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Though our inspiration levels fluctuate from time to time, we all differ in our baseline levels

of creativity. For instance, it is safe to assume that John Coltrane was more creative than

Justin Bieber, and that the creative talent of Leonardo Da Vinci exceeded that of George W.

Bush. In the world of business, few entrepreneurs can realistically expect to emulate the

colossi of innovation, such as Steve Jobs, Jeff Bezos, or Richard Branson, or the companies

they created.

But can you coach someone to be more creative?

To some degree, our creativity levels are hard to change. They come down to personality

traits such as intellectual curiosity, openness to experience, and unconventionality, which

are largely set by the time we reach early adulthood. Creative individuals have also been

found to have higher IQs and lower latent inhibition – that is, an “inability” to suppress

irrelevant or inappropriate thoughts, which provide the raw materials for their creative

ideas. And, as recent research highlights, the key ingredients for creative performance are

somewhat field-dependent: in the arts, IQ is irrelevant but the desire to seek beauty, a

tendency toward fantasy, and a vivid imagination are all critical; in science, thinking,

reasoning, and a drive for truth are essential, even more so than IQ; in business, EQ and

extraversion help, not least because innovation depends on successfully selling your

creative ideas to others.

So 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.

Here are the main factors to consider when attempting to coach creativity:
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YOU AND YOUR TEAM

Coaching

Get better at helping your employees stretch and

grow.

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. The reason why incubators are so effective

is that they successfully combine many of these techniques (e.g., they disengage people

from their everyday activities and force them to pay attention to other issues, they push

people to see things from different perspectives, and so on). 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. A review of nearly 600 studies found that mediation,

including mindfulness, enhances creativity with the same effectiveness as psychotherapy

interventions improve well-being, and not merely by improving relaxation and mood.

Managers can boost employee creativity by fostering meditation and relaxation not only in

their employees, but also in themselves – the more relaxed and mindful managers are, the

more they will value and reward creative ideas in others.

https://hbr.org/topic/coaching
http://psycnet.apa.org/psycinfo/2011-27261-001
https://www.google.com/search?q=two+narcissist+better+one&oq=two+narcissist+better+one&aqs=chrome..69i57.3390j0j4&sourceid=chrome&es_sm=91&ie=UTF-8
http://amj.aom.org/content/54/4/811.short
http://www.tandfonline.com/doi/abs/10.1080/10400410701839876#.VNPNUWSsX0Q
http://www.sciencedirect.com/science/article/pii/S1041608014002192
http://psycnet.apa.org/psycarticles/2012-12792-001
http://www.ncbi.nlm.nih.gov/pubmed/11279806


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). Ever since Teresa Amabile first

emphasized this idea, meta-analytic studies have confirmed the intuitive idea that assigning

people to projects they love unleashes their creative potential. In contrast, extrinsic rewards,

such as financial incentives, tend to inhibit people’s creativity. In the words of Carl Jung,

“The creative mind plays with the object it loves.”

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. On the one hand, it is virtually impossible to

come up with ideas that are completely original, which is why Einstein said that “the secret

to creativity is knowing how to hide your sources.” On the other hand, without expertise or

task-relevant skills, you cannot produce anything creative. If you don’t know how to play

the piano, you’ll never be able to improvise on it; if you don’t speak a language, you won’t be

able to tell jokes; and if you can’t code, you won’t be able to develop an original app.

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.

Of course, expertise is not sufficient for creative performance. 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.”

Finally, let’s not forget that though individual creativity matters, team creativity is far more

important. The Western notion of “creatives” as individual superstars is in stark contrast

with the realities of real-world innovation. 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.
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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
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.
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This is a great article on how to foster creativity but also on how to lead people to get the best out of them.

Thank you Dr Chamorro-Premuzic !
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