
change a flat tire, change your mind, change your clothes, and change
the baby, but these are not creative acts. When we refer to change
within our definition of creativity, we refer to situations in which an
explicit attempt is being made to bring an idea into being that has some
degree of novelty.

Finally, the phrase “that sticks” means the creative product or idea
has some staying power, which occurs as a result of its serving some
need or purpose. However, the “stickiness” or value of the creative
product or idea may be temporary, thus the final phrase “for a while.”
Creative thinking is ongoing, and at some point someone usually
comes up with a better or a less expensive way of doing things—thus
change is ever-present.

� THE LEADERSHIP-CREATIVITY LINK

Our discussion of leadership theories, models, and concepts is organized
into three sections. The first section examines views that some writers
have put forward to differentiate the concept of leadership from that of
management. The second section focuses on conceptions of leadership
that have implicit connections with creativity. The third section contains
a discussion of contemporary theories of leadership that make direct and
explicit statements about the centrality of creativity to leadership.

Using Creativity to Draw Apart Leadership and Management

One popular method for developing an understanding of leader-
ship is to contrast it with the term management. Are managers and
leaders synonymous in your mind? If not, what differentiates man-
agers from leaders? This comparison has led a number of authors to
identify the specific qualities that distinguish leadership from manage-
ment (e.g., Bennis & Nanus, 1985; Gardner, 1990; Kotter, 1990; Munitz,
1988; Palus & Horth, 2002; Zaleznik, 1977, 1998). In our opinion, it is
clear that one construct that distinguishes the concept of leadership
from that of management is creativity. Let’s take a closer look.

Bennis and Nanus (1985) interviewed 60 successful CEOs and 30
outstanding public sector leaders and found a clear contrast between
management and leadership. They reported:

There is a profound difference between management and leader-
ship, and both are important. “To manage” means “to bring about,
to accomplish, to have charge of or responsibility to conduct.”
“Leading” is “influencing, guiding in direction, course, action,
opinion.” The distinction is crucial. Managers are people who do
things right and leaders are people who do the right things. (p. 21)
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Bennis and Nanus summarized their findings by saying that
management is driven by efficiency, a focus on mastering routine activ-
ities, whereas leadership is motivated by effectiveness. In some cases,
the most effective methods for achieving important goals are not the tra-
ditional tried-and-true means, but rather new and untested approaches,
in other words potentially less efficient methods. The leaders they inter-
viewed were people who created new ideas, policies, and procedures.
According to Bennis and Nanus, “they changed the basic metabolism
of their organizations” (p. 23).

Zaleznik (1977), who wrote a classic essay on the difference between
managers and leaders, noted that leaders are proactive. Rather than
simply waiting to react to ideas, leaders are forward thinking; they
initiate and shape ideas. Leaders communicate ideas that excite others,
and they work with others to develop alternatives for how these future
images can be made manifest. Table 1.1 provides a list of distinctions
Zaleznik made between managers and leaders. The descriptions asso-
ciated with the leader contain many terms commonly found in the cre-
ativity literature, for example, proactive, seek potential opportunities,
seek change, tolerate chaos, avoid premature closure, develop fresh
approaches, and so on.

6 FOUNDATIONAL PRINCIPLES FOR LEADERS

Leaders

• Adopt personal attitude toward
goals

• Are proactive, shape ideas

• Look for potential future
opportunities 

• Tolerate chaos and lack of
structure 

• Seek opportunities to bring about
change 

• Inspire subordinates and fire up
the creative process with their
own energy

• Avoid premature closure, open
issues to new options, and
develop fresh approaches to
longstanding problems

• Believe “When it ain’t broke may
be the only time you can fix it”

Managers

• Focus on goals that arise from
necessity

• Are reactive, focus on solving
problems

• Ensure day-to-day business is
carried out

• Seek order and control

• Regulate existing order of affairs

• Are able to tolerate mundane,
practical work

• Act to limit choices and
coordinate opposing views in
order to get solutions accepted

• Believe “If it ain’t broke, don’t
fix it”

Table 1.1 Contrasting Managers and Leaders

SOURCE: Zaleznik (1977, 1998).
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John Kotter (1990), a business professor at Harvard University,
described both leadership and management as processes. Kotter main-
tained that leadership is a process the function of which is to produce
change, while management is a process focused on producing consis-
tent outcomes. We would argue that creative thinking is about change.
It is the introduction of new ideas and ways of doing things that serves
some purpose—to overcome a problem, meet a need, or seize an oppor-
tunity. Creative thinking is a process that results in change, while
leaders often act as the impetus for change.

We do not wish to create the impression that leadership is better
than management or that leaders are more important than managers.
To be successful, organizations require both sound management and
inspiring leadership. Organizations need to be efficient at doing things
right and effective at doing the right things. Fullan (2001) provided an
excellent observation about the practice of contrasting leadership and
management when he stated,

I have never been fond of distinguishing between leadership and
management: they overlap and you need both qualities. But here
is one difference it makes sense to highlight: leadership is needed
for problems that do not have easy answers. . . . For these prob-
lems there are no once-and-for-all answers. Yet we expect leaders
to provide solutions. (p. 2)

In an update to his 1977 essay, Zaleznik (1998) added an addendum
that drives home the idea that creativity is a core leadership competence.

It seems to me that business leaders have much more in common
with artists, scientists, and other creative thinkers than they do
with managers. For business schools to exploit this commonality
of dispositions and interests the curriculum should worry less
about the logics of strategy and imposing the constraints of com-
puter exercises and more about thought experiments in the play of
creativity and imagination. If they are successful, they would then
do a better job of preparing exceptional men and women for posi-
tions of leadership. (p. 87)

Some Contemporary Views of Leadership:
Implicit Links to Creativity

The extent to which creativity plays a role in leadership is further
illustrated by contemporary descriptions of leaders and leadership
theories. Many of these descriptions and theories demonstrate implicit
connections to creativity; the concepts contained in this work often
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touch on well-established concepts from the field of creativity. For
example, when you scratch the surface of many contemporary descrip-
tions of leadership, what lies underneath are traits and practices associ-
ated with creativity. Table 1.2 illustrates some of the overlap between
traits commonly connected to creative people and descriptions of effec-
tive leaders. The creativity traits were drawn from Davis’s (1986) sum-
mary of the research into the personalities of highly creative individuals.
The first set of leadership qualities comes from a project conducted by
the Drucker Foundation (Hesselbein et al., 1996). In this project, consul-
tants, educators, and executives were asked to describe the leader of the
future. The middle column summarizes some of the qualities ascribed to
effective future leaders. Note the similarities between the leader of the
future and past research findings on attributes of a creative person.

The extent to which creativity serves as a core leadership competence
is further reinforced by the work of Kotter (1996). Kotter observed that
historically, people regarded leadership as a gift granted to the rare
few, but that today it is widely accepted that leadership skills can be
taught and developed. Kotter went on to identify five specific skills
that, when developed, enhance leadership effectiveness. These skills
are found in the third column of Table 1.2. As in the Drucker

8 FOUNDATIONAL PRINCIPLES FOR LEADERS

Qualities of Leaders
in the Future

• Seek options, not plans
• Look for what is

possible
• Must be flexible
• Pursue vision with

intent
• Tireless, inventive,

observant risk takers
who are ever-hopeful
builders

• Challenge assumptions
and paradigms

• Empower the talent,
intelligence, and
creativity of others

Leadership and
Lifelong Learning

• Risk taking
• Humble

self-reflection
• Solicitation of

opinions
• Careful listening
• Openness to new

ideas

Qualities of
Creative People

• Curious
• Energetic
• Experimenting
• Independent
• Industrious
• Flexible
• Open minded
• Original
• Playful
• Perceptive
• Persevering
• Questioning
• Risk taker
• Self-aware
• Sensitive

Table 1.2 Traits of the Creative Person and the Effective Leader

SOURCE: Davis
(1986).

SOURCE: Hesselbein,
Goldsmith, & Beckhard
(1996).

SOURCE: Kotter (1996).
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Foundation list of leadership attributes, Kotter’s five skills bear a strik-
ing similarity to qualities associated with creative people. Since Kotter
suggests these skills can be developed, and because these skills relate
directly to creativity, it would seem that creativity training can make a
positive contribution to leadership development.

Additional evidence for the link between creativity and leadership
goes beyond descriptions of personality traits. For example, Kouzes
and Posner’s (1995) research on what leaders do to bring about extra-
ordinary results bears a resemblance to known process practices that
bring about creative acts. Specifically, when Kouzes and Posner ana-
lyzed their data, they found that leaders who were able to facilitate
extraordinary accomplishments among their followers tended to
engage in five specific behaviors. Kouzes and Posner’s five leadership
practices are found in Table 1.3. Each leadership practice is followed by
two sample strategies.

It is our opinion that the behaviors described by Kouzes and Posner
(1995) align with the activities people engage in when involved in the
creative process. For example, highly creative people challenge the
status quo, take risks, experiment with new approaches, and examine
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SOURCE: Kouzes & Posner (1995).

• Challenging the Process – Looking for innovative ways to improve the
organization
–  Search for Opportunities
–  Experiment and Take Risks

• Inspiring a Shared Vision – Envisioning the future, creating an ideal
image of what the organization can become
–  Envision the Future
–  Enlist Others

• Enabling Others to Act – Building spirited teams
–  Foster Collaboration
–  Strengthen Others

• Modeling the Way – Establishing principles for how people will be
treated and how goals will be pursued
–  Set the Example
–  Achieve Small Wins

• Encouraging the Heart – Making people feel like heroes
–  Recognize Contributions
–  Celebrate Accomplishments

Table 1.3 Kouzes and Posner’s Leadership Practices
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