sexy project – and we are brought up not to
reveal our inner thoughts, needs and feelings, especially in regard
to sensitive subjects. As a result, critical concerns do not
surface early in the project or relationship. Down the road, when
they do surface, serious damage occurs.

The result of this cultural pattern can be seen
everywhere, in thousands of bankrupt businesses, failed bands and
wasted recording projects.

We also offer ideas and exercises to make the
process enjoyable as well as valuable as you expand and deepen the
boundaries of your relationships.

We welcome your feedback and any stories you
would like to share about your experience in opening yourself up to
these questions. Tell us what you have learned from this book. How
did it affect you? In terms of what you were expecting, was
anything left out? Were any of the issues uncomfortable to discuss
with your associates? How did you handle those issues.






Conflict List






Here are some of the most common issues that
come up in our daily lives in the world of music. Please write to
us with your own list of problems; things you have experienced
which could be added to our list. We would also like you to tell us
how these problems were, or were not, resolved. We will address
those conflicts in the release of our next book, And the Band Broke
Up ... Again. For this book, we will address some of the conflicts
listed below.

Who wrote the song?

How do we share royalties?

Girlfriends, boyfriends, spouses and significant
others.

Lateness (rehearsal, gig, airport, paying
financial obligations).

Disagreements with and between managers,
publishers, agents, club managers, record company contacts, other
professionals

Solos

Substance abuse

Career conflicts

Being prepared (on stage, day of travel,
rehearsal, knowing your part)

Stage clothes

Who, and how many, do we get on the guest
list?

Upstaging

How to split the money

How to split the bills

How to fire/hire a band member

Musical direction

Band politics and hidden agendas

Company politics and hidden agendas

Lack of empathy and acknowledgment

Prejudice and bias

Ego (a certain amount is required but how much
is too much?)

Is the drummer really a musician?

When the agent’s instructions clash with the
promoter’s expectations

Volume

Who owns the van when the band breaks up?

After you’ve looked over The Questions coming up
in Part Two, the exercises and suggestions that follow in Part
Three will give you insights, tools and techniques for recognizing
the conflicts that generated The Questions.






Preparation –Before You Ask the
Questions






Prior to sitting down with your music or
business associates, we suggest that each of you go through and
answer The Questions alone. You will probably find questions that
you have never been asked or considered asking, and a few
eye openers from which you will
undoubtedly gain some new insights. You will learn that conflict is
not a problem when it is treated as a source of information. Read
that last sentence again, it’s worth it. You may encounter
questions that you have been thinking about but didn’t have the
guts to ask. Now you can. It will be extremely helpful to
understand your own responses to The Questions before you discuss
them with others.

It is not the answer that enlightens, but
the question.

~Decouvertes

All of the issues in The Questions continually
surface in mediations and business counseling sessions. While it
will take a time investment for you to cover them all thoroughly,
there are major benefits to be gained from your commitment. At
times, even in the preparation stage, before any sign of conflict,
you may find it helpful to work with a neutral third party to help
you develop a better understanding of the arrangements you are
making with your partners. You will be able to transform a
potential conflict from confrontation, or defensive dodging and
sidestepping, into constructive dialogue. By recognizing the more
sensitive or emotionally charged issues beforehand, you can be
better prepared to handle difficult subjects in a collaborative
manner.

A major benefit of this time investment will
manifest itself as less time lost in a frustrating state of tension
and conflict, and more time invested writing that hit tune.
Empowered with these new problem solving skills and communication
techniques, you can spend the rest of your life actually enjoying
rather than fearing the conflicts you will inevitably
encounter.

Even for us, Matt and Stu, trained as we are as
mediators, there are times when the best resolution for our own
intense or complex conflicts can be reached by consulting with a
separate outside mediator.

As authors, we hope that the ideas presented
here will spread throughout the industry resulting in a major
cultural shift in the way people work together. Consider it a
change of key.






What Is Mediation?

How It Works and When You Will Use It

Mediation is the ancient practice of resolving
disputes by use of a trained, neutral third-party facilitator
called a mediator.

One of the more crucial services a mediator
provides is creating a forum set up to resolve conflict when he/she
handles the responsibility of keeping the dialogue constructive and
moving forward. The parties have only to be present with a
willingness to work things out. The mediator will assist the
parties in the identification of issues in conflict and the
generation of options. In the process, the mediator will guide the
parties towards a mutually acceptable agreement.

Important criteria for
mediation:

Mediation is a voluntary process. The parties
are present because they choose to be. If the process is not
working for them, the parties may leave at any time.

Mediation is a confidential process. In order
for mediation to work, the parties need to speak honestly and
openly about the issues. Some of the information may be of a
sensitive and personal nature. The “agreement to mediate” will
stipulate that whatever is discussed in mediation will not be
discussed outside of mediation, except for whatever portions all
parties agree to make public.

The laws of most states (if not all) respect the
mediation process. Typically, in the rare event the conflict is not
resolved in mediation and the parties go to court, the mediator
cannot, under any circumstances, be subpoenaed to testify about
anything that happened or was discussed in the mediation.

Mediators are not judges or arbitrators.
Mediators do not impose solutions or place blame or assign
responsibility; they are in attendance to help the parties arrive
at their own solution. There can be no resolution unless the
parties are in full, voluntary agreement.

Given that the outcome is not imposed by an
authority, the solutions created by the parties are more likely to
meet their needs, thereby more likely to be honored.

Mediators help the parties to surface their
underlying issues and work out their own solutions. As a neutral
facilitator, the mediator has no vested interest in the outcome of
the mediation. The solution belongs to the parties.

Mediation promotes positive communication and
cooperation by reducing rancor and tensions. Rather than having a
solution imposed, as would be the case using an arbitrator or
resorting to the courts – a solution in which there is a winner and
a loser – the mediator helps the parties clarify their positions,
surface their needs, and create a workable solution of their
own.

Voltaire once said that he was ruined twice in
the courts, the first time when he lost and the second time when he
won. Winning a court decision does not mean that you have suffered
any less financial or emotional damage than the other party. Often
it is the loss of the relationship, irreparably damaged in the
legal process, or in the airing of one’s dirty laundry, which is
much more costly than any financial loss or gain provided by the
courts.

Other benefits of mediation over arbitration or
the courts include: greatly reduced costs, much less time consuming
than litigation; complete privacy; a safe, confidential environment
in which to discuss all issues of conflict and their potential
resolutions; and, perhaps most important, the preservation of the
relationship.

It is time to bring in a professionally trained
mediator to help you resolve conflict when communication has broken
down and is simply not happening; when the issues are so sensitive
or overwhelming that the parties feel uncomfortable or frustrated
when trying to speak to each other; when the parties are
stalemated; when the dialogue is trapped in a cycle, repeating the
same positions over and over again, unwilling or unable to
compromise; when the parties are immersed in a conflict that is
camouflaging other conflicts or when the conflict has become
volatile. It is never too late, no matter how close the court date,
or how hopeless the situation appears, to bring in a mediator. When
you feel that the argument has reached an impasse, the mediator is
ready to begin.






Suggested Exercises






Prior to meeting with your partners and
associates to use The Questions to define your relationship, it is
important that you use these exercises to become more fully aware
of your own feelings.

Relationships can be between musicians, between
business people, or between musicians and business people,
including: agents, managers, publishers, producers and record
company executives. Your most critical problems may arise from your
relationship with the employees of music related businesses with
whom you have most of your day to day contact.
While those conflicts are important, the focus of this book will be
more on the conflicts that arise within the performance arena with
some attention to the business arena. As we said earlier, The
Questions, techniques and, most importantly, the underlying
principles are applicable to everybody.

This is not a test – take your time and make a
list of as many responses as you can to each of the following
statements:

I feel respected when...

I feel disrespected when...

When I am upset, I would like my associates
to...

If my associates are upset, I would like them
to...

If my associates are upset, I am willing to...
(This may be more important than you realize – take your time.)

Next, review The Questions and identify the ones
that you feel are most important. List them in order of priority.
When you sit down with your music or business associates to go
through and answer The Questions, compare your priorities to
theirs. Do not judge or criticize each other’s choice of priorities
on the basis of their differences. Instead, use the information to
gain a true understanding of each other’s styles, perceptions,
priorities and needs. If a conflict arises, stay calm. Instead of
getting defensive, listen! Listen for the purpose of understanding
the other party. Use the conflict as a source of information, which
will provide the opportunity to ease tension by making the parties
aware of previously unknown needs and points of view.

It may help to remember the following quote:
“Seek to understand before speaking to be understood.”

We have asked clients who have been in business
(and/or marriage) together as long as twenty years to participate
in this exercise. They were often completely surprised to find that
all those years they had been misinterpreting or misunderstanding
some of each other’s perceptions, beliefs, priorities, and
intentions, most of which had been the basis of many arguments. The
work they did in mediation resulted in valuable revelations that
were both healing and enlightening.

After you have worked through these exercises
alone, you will be ready to tackle The Questions with your
partners. Comparing your lists will provide the basis for an
insightful and productive conversation. Above all, be honest and
have fun. Being honest can’t be as bad as being in a relationship
in which you are withholding your feelings, fearful of expressing
yourself, resentful or dishonest with each other. For you thrill
junkies, honesty just might get your hearts pounding.

The Questions are organized by topic. Some
topics overlap and some questions may seem to be repeated or at
least similar to other questions. The differences in these
questions are subtle; we ask that you honor those subtleties and
respond to each question on its own merit.

Let’s Begin.
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PART TWO






How Do You Handle Conflict?
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Early Sightings of Conflict






Forming a band? A writing team? Opening a
nightclub? A recording studio? Starting a record label or
publishing company? Is the record company promoting everybody’s act
but yours? Is the road manager always caught in crossfire between
the manager, the band, and the promoter? Is the bass player
irritated because he’s making a lot less money than the songwriter
in the band?

People form partnerships for many reasons. They
succeed or fail for just as many reasons, if not more. Success and
disaster often depend upon how well you understand each other’s
expectations and commitments to follow through with projects and
agreements.

Problem-Oriented versus Solution-Oriented
People

What concerns do you have in the process of
auditioning players for your band?

Top priority is how well their musicality suits
your musical genre. For the purposes of this chapter, you’ve
narrowed the applicants down to two excellent players. Other than
their musical chops, what criteria do you use to determine the best
player for the band?

You might ask each about their last bands. What
did they like? What didn’t work for them? Why did they leave?

Applicant #1 starts to complain about his last
band. “The leader wanted to rehearse to death; the material was
easy but he was so insecure, I couldn’t stand it!” He goes on to
list half a dozen more complaints; after a while, you wonder how he
managed to stay in the band long enough to get such a list of
grievances.

Applicant #2 says, “As the band evolved, the
other members wanted to go in a different musical direction. Since
that wasn’t interesting for me, I said good bye and now I’m looking for a band with a
musical style that will inspire me to play better.”

As you listen to each player, you imagine a
twelve hour bus ride with each of them. Would you rather travel
with the complainer or the person who is looking to do better?

Problem-oriented people like the complainer are
stuck in victim roles. Focusing on their problems keeps them in a
drama – their own little movie that may be interesting to them but,
in its perpetual replay, is draining to others around them.

Solution-oriented people are the ones who move
our species forward to bigger and better arenas. Once they
recognize a problem, they don’t want to be stuck there; they look
for answers to resolve the problems. They are willing to sit down
with others and work out mutually satisfactory solutions.

Bringing problem-oriented people together with
solution-oriented people is the chemistry for crisis and drama.

So here you are. Everyone has been notified and
you’re ready to start the meeting. But Noooo... Joe and Sally
aren’t here. Sally forgot. Joe’s got car trouble and girlfriend
trouble. “Gosh, I just couldn’t get around to it,” he moans. Now
what?

Some people are tempted to turn an omission into
a problem. We suggest a brief acknowledgment without judgment or
rancor then move ahead. Since junior high school, some people have
never gotten their homework done on time. Do not let this postpone
the meeting. Start with the list of questions you have prioritized
and begin discussing them. Even this situation is an opportunity
for mediation and/or constructive problem solving.

The Questions, which you have now prioritized in
preparation for this meeting, represent general topics of
conversation that embrace the primary concerns in most working
relationships. They can also be used as a starting point for
critical dialogue between the parties.

There are additional questions and suggestions
that can help you explore ideas and achieve consensus on difficult
issues. We discuss them in Part Three.






The Questions






What do we want to accomplish together?

What are my partners’ expectations of me in this
relationship?

What will we each contribute to the effort?

How will we handle conflicts or differences of
opinion when they arise?

Will we be comfortable with total and complete
openness?

How can we discuss potentially uncomfortable
subjects?

How do you respond to issues that evoke strong
emotions?

If I disagree with your point of view, will I
lose your respect? Can we agree to disagree without thinking less
of each other?

Do you feel judged by me when you do not agree
with me? If you are disappointed by something said or done by
someone else in the group, will you tell them? How will you let
them know? How can we talk about problems in a way that will be
constructive instead of leading to an argument?

Is there such a thing as being too honest?

How do we handle critical issues we prioritize
differently? Which decisions need to be made together and which can
be left to each individual?

What kind of behavior makes you feel
disrespected? Do I ever make you feel that way?

If I could do one thing to improve our
relationship, what would it be?

How do I handle manipulative statements or
leading questions?

How do you respond to stress and conflict?

How do you feel about your own anger? When is it
acceptable to feel angry? When is it not acceptable?

How do you feel when you are the target of
someone else’s anger? How do you respond?

How do you handle money? What are your theories
about handling debts and expenses? How will group income, expenses
and savings be handled?

How do you integrate family and career?

If you have one, how do you integrate your “day
gig” with your music career?

Do you and your associates share the same
cultural, religious and political views and/or values? If not, do
those differences cause any problems?

Are you uncomfortable or fearful of any issues
related to travel? Have those feelings changed since 9/11?

How do you want your working relationships to be
different from previous partnerships or business relationships? Are
there any specific mistakes you do not wish to repeat?

What are your experiences and expectations with
regards to drugs and alcohol?

Are you uncomfortable discussing any of these
issues with your associates? (If so, give us a call.)

Where do you see your professional life in five
years? Ten years?






Working with The Questions






Here are some ideas to help you work with The
Questions. These responses are derived from hundreds of actual
brainstorming, problem solving and mediation sessions.

What do we want to accomplish
together?

I want to make money. I want to have fun. I want
to prove to my family that I can succeed in the music business. I
want to travel. I want to get away from my spouse. I want to find a
spouse. I want to retire by age 50. I never want to retire. I want
to be acknowledged as a writer. I want to share my music with the
world, and so on. Are any of these your goals? How many more can
you add?

What are my partners’
expectations of me in this relationship?

Show up on time; play your best, write the
musical arrangements, carry your weight with non musical tasks, be a team player, represent the
band with respect and dignity, etc. Non musical tasks could include booking, travel
arrangements, promotion, maintaining a mailing list or a web site,
handling conflicts, and so on. Any others you can think of?

Over the years, we have heard from quite a few
artists that they seldom talked about their expectations with the
other band members. They just assumed that the others shared their
own expectations. Sometimes people are not even aware of their
expectations until they are not met. They dream that all the tasks
will be handled by a contingent of groupies, roadies and all around
slaves. The shock or surprise of an unmet expectation often feels
like betrayal, even if it was never discussed. This may be one of
the most critical issues of any business or artistic relationship.
(See, Part
Four – The Opportunities of
Conflict.)

What will we each contribute to
the effort?

Time, money, equipment, sweat equity, songs,
artistic expertise, business contacts, etc.

How will we handle conflicts or
differences of opinion when they arise?

We can complain and whine. We can try to out
shout each other. We can withdraw and cut off communication until
one of us gives in, the issue dies, or the band (or marriage?)
breaks up. We can keep it to ourselves and never tell anybody. We
can submit a letter outlining the problem and suggesting solutions.
We can sit down together and talk things out. We can bring in a
neutral third party to mediate. We can…. (Fill in the blank.)

Often we keep the peace by keeping our mouths
shut when actions or trends in behavior make us feel uncomfortable.
We don’t want to threaten the stability of the relationship by
discussing something that will quite possibly escalate into a
problem. However, by not discussing it, it will certainly become a
problem. Therefore: Will we be comfortable with total and complete
openness?

How can we discuss potentially uncomfortable
subjects? How do you respond to issues that evoke strong
emotions?

If I disagree with your point of view, will I
lose your respect? Can we agree to disagree without thinking less
of each other?

Do you feel judged by me when you do not agree
with me?

If you are disappointed by something said or
done by someone else in the group, will you tell them? How will you
let them know? How can we talk about problems in a way that will be
constructive instead of leading to an argument?

Is there such a thing as being too honest?






Attractions versus Reservations






This exercise was developed by George Bach, and
is used by family mediators to help their clients explore their
personal relationships. It applies equally well in partnerships and
business associations. It is important for you to be clear that you
are using this exercise not to judge your partners but to exchange
information to help you better understand each other.

The exercise begins with each of you writing a
list of the things that attract you to working together. Then make
a list of the things about which you have reservations. Pick a
private, uninterrupted time to sit down together. First share the
positive things that you recognize in each other. Explain what it
was about them that you found interesting and important to you.
Then share the things about which you have some reservations.
Explain why they concern you. You may want to discuss ways to
handle these issues when they come up. They will come up.

In one recent case, a band member discussed his
reservations about what he saw as another member’s quick temper. In
the ensuing discussion, they learned that the first member usually
handled conflict by avoiding it while the other grew up in a family
in which conflicts were part of the entertainment at the dinner
table – arguments blew up and out of the room in a matter of
minutes. As each learned about the “conflict style” of the other,
they learned not to take these differences personally. In addition,
they created an understanding that made handling future conflicts
comfortable for both of them.

When you have revealed your concerns and
reservations, and your partners have acknowledged and respected
them (and revealed their own) you will find that these issues will
not be as important as they could be if you suppressed or avoided
them. The very act of airing these concerns helps them lose their
charge. It also provides ways for others to see how these issues
might have affected the group in the future and prepares them for
dealing with the unforeseen conflicts that surely will arise.

How do we handle critical issues which each of
us prioritizes differently?

Story #1

In a recent mediation conducted by the authors,
two band leaders, Robert and Joan (not their real names) came in to
work out a problem that was threatening to break up the band.

Robert’s position was that Joan was not being
professional in the way she conducted herself in a recent
multi day club date. When he agreed
to create a band with her, he was in awe of her stage presence and
admired the way she spoke to the audience. But in this gig, he felt
she was just going through the motions and displayed no energy or
joy in her performance. Robert’s concern was that they would not be
invited back to perform at this well paying venue.

Joan was incensed at Robert’s insensitivity to
an experience she had with the club manager. Evidently she had
caught the manager peeking into the dressing room at her and he had
made some inappropriate remarks. This made Joan very uncomfortable,
distracting her from her performance. For the first time in her
career, she actually disliked coming to work.

Robert’s response was to point out that sexist
club owners are part of the territory. “You’re a professional,
handle it!” was his attitude. He added, “We’re making good money at
this gig and there are other bands dying to play here. I don’t want
to lose a great gig because some guy has the ‘hots’ for you.”

Joan was offended by Robert’s attitude. More so,
she was angry and outspoken about the lack of support from Robert
and the other band members.

If you have ever been in a confrontation like
this, you know that more than likely one party will prevail in the
eventual outcome but there will remain a reservoir of ill feelings
and a good chance their relationship will end.






 The First Major Tool
– Empathy






Getting the View from the Other Side of the
Desk

Imagine that you and one of your associates are
in a similar conflict. When you find that you are not making
progress, as in the above example, consider changing the way you
are approaching the discussion. More than likely, you’re arguing
your point of view.

Pay attention now, this is an extremely powerful
negotiation tool: Rather than resorting to traditional behavior –
being defensive and arguing – become a student of each other’s
point of view. The trick is to suspend your own judgments and
preconceptions. Using Buddhist philosophy, empty your mind, like
pouring water out of a cup, becoming open to receiving whatever the
other person has to say. In the music business, we say, “Get on the
other side of the desk.” Make a conscious effort to understand how
the feelings and needs of the other person came to exist. It is
also important to understand that, while you disagree with the
other person, they believe in the validity of their point of view
as much you believe in yours. It will help to ask open ended questions

As you begin to understand each other’s
concerns, simply let them know that the experience they are
describing is being taken seriously by you. Do not try to
rationalize, fix or judge the feelings of the other person.
Feelings cannot be moderated; they simply exist. Listen,
acknowledge and accept them for what they are.

After each of you feels that your needs are
validated and respected, you will be better able to create a
solution that works for both of you. This is called “collaborative
negotiation” which requires focusing on solutions rather than
belaboring problems.

See how many different solutions you can offer.
If a proposal doesn't work, see if there are parts of it that do
work. When everyone at the table is working on creating solutions,
instead of dwelling on problems, it stands to reason that you'll
have a better chance at actually coming up with a solution that
accommodates everyone.

One of the prime objectives of this book is to
teach you an alternative view of conflict: to stop seeing conflict
as a problem to be suppressed or avoided. Start using it as a
source of information to be explored and understood: a message that
something needs attention.

With this perspective, you'll learn to recognize
that growth and change always involve conflict;

and conflict always leads to growth and change.
Conflict is an opportunity to examine the status quo, introduce
improvements and welcome new ideas.

In the Robert and Joan mediation, the mediators
used this approach and began the conversation by asking Joan to
tell us about her experience with club managers. With her help, we
began to understand why she is affected so strongly by their
behavior.

We then asked Robert to tell us about his
concerns. He spoke about his responsibilities as group leader that
included getting gigs that paid enough to cover the band's expenses
and allow everybody, including Joan, to make a good living.

By the second hour, Robert and Joan had spoken
in depth, without interruption, about each of their concerns.

Now that they had listened to each other and
experienced being heard themselves, they were able to empathize
with each other's problems. Robert learned that Joan's diminished
performance was related not only to the manager's behavior but also
to the fact that she felt unsupported by Robert and the rest of the
band. Joan now understood more thoroughly how Robert carried the
burden of financial responsibility for the band and felt that the
rest of the group took his efforts for granted in this regard.

In the problem solving portion of the mediation, Robert and
Joan made commitments that they would bring back to the band.
Robert agreed to show respect and support for Joan if she was ever
to face on the job harassment again. Joan, realizing that there
were greater consequences to her actions, agreed to bring her
concerns to the band before she jeopardized a gig by allowing her
problems to affect her performance. No longer feeling isolated and
powerless, she expected to be better able to handle inappropriate
advances.

Robert learned how a more empathetic form of
leadership would create more powerful results. By strategizing with
the band on how to keep the gig while letting the manager know that
his behavior toward Joan is offensive to all members of the band,
the result was not only a solution that worked for this particular
problem but also a group that emerged from the dialogue with a
greater sense of purpose and togetherness.

Which decisions need to be made
together and which can be left to each individual?

To really research this question, it may be good
to work with the list you made of everybody’s expectations and
obligations. If you don’t remember where the list is, you started
it back in the Suggested Exercises. How is the decision made as to
the time, place and frequency of rehearsals? Does each member of a
song writing team pitch to publishers and producers? If band
expenses outweigh income, who decides which bills get paid first?
Does each member of the band participate in song writing royalties
and publishing rights? In the event there are two or more
songwriters on a song, what formula is used to determine how to
share ownership? If a club owner or concert promoter refuses to
honor a contract because of low ticket sales, how do you decide on
a course of action? Options could include taking legal action,
re negotiating, hiring a mediator or
bartering a different form of remuneration. If there is an auto
accident or equipment theft on a road trip, who handles the
details?

What kind of behavior makes you
feel disrespected?

Do I ever make you feel that way?

How do you feel in the following situations:
When you’re interrupted? When your questions are ignored? When it
seems as though you are talking without being heard or
acknowledged? When an associate is late and doesn’t call? When
someone lies to you, gossips about you, or doesn’t look you in the
eye? When someone yells at you, says or does things that make you
feel embarrassed in front of others? When someone, without
consulting you, acts upon his or her assumptions about what you
like or don’t like? When you’re given advice when all you wanted
was someone to listen to you? When someone responds to your
feelings by rationalizing or telling you, “You shouldn’t feel that
way.”

We are each bothered by different things and by
unique combinations of things. By exchanging our feelings about
these issues, we know better how to get along with each other.

If I could do one thing to
improve our relationship, what would it be?

This seems like a simple question but it
provides a key opportunity to start a discussion about one of the
most critical issues in any working relationship.

One way to start this process is to say, “You
probably do not know how this affects me. In fact you may not
realize that you do it. When you… (state an action), I feel....

As the person receiving this information, you
may feel defensive. This is natural. Consider that you now have
information that gives you the opportunity to make constructive
changes in your relationships.

Many of us endure behaviors that we don’t like
because we don’t want to seem petty or start an argument over what
may be perceived as a minor issue. In contrast, others feel that
what some consider a minor issue can be a sign of greater trouble
to come. The point here is that by trying to suppress potentially
troublesome issues, we are increasing our own stress level and
consequently, the stress in others. In an interview with Barbara
Walters, Woody Harrelson said, “That which we suppress, we
empower.” By bringing these issues into the open, we diffuse or
eliminate their destructive, energy-sapping power.

The Suppression of Conflict

In mediation or conflict management, we use a
chart called Results Versus People that illustrates some
correlations between people who are results oriented and people who
are people oriented. Let’s call those in the first group “A” for
the Alpha label that such people often acquire. Conversely, we’ll
call the second group “B” for Beta. Those of you who have worked
with high achievers may have experienced their intense concern for
results combined with a lesser regard for how getting those results
may impact the people involved. In other words, for A folks, the
need for quality results takes precedence over the needs of people.
There are many examples of corporate financial managers who
allegedly are told to make the profit numbers work, no matter what
it takes. The failure of companies like Enron is a vivid example of
the high cost of the demands of results oriented managers and the
devastating impact upon many people as a result.

At the other end of the scale is the B person.
For this person, faced with a situation that pits results against
people, a profound concern for the welfare of people will take
precedence over the company’s best interests. An interesting
dynamic we have observed time and time again is the regard that the
B person has for the A person to the extent that B will sometimes
set aside or suppress his own needs out of his concern for A –
someone who generally does not return this concern in kind.

So how does this play out in terms of suppressed
conflict? Have patience; all will be explained. Small businesses
(bands are small businesses) are often run by A people – these are
the folks who take the risk and have the drive to overcome
challenges and make their businesses succeed. In the corporate
arena, A people, known for getting results, are generally the ones
who are promoted into positions of power. After all, if you’re a
decision maker in a company, do you want an A person or a B person
protecting your bottom line? For a crude generalization, let’s put
it this way: for an A person, what is fair is to get what they
want; they know what is right. For the B person, what is fair is
that there is balance, consideration for other people in the
system. Examples of such a system, in addition to small businesses,
include corporations, families, couples, and musical groups.

In all of these environments, the A person
usually prevails; for them, fighting for results is their way of
doing their best for their business regardless of the impact upon
others. They fear if they drop their vigilance, they will lose
control and lose their business in the process. B people, concerned
about the feelings of others, and used to suppressing conflict,
will back off, compromise and accommodate in order to keep things
peaceful, or to keep their job.

But a healthy spirit cannot accommodate forever.
Continually stuffing down your feelings and repressing your anger
has very unhealthy consequences – depression, anxiety, loss of self
esteem and more. We hear many stories as a result – people who quit
without giving notice or “quiet” people who suddenly blow up in
anger about seemingly small issues. On the extreme end, we hear
about the quiet guy who suddenly went postal; the result is a
tragic headline.

Maybe this is one reason many bands and other
music projects fail so often; in the music arena, most of the
players are very creative. Such creativity requires an open,
unfettered spirit. For the sake of a unilateral vision, you will
generally get the least productive results by suppressing an
artistic spirit.

If you are participating in such an environment,
either as the A person (maybe you founded the band and your rules
are keeping it going) or as the B person (maybe you love the band
but you hate the direction in which it is going), chances are the
status quo is not going to last. Consider fostering a collaborative
environment in which all parties are heard and acknowledged in some
fashion. Most likely the “result” will be a more cooperative group
with a more committed buy in to the
long term goal.

How do I handle manipulative
statements or leading questions?

“Man, his playing really sucks, doesn’t it?” Or,
“Isn’t that club owner the biggest jerk you’ve ever met?”

This can be a subtle situation when one party
presents an opinion as though it is the only way to think. As soon
as possible respond with an open ended question to surface the speaker’s
motivation.

This may seem like a very minor point but in
reality the way people accept, disregard, or challenge different
points of view provides valuable insight into the nature of your
future relationship. Is the speaker uncomfortable with other points
of view? Is this a sign of potential problems with control? Will
there constantly be challenges because of differences in values,
politics, gender attitudes, etc.?

Here is an example of an open ended question in response to a leading
question:

Steve: I think she’s disgraceful, don’t you? Ty:
What do you mean by “disgraceful”?

A response like this exposes the manipulation.
Speakers may not realize that their phrasing is manipulative. Ty’s
response, in the form of an open ended question, opens the door for dialogue not
only about the original subject but also about the impact of
language in general and how we respond to it.

By following these questions and exercises, you
and your associates will learn a lot about each other. You will
probably learn a lot about yourself as well. In addition, you will
also learn how to head off most potential conflicts through your
new understanding of each other. However, regardless of the godlike
status you may attain in the music industry, there will always be
conflicts.

In our next chapter you will begin to learn how
to deal with them.

How We Work with Others, Is It
Style or Instinct?
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Think about your experience with goal-oriented
people. You may even be one.

This chart indicates some typical circumstances
and outcomes when people with different instincts and temperaments
are involved in a relationship.

For example, the more a person is results or
goal-oriented, the more priority he or she will give those results
over the needs of the people involved.

The more a person is people-oriented, the less
attention goals will get while attending to the needs of
people.

In its greatest extreme, a results-oriented
person will fight for the results, regardless of the impact upon
the relationship and in disregard of the feelings of others.

Conversely, in its greatest extreme, a
people-oriented person will sublimate results in order to
accommodate and take care of others in the picture, often
suppressing his own needs in the process.

In this scenario, he is not necessarily agreeing
with the desired results of the other, he is accommodating.

Here are some indications of behavioral instinct
as represented on the chart:

Avoidance is the lack of involvement from people
who systematically avoid conflict in their lives. One could surmise
that they are incapable of confrontation – or that they live their
lives in a state of passivity and numbness.

They express little or no preference for people
or results. Accommodation is the tool of those whose priority is to
take care of people’s needs; they are willing to sacrifice results
in the process. If we accommodate all our lives, we tend to feel
resentful and passive/aggressive. Sometimes this has been expressed
as “public compliance/private defiance.”

People who are more concerned with results than
the needs of others will fight for those results regardless of how
that fight impacts others. Those who fight all of their lives often
have a close relationship with anger, guilt, and exhaustion.

Compromise is often proposed as a solution in
such conflicts. However, since it usually means each giving up
something, the parties often feel only partially fulfilled.

In the practice of collaboration, the parties
figure out how to get results while taking care of people’s needs
in the process – everybody gets what they want.

Collaboration requires more work than
compromise. The rewards of collaboration are more opportunities to
experience belonging, fun, teamwork, and balance.

As you read these definitions, do any issues in
your life come to mind? Do you feel that you fall into one of these
categories more than the others? If so, proactive or preventive
maintenance can do two things: prevent greater degrees of
destructive conflict and create opportunities for improvement in
the system and better working relationships.

People Versus Results is a valuable and
often-used tool in mediation. A mediator's job is to help people
surface their concerns and feelings, see if they can accept that
their differences in style need not be taken as judgments of each
other but rather to use them as opportunities for
collaboration.

May all your conflicts be mutually
successful!






 The Second Major Tool
– Resistance






Resistance Always Indicates an Unmet
Need.

– Ken Cloke






When you encounter resistance to an idea or a
desire, how do you respond? If you are like many people, you
respond impatiently, feeling frustration with the other person and
begin overstating your point of view. This may include exaggerating
your point to the extent that it may no longer be completely true.
But, defending your point of view, you begin defending a
fabrication of the truth that requires greater energy. Eventually
you have painted yourself into a corner and you have no way to get
out. There is a better way.

As soon as you recognize that you have
encountered resistance, it is time to become a detective.
Uncovering the source of the resistance will provide clues and
insights into the other person’s temperament, a window into their
inner world. When you discover the need that they are protecting,
you will have the opportunity to help them meet that need, allowing
them to relax their resistance.

For example, your manager shows up at your door
without warning, excited and breathless. “You and the rest of the
band have to sign this contract, it’s a great opportunity!” You
trust your manager implicitly; you take the contract and tell the
manager that you will get it signed by all the band members.
Everyone signs except the lead singer. He says, “I don’t know, are
we sure we want to sign this?” Impatiently, you say, “Come on, we
want to get this project rolling, you’re holding things up!” Singer
replies, “Don’t push me, I might not sign it at all!” The battle is
on.

But now, with your enhanced understanding of the
nature of resistance, you do not push for an immediate signature.
Instead, you say to the singer, “I see that you must have some
serious concerns about this contract. Listening to you, I may have
been caught up in our manager’s enthusiasm but now I am thinking
that this may need more discussion. What are your concerns?”

By giving the singer space to air his concerns,
you are able to discuss the issues without having to do any
defending and may uncover the source of his resistance. Maybe he
needs to know what the liabilities and responsibilities of the
group will be under the guidelines of the contract. Or maybe he
doesn’t want to admit that he doesn’t understand some of the
legalese. In either case, a simple explanation usually will
eliminate the need for resistance.

We each have our own ways of responding to
stress and conflict. Some people are insulted by responses that are
different from their own. A classic example involves two
interacting dynamics: (1) how we process information, and (2) how
we respond to conflict.

In the first half of this equation, information
processing, one person, we’ll call her Pat, needs time to make
important decisions. She needs to mull things over and explore all
options and potential liabilities. Alan, on the other hand, makes
snap decisions and quickly moves on with his life. In the second
half of the equation, how we respond to conflict, it is important
to know that when Pat was a child conflict was not tolerated in her
family. Children were trained to leave the room if they felt angry
or otherwise emotional. In Alan’s family emotions were always on
the surface. Arguments would flare up, spill all over the place and
almost always be resolved in the moment. When Pat and Alan have a
problem, their responses to each other are bound to create a
greater problem than the original issue. Alan starts to yell at
Pat. Pat is embarrassed and intimidated by the yelling. She says,
“I can’t talk to you when you behave like this,” and leaves the
room. Alan is insulted and interprets Pat’s response as saying,
“You and your problem are not important enough to me.” On a
subconscious level, Alan’s inner voice translates this thought as
“I am not important” and his survival instinct will not allow him
to accept that. In order to maintain his own importance, he cannot
allow Pat to dismiss him so easily.

Therefore, not understanding Pat’s inclination
to avoid stressful confrontation, he follows Pat and demands that
she stop dodging the issue and work the problem out now. Under
pressure, Pat reacts to being yelled at as a new and greater
problem. The original problem, which she has not had time to think
through, is pushed aside by the new problem of blame and accusation
about running away versus yelling and immature behavior.

In a more enlightened scenario, the parties
would make an effort to understand how each other’s resistance was
protecting an unmet need. They would step back, make a conscious
shift from promoting their point of view, move “to the other side
of the desk,” and work to discover each other’s concerns. In the
ensuing dialogue, each would learn how the other prefers to handle
difficult issues and they would work out mutually acceptable ways
to do so. For example, when Alan expresses his ideas, Pat would
understand the serious nature of his concerns and be able to say,
“I see how important this is to you, I want to give it my full
consideration which I cannot do right now, may I have (a day, a
week, etc.) to think it over?” Alan, now understanding that Pat
needs time to think things over, would be able to say, “If you can
get back to me (tonight, in an hour, etc.) I would appreciate it,
however if you need more time, I understand.” Both have voiced
their needs and interests and felt acknowledged by the other in the
process.

By understanding that resistance is generated by
unmet needs, rather than simply being a provocation to greater
levels of conflict, resistance becomes a signal to change your
behavior and do two things at the same time: (1) like a detective,
probe for the unmet need that is generating the resistance from
your associate, and (2) recognize your own resistance and identify
the unmet need that is generating it.

Wouldn’t it be wonderful if the other party also
paused and reflected upon what internal need was behind their own
behavior? Consider the following example:

Alan: I want to accomplish something and Pat is
avoiding the issue. I feel frustrated. Because of her attitude, I
cannot get what I want nor do I understand what she wants. When I
don’t get what I want, I feel denied, foolish, impotent, etc. These
feelings make me angry.

Pat: Alan wants an answer right now. I cannot
quickly give answers to important questions. I need time to reflect
on all possibilities, options, and consequences. If I’m rushed, I
might make a decision I will regret later. I’ll feel trapped and
angry, blaming him and myself. Or, if I don’t give an answer right
now, he will think I’m slow or stupid. I hate that.

In each of these cases, the unmet needs are
silent forces that manifest themselves as resistance.

Reaction to resistance propels the situation
into greater conflict. As the feelings rise to the surface, they
are interpreted by the other as aggressive or passive- aggressive
behavior. We blame the other for our feelings when, in fact, we are
each being manipulated by our own unmet needs, which seduce us into
taking the conflict to deeper and more complicated levels – adding
yet more conflicts to the conflict in which we are already
embroiled.

What can we both do to stop
being victims of our own feelings?

Become aware that while you are reacting to
someone or something external to you, something else is going on
within you.

Become aware that your reaction/resistance is
camouflaging your own unmet need crying out inside of you.

Stop and assess how you are feeling both
emotionally and physically. Look for a source or reason for those
feelings.

Take responsibility for your own feelings; don’t
blame the other. Rather than presume that the other person either
intended to hurt you or is wrong, search yourself for weaknesses in
your own argument. Be honest about them.

Having now discovered your unmet need, it is
time to either take care of it yourself or share it with the other.
This can be a huge step in your working relationship. This is the
time to use the process of collaborative negotiation referred to
later in the book.






How Do You Respond to Stress and
Conflict?

Share the following questions with your
associates. It may take a while for you to trust each other enough
to reveal your answers to these questions. The effort will be worth
it because the answers will increase your understandings of each
other while giving you insights into how people behave under
stress.

What scares you or makes you uncomfortable?
(loneliness, crowds, insects, dark alleys, personal questions from
groupies, debt, no advance ticket sales, etc.)

How do you behave when you’re… (scared, angry,
hurt)?

How would I like you to behave when I am feeling
… (scared, angry, embarrassed)?

Here’s how Robert Maurer, a UCLA research
psychologist, asks one of the questions: “When you are scared, will
you come to me for support or will you run through me on your way
out the door?”






How Do You Handle Money?






In any relationship, musical or otherwise, money
issues are a prime source of conflict. Rennie Gabrielle, a
certified financial planner, writer and lecturer based in Los
Angeles, says that while many people believe it is important to
understand how money works, very few ever receive any instruction
in its use other than, “Don’t spend it.” Most people are as
unfamiliar with the dynamics of money and finance as they are about
the dynamics of conflict or a record company royalty statement.
Although it’s not a prerequisite, many of us are not about to admit
that we don’t understand the dynamics of handling money, and we’re
willing to continue to carry the charade into the sunsets of our
lives. In regard to those sunsets, here are some statistics from
the U.S. Department of Commerce. If these stats don’t make you
nervous, you’re either a very cool customer or wallowing blissfully
in your own trough of denial.






For every 100 people starting their careers
at age 25, here are their statistics at age 65:

19 people have annual incomes under
$7,500

44 people have annual incomes between $7,500
and $30,000

The median annual income is $14,500
($1,208.00 per month)

8 people have annual incomes over $30,000
($2,500 per month)

29 people are dead






These statistics look almost as bleak as the
average musician’s chance of having a hit record. Since money
problems are the major cause of business failures, groups would
benefit by attending financial planning workshops together and
discussing how they will handle their money matters. According to
Ari Tuckman, a Washington, D.C., psychologist, you can handle
financial conflicts more thoroughly if you keep in mind that
arguments over money are often symptoms of deeper conflicts that
are more difficult to surface. It’s easier to argue about cold cash
than it is to assess and work out hurt feelings or unfulfilled
expectations. Also, when things are going well, money issues may be
ignored or suppressed, but if we harbor unresolved feelings, the
smallest affront or perceived slight can trigger those feelings and
blow them out of proportion, adding to the reservoir of
resentment.

For example, we once mediated between a
guitarist and a bassist over money issues. The guitarist played in
more than one band but drew money from this particular band to
purchase strings and other supplies for his guitar. The bassist’s
position was “Why is money coming out of my pocket to support some
garage band that you are in?” The guitarist’s position was that he
did not pay for all of his musical expenses but only took funds in
proportion to what he needed for his participation in the band. As
we went through the mediation process, what surfaced was that the
bassist’s deeper concerns were about his unhappiness with the way
he was positioned on stage – but he didn’t know how to express
those concerns. Once that particular issue was surfaced and
resolved, it only took a few minutes to reach an agreement about
the now relatively minor issue of the guitarist’s guitar
strings.

Sometimes the reverse is true – an argument will
appear to be about everything but money. A suggestion for a trip
will be met with resistance about timing or the weather but what is
really happening is that the resistance is about the cost of the
trip. The resistor doesn’t want to appear cheap or reveal that he
cannot afford the trip. This is a perfect opportunity to use the
rule, “Resistance always indicates an unmet need.” Take the time to
explore the resistance – you will accomplish much more by surfacing
the unmet need – the results will be much better than if you allow
yourself to get sucked into the argument.

What are your feelings about
handling money?

The following questions will help you to surface
and understand way in which you and your partners’ positive and
negative sense of self is tied into your feelings about the money
you have or don’t have.

How comfortable are you with financial
matters?

What is, and what is not, important about having
or not having money?

What are your theories about handling debts and
expenses?

Is credit a valuable tool or is it more
important to be debt free? Is good credit a priority?

Is debt worth having if it means you can have
what you want when you want it? (Even if it means large interest
payments?)

Is it acceptable to borrow money from friends
and relatives? What are the consequences for the group if the debt
cannot be re paid?

Does any member of the group feel that it is
acceptable not to repay these or other debts?

If members of the group have debts at this time,
how are they affecting each member’s ability to participate in the
activities of the group?

How will group income, expenses and savings be
handled?

How important is a savings account?

How is each member’s equipment going to be
maintained and upgraded?

Should the group get liability insurance?

If the group purchases equipment, who owns it?
How will it be handled if the group breaks up or a member
leaves?

How will you fund a tour? How will you handle
taxes?

How do you handle banking? Joint or separate
accounts? How will you pay the bills and keep the group accounts?
How will you handle credit cards? Joint or separate?

What do you do with excess income? (Won’t it be
great when this becomes a problem?) If you choose to invest, who
decides what kind of investments to make? Who oversees the
investments?






Integrating Family and Career






Some of the questions in this and several of the
following chapters come from Matt Kramer’s first book, Conversations Before a Marriage. While some of the
questions will not be relevant in your case, it will be helpful to
understand the priorities of your associates and how those
priorities might affect your career, home life and other
relationships. Consider that, in many respects, band relationships
are similar to a marriage. Anybody who thinks that the decades-long
relationship of Mick Jagger and Keith Richards is not like a
marriage simply hasn’t been paying attention.

When you come home from a gig, how are you
feeling? How is your mate usually feeling?

What do you want to do when you come home from a
gig? What does your mate want to do?

What do you want or expect from your spouse when
you arrive home from gig? What does your spouse expect from you?
What behavior or activities do either of you not want to
experience?

Does your responsibility to the band conflict
with your responsibility to your spouse? For example, do the other
members expect you to “hang” after a gig when your spouse expects
you to come home?

These questions bring to mind a number of
mediations we have conducted in our private practice. What these
couples have in common is that one is a performing artist or a
dedicated executive in the music biz while the focus of the other
spouse is outside of that world. Rather than present several
mediations here, the following example is an amalgamation of the
personal dynamics that challenge artists in their lives.

Spouse A comes home tired and doesn't have the
energy to do or say anything while Spouse B wants to talk or engage
in some form of meaningful interaction. A would like to just rest
or go straight to bed. For A, the best thing that B can do is
acknowledge that need and leave A alone. But B misses A, and wants
to reach out and connect with A. B would enjoy a reassurance that B
is important to the other. A rebuff or half hearted effort gives the opposite message, that
A's career is more important than the personal relationship. What
makes this worse is B's knowledge that instead of coming home, A
has been hanging with the band, sharing time with them that B feels
could have been spent with B. What can this couple do to meet both
of their needs? And how will their solution affect the band? In
your particular case, there may be many possible answers to these
questions and it will be worth the time spent to create solutions
that work for you.

Are any members of the group
raising children?

How do you balance the obligations of the group
with your parenting responsibilities?

How would you like the group members to behave
around your children?

How do you feel about having children around you
in professional situations; are you inhibited by or resentful of
the need or expectation that you may be required to watch your
language or behavior?

If you need to bring the children to a rehearsal
or event, will they behave appropriately?

Consider having a discussion with your partners
about your different perspectives regarding children’s
behavior.

Friends and Relatives

If a friend or a member of your family, feeling
they are being helpful, offers opinions or criticisms to you, how
will you feel and behave under these circumstances?

How will you handle the situation?

If the same friend or family member starts
giving advice to another member of the band, how would you like the
other member to handle the situation?

As your music career evolves, your neighborhood
will change – from old and familiar hangouts to the pressurized and
demanding music industry arena. New people will become part of your
community. Your use of time changes; you have less time to spend
with old friends as you do what is necessary to continue developing
your career. Some of these friends may fade into the distance. This
may cause resentment on their part and guilt on yours.

How will you handle this inevitable transition
into the most critical growth phase of your professional life?

How will you handle manipulative behavior or
competition from friends and family for your affection or
loyalty?

Do friends or family expect special perks, i.e.
free passes or product? What is acceptable?

If a request or a demand is unreasonable, how
should it be handled?

How do you handle that cousin or that friend of
the family who your mother says should be your attorney or, even
worse, your roadie? What will you do about the “friend” who says
that he or she deserves to be your manager?

If you don't know what we're talking about, rent
the movie, Spinal Tap.






Employment Issues






It is not unusual to work a regular or part time
job while you’re getting your musical career off the ground.
Conflicts often result over scheduling, late night performance gigs
with an early work call the next day, or the inability to take off
from work long enough to rehearse let alone go on tour.

Do you like your “day gig”?

What do the others think about the work you do?
Do they have any questions about it?

Are there any conditions in your employment that
affect your music career (i.e. phone restrictions, social
politics)?

What, if anything, do you want your partners to
know about your work?

What considerations do you need from your
partners in order to accommodate your responsibilities at work?






Religious, Political, Cultural and
Social Issues






This chapter is particularly important if you
and your associates come from different cultural or ethnic
backgrounds. Assuming that is true:

How was your cultural upbringing different from
your associates?

Which of your associates’ behaviors do you
identify as being different because of their cultural upbringing?
Do you find any of those behaviors insulting, aggravating,
frustrating or disrespectful?

What stereotypes do the people of your
associates’ culture generally hold towards your culture and vice
versa?

Does your family support your work and your
relationships with your associates? If not, what is the effect or
what kind of strain or pressure is that creating?

If you feel insulted or hurt by something that
was said by one of your associate’s friends or relatives, what do
you want your associate to do about it? What, if anything, can they
do about it?

In return, if you observe one of your friends or
family members insulting one of your associates, will you do
anything about it? If you do, will you suffer consequences as a
result?

Do you and your associates share the same views
and/or values? If not, do those differences cause any problems?

What is your viewpoint on God and religion,
politics and social issues? (If serious conflicts result from this
conversation, give the authors a call.)

Or, do you want to agree never to discuss these
issues? If so, you may want to agree as well that you will not take
any actions based upon these beliefs.

How involved will you be in the activities of
your affiliated religious, political or social organizations?

Do any of these things affect your music, song
writing, song selection or how the group works together?






Gender Issues






What are your expectations with respect to
gender roles?

Are there certain things that you will be
expected to do or feel (or not to do or feel) because of your
gender?

Are you experiencing unwanted behavior or
expectations because of your gender? What would you like to
change?

Are you experiencing or perceiving tension
within the group because one or more members are of a different
gender?






Travel and Transportation






What forms of transportation do you like to use?
Are there any kinds that you definitely don’t want to use? What are
the alternatives?

Are you uncomfortable or fearful of any issues
related to travel? For instance, do you become carsick or seasick;
do you fear flying, being in unfamiliar places, or among unfamiliar
cultures, etc.?

How are automobile maintenance and expenses
handled? Is one person handling more driving chores than the
others?

On a tour, what are the preferences for hotels
or motels? Will you share rooms to save money or is privacy more
important? Is it an option to sleep at the homes of friends and
family when touring?






Personal Habits and Appearance






Here’s your chance to talk about those
idiosyncrasies that make you crazy – especially if you’re touring
together and sharing hotel and dressing rooms. These same issues
come up in record or publishing companies when two or more people
are sharing office space. And how about those putrid bags of dried
up old food left in the lunchroom refrigerator?

Do you care if your roommate leaves clothes on
the floor, snores, doesn’t help with the load in or load out,
wears underwear or socks with holes in them, drinks directly from
the milk bottle, leaves the toilet seat up, trashes the deli tray,
etc.?

A common scenario is that while one person is
bothered by these behaviors, others don’t care. If the offended
person has an aggressive style of conflict management, the issues
will surface and be dealt with one way or another. However, the
offended person may have an accommodating nature and feel
uncomfortable making waves or speaking up for him/herself. The
usual result is that this personality type will suppress his or her
own needs to keep the peace. This doesn’t work. Resentments start
to build, passive/aggressive behavior will begin to emerge and
small issues or incidents will begin to be blown out of proportion.
(And pretty soon the issue will emerge as an argument about
money.)

If the group is going to tackle issues that
affect the members in personal ways, this is a good time for one of
two actions. One would be to bring in a mediator or other neutral
person trained in communication and problem solving skills
(preferably the authors).

The other would be for everyone involved to
study the communication chapter further on in this book and learn
to express concerns in ways that are non judgmental, and to be able to hear each other’s
issues without getting defensive, feeling judged and taking things
personally. These kinds of sessions also provide opportunities to
reveal what you appreciate about each other.






Miscellaneous Questions and Issues






How do you want your working relationships to be
different from previous partnerships or business relationships? Are
there any specific mistakes you do not wish to repeat?

What are your experiences and expectations with
regards to drugs and alcohol?

Where do you see your professional life in five
years? Ten years?






*****






PART THREE






Problem Solving






*****











Meeting the Challenge






When applying for college, students fill out
pages of questions and write essays for evaluation by the
admissions staff. In that process, the college is asking the
students to define their role in the upcoming relationship between
college and student. At the same time, the college tells how it
sees the students’ roles and responsibilities. Usually, this
process is in preparation for a two- or four-year term. In our
research, we have found, compared to preparing for that relatively
short term relationship, very few band members invest any time at
all researching the venture into which they are about to invest
every ounce of their creative resources and hopefully a good
portion of the rest of their lives. History shows that this is
often disastrous. If you’ve read this far, you’ve already increased
the odds in your favor. They’re about to get even better.

These conversations between artists and others
work best if participants discuss The Questions together. However,
for many people, this is a scary prospect. If anyone feels
uncomfortable discussing difficult issues, we suggest bringing in a
mediator to assist in the process. However, even using a mediator
may be scary for some of you. Some feel that using professional
help implies that they are lacking in some way. Or they may say
that they avoid asking serious questions for fear of being
interpreted as suspicious or lacking faith in the venture. They are
afraid that asking such questions could damage the relationship
and, in some documented cases, that is exactly what happened.
Others, using the philosophy of, “If it ain't broke, don't fix it,”
ignore or avoid the signs of upcoming disaster. This behavior is
indicative of the “crisis oriented personality.” Unwilling to face
the potential for problems, the unanswered questions eventually
balloon into crisis.

Intellectually, people agree that crises could
be avoided if these questions were answered before signing a
contract or even prior to becoming involved with each other but
they never learned how to make this process acceptable or safe.
Fearful of risk, relying on faith, usually with trepidation, they
simply moved forward into the relationship, ill prepared for the
potential disasters that lay ahead. The upcoming chapters will
provide many of the tools that can make this exploratory process
successful.

As practitioners in communication and conflict
management techniques, we recognize that our idealistic intentions
are not necessarily going to be shared by every reader. Therefore,
we suggest that there are several ways, with or without mediators,
to use the information in this book.

For example, if one or more of your partners are
reluctant or uninterested in participating in reading and answering
The Questions together, you can still benefit from asking The
Questions of yourself. Select the most important of The Questions
and prioritize them in order of personal preference. Having
answered The Questions, you will then have an improved
understanding of your own needs and expectations. Then look for
appropriate times to ask one or two of The Questions to get a sense
of how your partners feel about those same issues.

If questions or answers feel uncomfortable, now
is the time to deal with that discomfort. The honeymoon period
prior to signing the contract or committing to the gig is when
people are most willing to be gracious and learn from each other.
If you withhold your feelings now, you and your partners will lack
information that will be crucial at some point in the future. If,
in this early stage, you cannot have a problem-solving discussion
on potentially uncomfortable or explosive issues, consider that
things will not get better in the future. The issues need to be
addressed now. In fact, problems usually intensify over a period of
time. If you feel that you're not being heard or your needs are not
being acknowledged, your remaining options are as follows:

Swallow your pride and stuff your feelings down.
Or, you and the other members will develop a conflict system fed by
poor communication and constant fighting.

Going through these questions now may raise
issues that challenge your relationship. But they will clarify your
understanding of yourselves and of each other and, in the process,
deliver greater faith and confidence in knowing who you are, in
what you stand for, and in acknowledging each other's strengths and
limitations. The value of meeting such challenges before
formalizing your commitments cannot be stressed enough.

When you weigh the risks of losing the
relationship through this questioning process, consider the
following possibilities:

You do not ask the questions and you do not
learn conflict awareness skills. Therefore, you enter the
relationship with the same lousy odds against success for which the
music industry is famous.

You ask the questions and learn things about
each other that are unacceptable, things that when revealed, could
have lead to fights, lawsuits or other unpleasantries. If the
relationship does end, you can realize a double benefit by bailing
out of a doomed relationship and learning important questions to
ask earlier in your next relationship.

You ask the questions, learn more about each
other and enhance the foundation of trust, safety and awareness of
each other's needs that leads to a better working relationship. You
will have developed skills for handling conflict, overcoming
obstacles, sustaining yourselves through crisis, and enjoying a
fulfilling career together, including bettering those lousy
odds.

A critical tool for transforming careers from
failure to success is the insight into the true nature of conflict.
Most people do not know that conflict is a necessary element of
growth. When everything is going just fine, there is no reason for
change. And yet, without change, there is no evolution, no reason
for discovery. Without conflict we would probably still be living
in caves and not enjoying the benefits of our current technologies.
There are those among us who feel that might not be a bad idea.
(Stu: “We call those people drummers.”)






When the only tool you have is a hammer,
every problem begins to resemble a nail.

– Abraham Maslow






Communication:

Tools and Observations






If people in your group resist the following
information, don’t be swayed from benefiting from the tools
yourself; they can still help you grow and be more skillful in
managing conflict in and out of the band.

In the last several decades, a number of
communication tools have been developed. The rest of this book is
about some of these tools. To obtain the best results, the parties
need to agree in advance that, in times of conflict, they will use
one or more of these conflict management techniques. To sit down
among a group of people with whom you have any kind of relationship
and say, “There will be conflict in our future, let’s plan what to
do when it comes up,” is a positive sign that you are on the path
to making a constructive change in your culture.

The best tool of all is true listening. Once you
have learned true listening, and its corollary, being sure that you
have been heard, you will understand that one of the great
tragedies of our Western culture is that this critical skill is not
part of our general public school curriculum. It can be argued that
an underlying cause for most of our conflicts and misunderstandings
with each other can be traced back to poor listening skills. In
other words, to quote George Bernard Shaw, “The greatest obstacle
to communication is the illusion that it has been
accomplished.”

Sadly, because as children, many of us never had
a chance to experience true listening, we never learned how to
teach it to our own children. Throughout generations the
consequences are evident in many arenas; from history books filled
with useless and unnecessary conflict to overcrowded court
calendars worldwide.

In childhood, we are taught to listen to adults;
to be seen and not heard. As a result of seldom or never feeling
that anyone is listening to us, or is really interested in what we
have to say, we never learn to understand and know the deep,
healing effect of listening.

As mediators, we will fail if we are not good
listeners; listening skills are our most important tools. When we
work as trainers to teach conflict management, one of our biggest
challenges is to overcome the complacency with which people take
listening for granted. Most people have no idea of the powerful
transformation that occurs when a person has been able to empty
their heart into the soul of a true listener.

Brenda Ueland wrote one of the best descriptions
of listening we have ever read:






I want to write about the great and powerful
thing that listening is. And how we forget it. And how we don’t
listen to our children, or those we love. And least of all – which
is so important too – to those we do not love. But we should.
Because listening is a magnetic and strange thing, a creative
force. You can see that when you think of how the friends who
really listen to us are the ones we move toward, and we want to sit
in their radius as though it did us good, like ultraviolet
rays.

This is the reason: When we are listened to,
it creates us, makes us unfold and expand. Ideas actually begin to
grow within us and come to life. You know how if a person laughs at
your jokes you become funnier and funnier, and if he does not,
every tiny little joke in you wizens up and dies. Well, that is the
principle of it. It makes people happy and free when they are
listened to. And if you are a listener everybody around you becomes
lively and interesting. It is the secret of having a good time in
society, of comforting people, of doing them good. ( Excerpt from
Tell Me More: The Art of Listening, by Brenda Ueland from Strength
to Your Sword Arm: Selected Writings (Holy Cow! Press, 1992),
reprinted by permission of Holy Cow! Press and the Estate of Brenda
Ueland.) (If you are lucky enough to fall in love with such a
person, your life will be a joy forever. – Stuart Yahm)






In our practice as mediators, sometimes we
mediate between parents and children. In mediation, everyone gets a
chance to speak and to be heard. Most children catch on quickly,
they grasp the rules and the concepts and they perform very well in
the process. One of the reasons this works for them is that
mediation is often one of the few times a child is able speak
without being interrupted or discounted by its parent.

Sometimes, we have to stop the mediation and
take the parent outside and say, “You know, your child is following
the rules, she is listening and she’s not interrupting. But I can
see that when she speaks, you’re not really listening. Your eyes
are focused elsewhere. Your body language shows impatience. Your
responses indicate that you did not understand or care what she was
trying to say to you. This may be a major reason the two of you are
having problems. You are just not used to listening to your child
as a separate and independent human being who has valid thoughts
and feelings of her own.”

On Listening

The subject of listening is often the most
important element in working with conflict in constructive and
solution oriented ways. How we listen has a lot to do with how we
perceive, process and respond to what others say to us. Those who
listen deeply understand what the speaker is saying from the
speaker’s point of view (instead of focusing on their response to
what they think they are hearing) generally have less conflict and
more satisfying relationships in their personal, social and
business lives.

Do you think you are a good listener? What makes
you think so?

How did you learn to listen? Did you ever attend
a class that taught good listening techniques? Or, like most people
we know, were you simply told to listen by parents and other
authority figures as you grew up? In that case, you learned, by
observing and by osmosis, to listen as others (also uneducated in
True Listening) “sort of listened.” This had to be very frustrating
for your parents who didn’t realize that you were simply listening
to them in a similar fashion that they were (or were not) listening
to you.

The skill of “True Listening” or “Deep
Listening” is not taught in our Western culture. While many parents
tell their children to be quiet and listen, how many actually give
their children the experience and the respect of being listened to
without interruption?

In our fast paced corporate environments, we
learn strategic listening - we listen either to win the next
sentence or we hope to hear something that we can use to bolster
our point of view without regard to really hearing what is
important to the speaker. Most of the time the speaker is not being
listened to at all. The “listener” is only waiting until he sees
the speaker’s lips stop moving so he can say what is on his mind.
Sometimes not even that long.

Many of our conversations are more like sparring
matches than opportunities to learn how each other feels. Nowhere
is the concept of conversation and true listening more publicly
abused than in so-called political television programs that feature
talking heads yelling their point of view at each other without the
slightest indication that they have truly heard the other party.
These programs are certainly setting a poor example, to young and
old alike, of what debate, conversation and civilized dialog is
supposed to be. If you can incorporate the following ideas, your
conversations may be more interesting and substantive.

True listening is about helping the speaker to
feel heard and acknowledged. This means listening without the seven
sins of:

interrupting, correcting, criticizing,
rationalizing, defending, moralizing, trying to fix

There are a few secondary sins that contribute
just as much sabotage to connection and communication. This
includes presuming you know what the other is going to say and that
you know what they intend when they’ve just begun to speak. It also
includes faux listening; those times when you were reading,
watching TV, washing dishes, on the phone or playing a computer
game while you were being spoken to by a friend or family
member.

The reason we speak to another is because we
want to share what we know and feel. If our sharing is heard and
what we are saying is understood as we intended, we are
acknowledged; we feel valued and validated. You could say that the
acknowledgment of our thought by another is a completion of that
thought. Any of the seven sins of “strategic listening” or “faux
listening” invalidates our offering and, on some level, leaves us
feeling unacknowledged and incomplete.

That famous writer, Anonymous, provides the
following recipe for good listening: “Listen as though what you are
about to hear is going to change your life.”

True listening is a gift, subtle and quiet yet
one of the greatest gifts anyone can give. Your unconditional
acceptance of what the speaker says honors and validates them.
Without true listening, how can you expect someone else to truly
listen to you?






 The Third Major Tool
– Active
Listening






When I listen, people talk....

– Anon






Active listening requires focus, concentration,
and discipline. Active listeners are able to dispel any presumption
in their mind that they have prior knowledge or understanding of
the speaker’s intention or experience.

In addition, they listen so as to truly learn
the point of view of the speaker. They also need to be able to
listen without making a judgment about the intention or message of
the speaker. In order to do this, they focus on the speaker,
listening to each word uttered. They do not interrupt and they do
not finish sentences for the speaker. They will ask questions to be
sure they understood the message as it was intended to be
understood. They may reframe the speaker’s words, without
parroting, giving the speaker an opportunity to correct any
misinterpretations. In this process several things are
accomplished. The listener, by reframing the speaker’s words, has
deepened his understanding of the speaker’s intentions. The
speaker, hearing the listener’s response, confident that he has
been understood, can relax. The battle to be understood is over.
Relieved, he can release his hold on his thoughts and feelings and
can move forward, re examine, and
perhaps even revise his own beliefs. Finally, as noted in the
Brenda Ueland quote, the speaker feels complete, and assured that
his thoughts and feelings have been communicated and
understood.

We have used the phrase “open ended questions” a
couple of times in this book. The value of this form of dialogue
has been attributed to the ancient Greeks. Socrates was famous for
surfacing the motivations behind the opinions of others with this
technique.

An open ended
question presumes nothing. It is phrased in such a way that implies
the person asking is open to any answer the other person chooses to
give.

The respondent will not feel led or manipulated
to give a predetermined answer.

Examples of questions that are
not open ended:

Wasn’t her behavior disgraceful?

Isn’t this a great tune?

Is that your final answer?

Examples of
open ended
questions:

How did you feel about what she did? What is
your feeling about this tune?

How would you like to conclude this discussion?
Can you tell me how that works for you?

Why do you feel that way?

Can you tell me more about that? How did you
arrive at that conclusion?

Here are two versions of a conversation between
band members. The first is without Active Listening.

Remember the earlier mediation between Robert
and Joan? The key to unlocking the conflict there was their ability
to use open ended questions and move
beyond their resistance to each other’s position. Using them as an
example, here are two ways that conflict could have evolved. In the
first version, Robert is not displaying any empathy for Joan’s
feelings. Instead, he is thinking about how her story might impact
his own needs and concerns.

Version 1:

Joan: I don’t like playing this club.

Robert: What’s the problem?

Joan: The manager is kind of creepy; he just
hangs around. Doesn’t really say anything, just hangs around. It’s
stressing me out.

Robert: We make good money at this gig and there
are other bands dying to play here. I don’t want to lose a good gig
because you have a bad feeling about some guy. So the manager is a
jerk, he goes with the territory. You’re a professional, deal with
it.

Joan: “Deal with it”? How am I supposed to “deal
with it” while you have such a lousy attitude?

Robert: Look, I’m just trying to help, if you
don’t want my advice, don’t bring your problems to me.

Joan: I wasn’t asking for your advice, you jerk,
I was just telling you how I feel.

You may feel as we do that there isn’t likely to
be an agreeable resolution out of this conversation. In the second
version, notice how differently the conversation develops when
Robert, having studied Active Listening, uses those techniques to
draw out Joan’s feelings and, instead of offering judgments or
advice, helps her process the problem.

Version 2:

Joan: I don’t like playing this club.

Robert: What’s the problem?

Joan: The manager is kind of creepy; he just
hangs around. Doesn’t really say anything, just hangs around. It’s
stressing me out.

Robert: He’s kind of creepy? What do you mean by
“hanging around”?

Joan: Well, when I was helping unload the van
today, he came out of his office and seemed to be just standing
there looking at me.

Robert: Help me understand what you mean. Was he
doing anything specifically weird or was he just watching?

Joan: Hmm. Let me try to remember. Well, it was
just for a moment, I turned around and I was surprised to see him
looking at me. I sort of jumped and he went back into his
office.

Robert: And how did that make you feel?

Joan: It just felt a little weird at the time.
Now that I look back, I think the fact that I caught him looking at
me embarrassed him.

Robert: What do you think about that?

Joan: Well, I guess I have to think about it.
You've got me wondering, maybe he's just shy.
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