
NOTES: Facilitators notes – quoted excerpts 
from the articles and resources used 

 
Facilitator Notes from the video: 6 Characteristics of Truly Creative People 
https://www.youtube.com/watch?v=CgCdsERkqrc 
 
Ways to increase your imagination -  

-‐ Framing and re-framing problems - 5+5 = ? or ? + ? = 10 – if you don’t question the questions 
you’re asked you’ll never come up with innovative solutions 

-‐ connecting and combining ideas – un-useless inventions – putting things together in surprising 
ways – shoes with umbrellas 

-‐ challenging assumptions – creating a sweater out of dirty socks 
 
Start with knowledge – the toolbox for your imagination - if you want to create a new type of car you 
need to know something about engineering 

-‐ How to get knowledge – pay attention to the world 
 
Attitude – if you are not driven, motivated and have the confidence that you can solve the problem – you 
won’t. ex. Innovators are not puzzle builders (who get stuck when a piece is missing) – they are quilt 
makers – take what they have to work with and make things happen 

-‐ see yourself as a quiltmaker 
 
Knowledge is toolbox for imagination 
Imagination is a catylyst for transforming that knowledge into new ideas 
Attitude is the spark that gets that going 
 
No matter how innovative we are, we often find ourselves in environments that don’t foster this 
innovation or allow us to express creativity. So we need to look at the outside of the innovation engine. 
 
Habitat – the people you work with, rewards, incentives 

-‐ pay attention to the physical space – the space is the stage for life 
-‐ innovative companies create flexible spaces 

 
Resources – most of the resources we have go beyond just money 

-‐ look at the resources you have available to you: people, materials, communities 
 
Culture – infuses an entire organization 

-‐ affects the way we think, feel, and act 
-‐ how we deal with failure is important aspect of culture (failure = data) 
-‐ failure data is unexpected and has potential to be changed into something great 
-‐ fil by doing rapid prototypes that don’t involve a lot of time or money so that you can quickly 

move in the right direction 
-‐ then celebrate the things that don’t come out as you expected 

 
 
all aspects of the innovation engine are woven together. Without one the others wouldn’t function.  
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o Ex. The more knowledge we have, the more resources, we can unlock, the more 
resources we have in our environment determines what we know. 

o Culture is the collective attitude of individuals and every individual contributes to the 
culture and all are impacted by the culture of the organization. 

-‐ can start the engine at any place but as an individual – start at imagination 
-‐ each of us have the key to our own innovation engines. Turn it! 
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Facilitator Notes from the article: “How to Kill Creativity” 
 
- Creativity gets killed more than supported because organizations are trying to maximize 
their business imperatives: coordination, productivity, control. 
- “Managers cannot be expected to ignore business imperatives, of course. But in working 
toward these imperatives, they may be inadvertently designing organizations that 
systematically crush creativity.” (Amabile, HBR 2008) 
- “In business, originality isn’t enough. To be creative, an idea must also be appropriate—
useful and actionable. It must somehow influence the way business gets done—by improving 
a product, for instance, or by opening up a new way to approach a process.” 
- “many managers also hold a rather narrow view of the creative process. To them, 
creativity refers to the way people think—how inventively they approach problems, for 
instance. Indeed, thinking imaginatively is one part of creativity, but two others are also 
essential: expertise and motivation.” 
- “Expertise encompasses everything that a person knows and can do in the broad domain 
of his or her work.” 
- “Creative thinking, as noted above, refers to how people approach problems and solutions— 
their capacity to put existing ideas together in new combinations. The skill itself depends 
quite a bit on personality as well as on how a person thinks and works.” 
- “Expertise and creative thinking are an individual’s raw materials—his or her natural 
resources, if you will. But a third factor—motivation—determines what people will actually 
do.” 
- 2 types of motivation—extrinsic and intrinsic, the latter being far more essential for 
creativity.” 

- “Extrinsic motivation comes from outside a person—whether the motivation is a 
carrot or a stick.” 
- “passion and interest—a person’s internal desire to do something—are what intrinsic 
motivation is all about.” 

- “When people are intrinsically motivated, they engage in their work for the 
challenge and enjoyment of it. The work itself is motivating.” 
- “Intrinsic Motivation Principle of Creativity: people will be most creative when they 
feel motivated primarily by the interest, satisfaction, and challenge of the work 
itself—and not by external pressures. (For more on the differences between 
intrinsic and extrinsic motivation, see the insert “The Creativity Maze.”)” 

- “Managers can influence all three components of creativity: expertise, creative-thinking 
skills, and motivation. But the fact is that the first two are more difficult and time 
consuming to influence than motivation.” 
- “intrinsic motivation can be increased considerably by even subtle changes in an 
organization’s environment.” 
- “More specifically, then, what managerial practices affect creativity? They fall into six 
general categories: challenge, freedom, resources, work-group features, supervisory 
encouragement, and organizational support.” 

- “Challenge. - …matching people with the right assignments. Managers can match 
people with jobs that play to their expertise and their skills in creative thinking, and 
ignite intrinsic motivation. Perfect matches stretch employees’ abilities. The amount 
of stretch, however, is crucial: not so little that they feel bored but not so much that 
they feel overwhelmed and threatened by a loss of control.” 

- “managers kill creativity is by not trying to obtain the information necessary 
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to make good connections between people and jobs.” 
- “Freedom - the key to creativity is giving people autonomy concerning the means—
that is, concerning process—but not necessarily the ends.  

- give them freedom to decide how to climb a particular mountain. You needn’t 
let them choose which mountain to climb. In fact, clearly specified strategic 
goals often enhance people’s creativity. 
- “How do executives mismanage freedom? There are two common ways. First, 
managers tend to change goals frequently or fail to define them clearly.” 

- “Resources. - “The two main resources that affect creativity are time and money. 
Managers need to allot these resources carefully… 

- “creativity often takes time. It can be slow going to explore new concepts, put 
together unique solutions, and wander through the maze. Managers who do not 
allow time for exploration or do not schedule in incubation periods are 
unwittingly standing in the way of the creative process.” 

- Work-Group Features. - pay careful attention to the design of teams. That is, you 
must create mutually supportive groups with a diversity of perspectives and 
backgrounds. Why? Because when teams comprise people with various intellectual 
foundations and approaches to work—that is, different expertise and creative thinking 
styles—ideas often combine and combust in exciting and useful ways.” 

- “Managers must also make sure that the teams they put together have three 
other features.  

1. they share excitement over the team’s goal.  
2. members must display a willingness to help their teammates through 
difficult periods and setbacks.  
3. every member must recognize the unique knowledge and perspective 
that other members bring to the table.  
- These factors enhance not only intrinsic motivation but also expertise 
and creative-thinking skills.” 

- “It follows, then, that one common way managers kill creativity is by 
assembling homogeneous teams. Homogeneous teams often reach “solutions” 
more quickly and with less friction along the way. These teams often report high 
morale, too. But homogeneous teams do little to enhance expertise and 
creative thinking. Everyone comes to the table with a similar mind-set. They 
leave with the same.” 

- “Supervisory Encouragement. - Most managers are extremely busy. It is therefore 
easy for them to let praise for creative efforts—not just creative successes but 
unsuccessful efforts, too—fall by the wayside. One very simple step managers can 
take to foster creativity is to not let that happen. 

- The connection to intrinsic motivation here is clear. … To sustain such passion, 
most people need to feel as if their work matters to the organization or to 
some important group of people. Otherwise, they might as well do their work at 
home and for their own personal gain.” 
- “By contrast, managers who kill creativity do so either by failing to 
acknowledge innovative efforts or by greeting them with skepticism. In many 
companies, for instance, new ideas are met not with open minds but with time-
consuming layers of evaluation—or even with harsh criticism. When someone 
suggests a new product or process, senior managers take weeks to respond. 
Or they put that person through an excruciating critique.” 
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- “a culture of evaluation leads people to focus on the external rewards and 
punishments associated with their output, thus increasing the presence of 
extrinsic motivation and its potentially negative effects on intrinsic motivation. 
Second, such a culture creates a climate of fear, which again undermines 
intrinsic motivation.” 
- “if people do not perceive any “failure value” for projects that ultimately do not 
achieve commercial success, they’ll become less and less likely to experiment, 
explore, and connect with their work on a personal level. Their intrinsic 
motivation will evaporate.” 

- “Organizational Support. - creativity is truly enhanced when the entire organization 
supports it. Such support is the job of an organization’s leaders, who must put in place 
appropriate systems or procedures and emphasize values that make it clear that 
creative efforts are a top priority.” 

- “Most important, an organization’s leaders can support creativity by 
mandating information sharing and collaboration and by ensuring that political 
problems do not fester. Information sharing and collaboration support all three 
components of creativity.” 

- “fostering creativity - is in the hands of managers as they think about, design, and establish 
the work environment. Creativity often requires that managers radically change the ways in 
which they build and interact with work groups. In many respects, it calls for a conscious 
culture change.” 
- “The risks of not doing so may be even greater. When creativity is killed, an organization 
loses a potent competitive weapon: new ideas. It can also lose the energy and commitment 
of its people.” 
- “Even if you believe that your organization fosters creativity, take a hard look for creativity 
killers. Some of them may be flourishing in a dark corner—or even in the light. But rooting 
out creativity-killing behaviors isn’t enough. You have to make a conscious effort to support 
creativity. The result can be a truly innovative company where creativity doesn’t just survive 
but actually thrives.” 
 
 



      6 
	  

 
 

 
 
  



      7 
	  

Facilitators Notes from the article: “Coaching for Innovation” 
 
- “One of the key success factors in coaching for innovation is being able to artfully facilitate 
your client’s intrinsic motivation, a unique recipe that articulates a distinct possibility, a deep 
need or necessity for innovation, to create a sense of urgency to take the necessary steps 
and actions required to be accountable to stay in the innovation game. Without this being 
clearly defined upfront, it is unlikely that your client will sustain the passion, courage and 
resilience to overcome the many challenges and obstacles she will encounter on the 
emotional roller coaster she is likely to experience. 
Here are some key generative questions to experiment with to facilitate this process. The 
bullet-pointed questions are introduced during the facilitative process to disrupt habitual 
thinking patterns and processes in safe ways. These questions will create a threshold and an 
opening for affecting a mindset flip, which then raises the client’s level of thinking to the 
generative level: 
1. Why is it important for you personally or your organization to be more innovative? 
2. How will being innovative enable you to solve your business dilemma? 
3. What could be possible for you personally or for your organization if you were able to 
transform your business dilemma into an innovative vision? 
What do you believe about … ? 
What causes you to believe that? 
What if you were to think differently about that? 
4. For this to happen, what could you start letting go of that isn’t essential to your 
possibility? 
This is an extremely powerful and emergent exercise requiring the coach to have deep 
coaching presence and to be skillful in generative inquiry and in listening from the whole.” 
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Facilitators Notes from the article: “Cultivating Organizational Creativity”  
 
- “What, specifically, enables leading-edge organizations to capitalize on the 
inherent complexity in today's environment and catalyze innovation within 
their business models, products and services? According to the IBM 2010 
Global CEO Study, the ability to embody creative leadership is among the 
most important attributes for capitalizing on complexity.” 
- “to succeed in an increasingly interconnected world, creative leaders avoid choosing 
between unacceptable alternatives. Instead, they use the power inherent in these dualities 
to invent new assumptions and create new models geared to an ever-changing world. 
Creative leadership in action enables a wide range of product, process and 
business model innovations. Organizations will need to act upon three 
imperatives to accelerate the development of creative capital: 
Uncover the key capabilities of the creative organization – Empower the 
organization's ability to understand how the world behaves. Expose those 
individuals who see opportunities where others do not and map out what is 
found. Connect ideas and people in novel ways. Try many and various 
ideas. Inspire belief that action is possible. Maintain the discipline to get 
things done. 
Unlock and catalyze the creative capabilities of leaders – Create high impact, 
experiential learning tied to real business challenges. Develop 
inspirational role models who demonstrate accomplishment and empowered 
leadership. Unleash small, diverse teams to pursue bold ideas in response 
to challenges. Create work structures and incentives aligned with intrinsic 
motivation. Promote a culture of inspiring vision built on authenticity and powered by trust. 
Unleash and scale organizational creativity – Share information for 
collective vision. Tap into global expertise networks. Expand management 
and communication style repertoires. Build ad hoc constituencies of those 
sharing common goals. Influence collective behavior through real-time analytics. 
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Facilitators’ Notes from the article: “Innovation: How Leadership Makes the Difference” 
 
- “Leaders who seek innovation but are unsure how to make it happen can easily undermine 
innovation goals. In fact, leadership behavior contributes from 20% to 67% of the climate for 
creativity in organizations, according to research from creativity researcher Goran Ekvall 
(personal communication with one of the authors).” 
 
- “We argue that leadership is the most important factor needed to foster creativity and fuel 
innovation at the individual, team, and organizational levels. Leaders must act in ways that 
promote and support innovation in their culture.” 
 
- “Leading innovation is not the same thing as coming up with creative ideas. We define 
innovation as creating and implementing something new that adds value. Innovation leadership is 
needed to overcome challenges and transform ideas into actions. Without leadership, ideas 
are not pursued or acted upon, and certainly not transformed into game-changing products, 
services, or solutions.” 
- “1. Navigating the inherent tensions between managing day-to-day business and leading 
innovation. Organizations must balance managing current business with the countless 
ways they could create new opportunities. Often, promising new ideas are ignored or 
postponed due to the pace of daily operations and the pressure to hit short-term targets. 
But, innovation and operations can—and must—coexist. 
2. Embracing the constancy of change and remaining agile. The context for innovation is 
difficult—organizations and everyone working in them are experiencing change upon change 
upon change. Leaders must be agile about innovation, too. Trying to maintain the status quo 
is not a sustainable option. There is no recipe for successful innovation. Innovation practices 
cannot become routine. 
3. Taking an enterprise-wide perspective. It may be hard to let go of the image of 
innovation coming from a single creative person having a flash of insight or relying on one 
department to make it happen. However, enduring efforts towards innovation come from 
people with diverse perspectives who network, collaborate, and build on each other’s ideas. 
Today’s organizational challenges are so complex and ambiguous that no one person can 
solve them alone.”  
 
5 Recommended Practices for Developing Innovation Leadership 

1. Learn how roles and capabilities needed for innovation vary by level. 
-‐ Individual leaders are responsible for ideation and creation. 
-‐ Team leaders may serve as project leaders who are responsible for processes and 

managing resources. 
-‐ Middle managers support innovation teams by serving as connectors and 

champions. 
-‐  Functional leaders help develop the innovation strategy and manage the pipeline of 

new products, processes, and services. 
-‐ Executive leadership shapes culture and strategy and communicates the vision for 

innovation. 
 

Insert Chart from article PDF 
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2. Focus on an innovation process. 
- Innovation in organizations is not a random or unstructured activity. Innovation requires 
people with innovative mindsets working together towards a common target to understand 
and clarify the challenge, generate and refine ideas, develop solutions and plans, and 
implement the innovation to realize a quantifiable gain.  
- These four steps—Explore, Ideate, Craft, and Implement—focused on a target make up Center 
for Creative Leadership’s Targeted Innovation process and can be applied to any innovation 
need.  
- When leaders understand how innovation works, they can see what is missing and, as with 
any other leadership challenge, create a strategy or plan to make it better. 
 
3. Identify and leverage different contributions to innovation. 
- If innovation can be seen as a process, with different steps and stages, leaders can then 
see how different skills, perspectives, and contributions are needed along the way.  
- CCL often uses a framework and assessment tool called FourSight, based on research by 
Gerard Puccio, PhD, director of the International Center for Studies in Creativity at the State 
University of New York College at Buffalo. FourSight parallels CCL’s Targeted Innovation process 
and identifies four thinking profiles to help understand the preferences and perspectives 
that contribute to the innovation process. 
• Clarifiers explore the challenge to understand and pinpoint it. 
• Ideators prefer to generate big possibilities. 
• Developers focus on crafting and planning potential solutions. 
• Implementers like to put workable solutions into practice. 
 
4. Work across boundaries. 
- Innovation is a multidisciplinary, cross-boundary activity. Innovation leaders must learn to 
work across organizational boundaries to connect: Innovation also requires leaders to 
influence, connect, and collaborate with people who have different innovation styles, or 
preferences. Without these capabilities, boundaries, bureaucracy, and hierarchy can easily 
kill innovation efforts. 
 
5. Embrace polarities. 
Paradoxes, conflicting priorities, must be approached from a polarity thinking rather 
than problem solving mindset. For example, there isn’t a clear answer to a first-level 
manager weighing whether to deliver immediate results or champion a new process when 
viewed from a problem solving mindset. Or to a mid-level manager wrestling with how 
to allocate resources for current business while advocating for innovation projects with 
unknown return. Polarity Thinking, developed by Barry Johnson, helps leaders determine 
how to understand and respond to issues that don’t have fixed solutions and to address 
conflicting perspectives and interests. 
 
The Bottom Line - Organizations can design a creative workspace and tout the importance of 
innovation . . . 
Team members can be taught idea-generation techniques . . . 
Employees can have good ideas and develop novel solutions . . . 
Organizations need to support leaders at all levels, providing the knowledge and 
experiences to help people develop the mindset, skillsets, and toolsets to spur a leadership 
culture that sustains innovation.  
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Leadership makes the difference when it comes to innovation. 
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Facilitators’ Notes from the article: “Navigating Change: A Leaders’ Role” 
 
- “Change is a given and a top priority across all types of organizations, but studies 
consistently show between 50 and 70% of planned change efforts fail. It doesn’t bode well for 
organizational ambitions if critical change is (at best) just as likely to fail as it is to succeed. 
How can organizations improve the odds of success? We have found that many 
organizations have mastered the operational or structural side of change, but give little 
effort to the people side of change. To gain the desired results from a new direction, system, 
or initiative, organizations need the benefit of change leadership along with change management. 
Change leadership is about the phases of change—and the emotions associated with those 
phases—that people must navigate when change is constant. Change leadership requires 
leaders, and the organization as a whole, to address beliefs and mindsets and to develop the 
practices and behaviors that help people adapt to change. In contrast to change 
management—which is an outside-in process with a focus on structures, systems and 
processes—change leadership is the inside-out element of meeting the change challenge. It’s 
about enlisting people in change and keeping them committed throughout, in the face of 
uncertainties, fears, and distractions.” 
 
Change Leadership Operates at 3 Levels: 
Self. How do I deal with change? What is my current change challenge? What is my role as a 
change leader and what do I need to do differently? What is my default leadership style when 
faced with driving significant change? How do my change style preferences impact those 
around me? How do I ensure we have leadership capability for change throughout the 
organization? 
Others. How do I help my people through change, especially when they have no control or 
choice? How do I understand— and respond to—the different perspectives, feelings, and 
responses people have to change while achieving alignment with organizational aims? How 
do I build relationships and persuade supporters, detractors, and fence-sitters to get 
onboard with the changes I am tasked with? 
Organization. How do I lead change in the context of the larger organizational culture 
and political realities? How do I forge a network of change agents throughout the 
organization? How do I influence up, down, and across the organization? How do I ensure 
that change is right for my team as well as right for the organization? How do I ensure 
we have leadership capability for change throughout the organization? 
 
- Here are five key ideas an effective change leader needs to know: 
Different people have different built-in reactions to change. Managers who pay attention to 
change preference can better understand why people react the way they do when faced with 
change. These managers are more prepared to address concerns, leverage different 
contributions, avoid pitfalls—and adapt their own change approach as needed. The Change 
Style Indicator (CSI) describes the two extremes as well as the midpoint on the continuum of 
change preference: 
 
In Action: Learning to Lead Change 
1. People navigate change from a continuum of change style preferences. 
• Conservers accept the current structure, systems, and processes. They are champions 
of incremental change and strong advocates of continuous improvement within the 
established business model. 
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• Originators like to challenge current structures, systems, and processes. They are 
champions of expansive business model change and tend to focus on new possibilities, 
vision, and direction. 
• Pragmatists tend to focus on getting the job done. They are champions of change that is 
functional and often see merit in the perspectives of both conservers and originators—as 
long as a clear business case exists for one approach or the other. 
 
2. Leaders need to navigate change through four phases. 
When managers understand the process of change, they have a better picture of what they 
need to do and when. They can anticipate and mitigate many predictable problems. They 
know not only what actions to take but also what must be done today to prepare the way 
for tomorrow. CCL breaks the process into four phases that occur in parallel: 
Discover. Change begins with understanding. What is the need for change? Will it be 
evolutionary or revolutionary in nature? What is the scope? What is the urgency? What 
communities, stakeholder groups and change agents need to be taken into consideration? 
Who are the people leading the change and are they aligned and committed? What is the level 
of commitment? 
Decide. The vision is formed, the change terrain is mapped, and plans are created. The core 
team and early adopters begin to engage employees in decisions about the change. At this 
stage, deciding about how to frame the change initiative, build relationships, motivate 
others, and create alignment and commitment are key leadership functions. 
Discern. Change may continue and solidify . . . or it may fall off or fail to take hold. Change 
leaders must discern what is working and what isn’t in order to maintain focus, energy, 
resources, and support to ensure change sustains over time. Learning—what has and has 
not been effective in the change process— and adapting future plans to ensure progress are 
critical to success. 
Do. Communicating and taking steps to enact the change begins. The rollout may be slow, or 
fast-paced, but leaders should recognize that no matter how quickly they choose to move, 
people still need time to adapt to change. Change leaders must show commitment to the 
change initiative—and, above all, to the people who are affected by the change. Cracking the 
code of change is an emotional undertaking, which requires relationship-building across an 
interrelated web of change agents. 
 
3. Stability AND Change is a powerful polarity. 
As the organization evolves over time, stability and change must coexist. It is one of many 
organizational priorities or demands that may appear to be diametrically opposed. When 
leading change, managers must understand that stability vs. change is not a problem to 
solve but a polarity to manage. To achieve the full performance potential of the organization, 
energy must be given to both poles simultaneously. We hold constant the organizational 
elements that are critical for reaping the benefits of today’s business model while driving 
the innovations that propel us toward our desired future. By understanding the polarities of 
change and seeking the sweet spot of “both/and,” change leaders can present a change 
effort in a way that others can embrace. 
 
4. Persuasion skills are essential. 
Change and influence are inextricably linked. Influence is about gaining not only compliance 
but also the commitment necessary to successfully drive change. It is also about mapping 
out the critical change agents that must be brought onboard, and defining what “buy-in” 
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looks like from each stakeholder that will lead to a successful outcome. 
 
5. Resilience is required. 
Resiliency helps people handle the pressure, uncertainty, and setbacks that are part of going 
through change. Managers need to build their own reserves and resiliency, in support of 
their mental and physical health. They also can guide others to face change in healthy and 
sustainable ways. This is increasingly important as people experience the cumulative effects 
of ongoing and often turbulent change. 
 
Navigating change is an organizational, team, and individual process. Executives, top 
leaders, and HR professionals can gain better results from strategic and operational change 
when they: 
 
The Bottom Line? 
With effective change leadership, organizations will overcome the pitfalls of failed change efforts and 
drive towards a stronger, more effective, more prosperous future. 
• Recognize the imperative to both lead change and manage change. 
• Communicate to mid- and senior-level managers that part of their job is to guide other 
people through the emotional upheaval that comes with change. 
• Invest in key managers to develop the mindsets, skillsets, and toolsets to be 
effective leaders of change. 
• Re-frame the change message and pitch it in a way that engages team members, direct 
reports, senior leaders, and system-wide change agents. 
• Listen to the concerns of those close to the front lines as their insights and experience are 
critical to execution success. 
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Facilitators’ Notes from the article: “You can Teach Someone to be More Creative” 
 
- creativity is not 100% malleable – personality sets its limits – yet it can still be nurtured 
via deliberate interventions, especially over a long period of time. Genetic studies suggest 
that genes determine only 10% of the variability in creative potential, so there is a lot of 
room for development. 
 
1) Give lots of feedback: Given that most people are not as creative as they think, it is 
important that any attempts to coach creativity begin by providing individuals with 
feedback, especially when they are narcissistic, since narcissism inflates people’s 
estimates of their own competence to an unrealistic level. Feedback is essential to help 
people close the gap between their confidence and their competence. Employees who seek 
more feedback have been shown to perform more creatively than their counterparts. 
Conversely, individuals who ignore feedback from others will only end up being creative in 
their own minds. 
2) Provide training in creative thinking. Several exercises have been found to enhance 
creative performance. For example, teaching people to detect novel ideas, take on 
challenging tasks, retrieve knowledge outside their main area of expertise, or combine 
unrelated things or ideas can all boost creativity. Even small changes in your 
everyday routine can have a positive impact on your creative output – for instance, taking a 
different route to work everyday, or taking on new hobbies and activities. 
Meditation and relaxation have also been found to improve creative performance, partly by 
creating more favorable mood states. 
3) Assign people to tasks they love. One of the most effective methods for enhancing 
creative performance is to increase individuals’ motivation, particularly intrinsic motivation 
(their task-related enjoyment, interest, and involvement). 
4) Help employees develop expertise. For any subject matter, creative performance is a 
function not just of potential, thinking skills, and motivation, but also of expertise. Most 
people are inclined to believe that knowledge interferes with creativity — that the more you 
read and find out, the harder it is to be creative. Therefore, a higher level of expertise, 
particularly in an area your employee is passionate about, will increase their chances of 
being creative in that domain. 
 
It is not enough to master the elements of the system — one also has to rearrange them in 
original ways. As Picasso once said, “Learn the rules like a pro, so you can break them like an 
artist.” 
- though individual creativity matters, team creativity is far more important. 
- Creativity is mostly a team effort that can only result from coordinated group activities, 
because it requires individuals to leave aside their selfish agendas to work as a team — and 
that is why leadership is a key driver of creativity. 
- Here are three basic suggestions managers can follow in order to boost the creative 
output of their teams: 
Balance differences and similarities: high-performing teams tend to be similar in their 
values (they are all motivated and driven by the same things) but different in their styles 
(they have different personalities, skills, and backgrounds). 
Avoid having too many “creatives”: although idea generators are critical to any creative 
team, their ideas will only be implemented if the team also comprises people who love 
execution, think pragmatically, pay attention to details, and help to transform their 
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creative ideas into actual innovations. Don’t assume that your less creative employees 
cannot make a key contribution to the group’s overall creative output. 
Embrace failure: This has become a cliché, but it is true. Too many managers and 
companies pretend to embrace creativity but they don’t care enough to do what it takes to 
promote it. They want employees to achieve “less with more” and are happy to support 
their creative ideas so long as they will “work for sure.” If you are not prepared to embrace 
failure, you will never encourage your employees to do anything creative. 
 
	  


