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Motivating people is sometimes challenging. Not only are we working with different genders, cultures, generations,
etc, we’re all individuals, and are wired differently. Everyone is going to react to different leadership styles
differently, and we’re in for a tough time if we think that we can achieve the same results with all people, applying
the same approach each time. Not only can this arguably be considered to be controlling, but a lot of otherwise
decent and promising junior officers are going to seek out new careers if we do. So where do we start?

KNOWING OURSELVES: Most of us profess to know ourselves, and the more macho of us regard courses on this
subject as being touchy-feely stuff mainly for those who don’t know themselves. But, this thinking is severely flawed
and we’re not doing ourselves any favours by thinking this. That could also not be further from the truth, as anyone
who has undergone any sort of training on this will agree. A knowledge of some basic psychology helps us to
understand why we react the way we do, and how to modify it if necessary. You could think of it as taming our
Inner Child — all the mental-emotion memories stored in the sub-conscious from conception through our puberty
years. If this sounds a bit of a broadside, it isn’t. This is about our EQ.

PERSONALITY VS BEHAVIOUR: The majority of us confuse our behaviour with our personality (“That’s who | am,
don’t try to change me”) without considering the many factors which combine to shape us. However, although
there’s a relationship between personality and behaviour, it is easier to separate them for the purpose of this
exercise. We do not behave the way we do because we are born that way, we have learnt our behaviours, and can
change them — we SHOULD change them if they are plain wrong and cause pain to others. In fact, we should be
working continuously to improve our behaviours as they most certainly do impact on those around us and we of
course want to do so in the best possible way so that it is a positive experience for all.

GENETICS & PERSONALITY STYLES: Of course there are genes, some of which shape our Personality Style — the way
we function, or the way we organise our lives. There are many ways to explain these styles, from Myers-Brigg to
Merrill-Wilson to colours, and whilst many savvy businesses use the Hartman Colour Code, | believe that the easiest
and most practical way to explain and use these is through using four generic styles:

1. Organiser 2. Catalyst 3. Helper 4. Thinker

These PERSONALITY STYLES are pretty much self-explanatory, and the majority of us can relate to them. Very few
can say that we are outright Organisers, or Catalysts, or whatever. There is at least a little of each of these in us,
but, there are usually one or two styles which are more dominant than the others. For me, the Organiser is
dominant, although Helper and Catalyst are strong. It’s not that I’'m no Thinker, but | am more inclined to concern
myself with making sure that my life is reasonably in order than with trying to over-analyse why who said what, or
whatever. This does not mean that | am always organised — ask my wife!

Then, there are other factors which influenced the way we operate around others, after birth — early experiences,
and our Family of Origin for example. We learnt how to please our parents (or not) at an early age, and were
“programmed” or adopted behaviours or traits which we use mainly subconsciously to present ourselves to others
— either for acceptance, or some sort of recognition. This BEHAVIOUR is called our Mask. Typical masks can be The
Dominator - who has an exaggerated desire to control others, but deep inside is in fact bothered by feelings of
inadequacy. He may be troubled by feelings of hostility which he tries to suppress but then these same feelings
give expression to selfishness and thoughtlessness in dealing with others. Of course he or she is seldom aware of
the destruction left in his or her wake. A seemingly Indecisive Person may on the other hand have been reproached



as a youngster, or embarrassed by past mistakes, and tries to protect his self-esteem. His Personality Style may in
fact be a Thinker, which gives lie to the behaviour.

This is obviously a complex subject, but one which bears some consideration, if we are to understand how others
perceive us, which in itself is really important to get if we are trying to be good leaders.

A good place to start is by thinking on how we react in certain situations, (aboard, at home, in the office, etc etc.)
then thinking back on our childhoods — how did my father (or mother) behave? Do | make the same mistakes as
he/she did? What are the effects of my mask or behaviours, on others? Does my “Inner Child” carry suppressed
hurts which subconsciously influence the way | react with others? Conversely, what do | do that influences others
positively, and brings out the best in them? What helps me lead them, and to achieve my goals, and what doesn’t?
It’s no use blaming them all the time, | need to take at least some responsibility for the behaviour of others around
me....

Of course, we need to understand not only ourselves, but also others if we are to get the best out of them. After
all, managing personality types is one of the most important parts of our role as Manager. So, what is your CNO’s
or 2EQ’s Personality Style? The JO, or the Bosun? The OS? What mask does he wear? It would be great if others
were all clones of ourselves, we’d probably understand them better, but they’re not. (It would be interesting to see
if we’d actually like them!)

Unfortunately, they broke the mould when they made me —i.e. each of us is unique just to make this interesting -
so | found it easier to master this simple psychology to understand others better, and to try remember to use it to
better communicate with them and to motivate them. Effective management sure beats not understanding why
they don’t think like | do!

Now that we understand that our subordinates are not like us, and that it’s ok not to be like us, we also need to
consider the effects of culture, background and upbringing, education (what nautical college did he go to, did he
receive the same standard of tertiary education that | did?) The logical conclusion is surely that whatever
knowledge | have gained, | have a responsibility as a leader to share this with others, and to help bring out the best
in them, to help them develop into competent, professional seafarers and the finest human beings, they can be. If
not, what is to be my legacy?

cﬁ}weﬁe@,
Mite Moty

Reading:

http://www.mrharris.us/Focus/colorcode/colorcodepdf.pdf and https://www.colorcode.com/
https://think2by2.wordpress.com/2009/12/28/four-basic-personality-styles/
http://marthaborst.com/pdfs/assessment-personality.pdf
http://crestcomleadership.com/2015/11/24/4-personality-types-that-all-leaders-should-learn-to-recognize/

A little more complicated:

https://www.16personalities.com/
https://tests.enneagraminstitute.com/ ($12 fee for those really getting into this now...)

Generations
http://www.marketingteacher.com/the-six-living-generations-in-america/

The Inner Child
https://lonerwolf.com/feeling-safe-inner-child/

NEXT Lets get down to the nitty gritty; WHAT IS MENTORING?
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