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About the book

## Overview of "Creativity, Inc.: Revised and Updated Edition"

In this newly revised edition of his acclaimed book, Ed Catmull, the

co-founder and former president of Pixar, takes readers on a journey through

the principles of creative leadership that have shaped Pixar’s extraordinary

culture. Expanding on his original 2014 bestseller, Catmull reflects on nearly

a decade of experiences that have helped Pixar evolve while maintaining its

creative core.

### Praise for the Book

> “Might be the most thoughtful management book ever.” – Fast Company

### The Pixar Success Story

For almost thirty years, Pixar has been a leader in the animation industry,

famous for producing iconic films like the *Toy Story* trilogy, *Finding

Nemo*, *The Incredibles*, *Up*, and *WALL-E*, which have collectively

shattered box-office records and earned eighteen Academy Awards. The

studio's hallmark lies in its joyful storytelling, innovative plots, and

emotional depth—demonstrating the essence of creativity.

### The Vision Behind Pixar

Ed Catmull's lifelong aspiration was to pioneer the first computer-animated
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film. He cultivated this vision throughout his Ph.D. studies and forged a

crucial partnership with George Lucas, leading to the founding of Pixar

alongside Steve Jobs and John Lasseter in 1986. The release of *Toy Story*

in 1995 revolutionized animation and laid the groundwork for an

unparalleled creative environment that drove the success of all subsequent

films. 

### Key Philosophies of Pixar's Culture

Catmull emphasizes several guiding principles that have contributed to

Pixar's success, including:

- The right team can turn a mediocre idea into greatness, while a poor team

can ruin a good idea.

- Managers should facilitate risk-taking by creating a safe environment

rather than restricting it.

- The cost of preventing mistakes often outweighs the cost of correcting

them.

- Communication within a company should enable unrestricted conversation

across all levels.

### What's New in This Edition

This updated edition of *Creativity, Inc.* not only includes a new

introduction but also presents two new chapters and four additional chapter

postscripts. The content has been thoroughly updated to reflect the ongoing
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evolution of Pixar’s unique culture, asserting that the pursuit of excellence is

a continuous commitment rather than a one-time task. Ed Catmull delves

into how organizations can implement these ideals in their own pursuit of

innovation.
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Creativity, Inc. Summary
Written by Books1
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Who should read this book Creativity, Inc.

"Creativity, Inc." by Ed Catmull and Amy Wallace is a must-read for anyone

involved in leadership, management, or innovation within creative

industries, particularly those in technology, film, or any field that thrives on

collaboration and creativity. Entrepreneurs seeking to foster a culture of

innovation in their organizations will benefit from Catmull's insights on

building and maintaining a supportive environment where creativity can

flourish. Additionally, educators and students in creative disciplines can gain

valuable perspectives on team dynamics and the importance of embracing

failure as a stepping stone to success. Overall, anyone interested in

enhancing their creative processes and understanding the principles behind

Pixar's success will find this book enlightening.
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Key insights of Creativity, Inc. in table format

Theme Details

Authors Ed Catmull, Amy Wallace

Published 2014

Main
Focus Insights into creativity and leadership

Overview The book discusses how to nurture creativity within organizations and
shares the author's experiences at Pixar Animation Studios.

Key
Concepts

1. Protecting the creative culture  
2. Embracing failure as part of the creative process  
3. Encouraging candid feedback and communication  
4. Leading with humility and transparency

Lessons
Learned

1. Creativity is a collective effort.  
2. Structure and process can support creativity instead of hindering it.  
3. Leadership should focus on creating a safe environment for ideas to
flourish.

Target
Audience

Creative leaders, managers, and anyone interested in fostering a
creative culture.

Impact Influenced leaders in various industries on how to foster creativity and
innovation within their organizations.

Notable
Quotes

1. "The trick is to take your shot, and if you miss, take it again."  
2. "You can’t take creativity for granted."
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Creativity, Inc. Summary Chapter List

1. The Journey of Building a Creative Culture 

2. Understanding the Pixar Animation Process 

3. Encouraging Failure as a Pathway to Innovation 

4. Creating an Open and Honest Environment for Ideas 

5. Leadership Lessons Learned from the Pixar Experience 

6. Maintaining Inspiration and Creativity Over Time 
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1. The Journey of Building a Creative Culture

In "Creativity, Inc.", Ed Catmull and Amy Wallace unveil the intricate

journey of establishing a creative culture at Pixar Animation Studios.

Catmull, one of the founding members of Pixar, emphasizes that the

cultivation of creativity is not merely a one-time achievement but an

ongoing, dynamic process that requires persistent effort and innovation. The

heart of this journey lies in the understanding of the Pixar Animation

Process itself, which prioritizes storytelling and artistic expression as

fundamental to the creative experience.

Central to Pixar’s success is its unique approach to the animation process,

where collaboration plays a pivotal role. Catmull describes how every

project undergoes rigorous stages of development, brimming with feedback

loops and iterative improvements. This method not only enhances the

quality of the final product but also ensures that every team member’s voice

is heard, fostering a sense of ownership and responsibility. Through this

approach, individuals are encouraged to contribute ideas freely, leading to a

more diverse and rich array of creative solutions. The narrative of Pixar’s

films demonstrates how critical collaboration is, where artists, storytellers,

and technologists unite to craft compelling narratives that resonate with

audiences worldwide.

To nurture this collaborative spirit, Catmull and his team encourage failure
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as a natural and beneficial aspect of the creative process. At Pixar, failure is

not stigmatized; rather, it is seen as a stepping stone toward innovation. Each

misstep is considered an opportunity to learn and grow, instilling resilience

in the creative workforce. As Catmull notes, embracing failure helps teams

iterate rapidly, refining their ideas and exploring new possibilities without

the paralyzing fear of judgment. This philosophy empowers employees to

take risks, knowing that their explorations are valued, ultimately enriching

the creative landscape of the studio.

Creating an open and honest environment for ideas is another cornerstone of

Pixar’s culture. Catmull places immense value on transparency and

communication, advocating for an inclusive atmosphere where feedback is a

natural part of the workflow. This involves conducting regular “dailies,”

where animators share their work with peers to receive constructive

critiques. Such practices shift the focus from individual competition to

collective improvement, where team members support one another and

celebrate each other’s achievements. Trust and respect among colleagues

create a safe space for experimentation and vulnerability, vital elements for

unleashing the creative spirit.

Leadership plays a critical role in this cultural transformation, and Catmull

shares valuable lessons gleaned from his experiences at Pixar. He argues that

effective leadership transcends authority; it entails fostering a culture where
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creativity can thrive by empowering others. This means being open to new

ideas, encouraging diverse perspectives, and recognizing that leadership is

about serving those you lead. By creating autonomy within teams and

allowing them to take ownership of their projects, leaders can inspire

individuals to realize their fullest potential.

Finally, maintaining inspiration and creativity over time poses its own

challenges. Catmull acknowledges that as organizations grow, the initial

practices that fueled innovation can wane. To combat this, he advocates for

continuous reflection and adaptation of processes to ensure that they evolve

alongside the team. This may involve revisiting fundamental principles,

celebrating past successes, and critically examining failures to harvest

lessons learned. By creating a culture that remains responsive and flexible,

organizations can sustain their creative energies and continue to thrive in an

increasingly competitive landscape.

Ultimately, the journey of building a creative culture at Pixar is

characterized by a commitment to collaboration, open communication, and a

willingness to embrace both successes and failures. This ethos not only fuels

the artistic endeavors of the studio but serves as a blueprint for organizations

across industries aiming to cultivate a vibrant and innovative workplace.
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2. Understanding the Pixar Animation Process

The Pixar Animation Process is a meticulously crafted journey that

transforms imaginative ideas into beloved animated films. This process is

not merely about animation techniques but encompasses a broader

ecosystem that fosters creativity, collaboration, and continuous

improvement. At its core, the Pixar process blends storytelling with

innovative technology, allowing for a seamless integration of art and

science.

The starting point of the Pixar process is the idea or story concept. It is

within Pixar's creative environment that initial ideas are nurtured, often

through brainstorming sessions that involve not just directors, writers, and

artists, but the entire team. This collaborative approach ensures that diverse

perspectives are considered, enhancing the richness of the story. Story

brainstorming at Pixar is famously iterative. Ideas are pitched, discussed,

and developed over multiple rounds, allowing for exploration of various

narrative possibilities and character arcs.

Once a solid story premise is established, the team transitions into a phase

known as the Story Department, where the focus shifts to scriptwriting and

storyboarding. Here, visual storytelling becomes crucial. Storyboards are

essential in visualizing the narrative flow, allowing the team to experiment

with pacing, character emotions, and scene composition  before moving into
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full animation. Pixar utilizes a unique technique called 'thumb-nailing' where

quick sketches outline scenes, which helps to visualize key moments and

dynamics between characters.

The next step in the animation process involves the creation of a rough cut,

often referred to as an animatic. This is a basic version of the film where the

storyboards are synchronized with voice recordings. This stage allows the

team to visualize the film's timing and rhythm. Changes can be made on the

fly, and key moments can be adjusted based on how the story resonates as a

whole. It’s a critical step that helps to refine the narrative and prompts

further discussions about character development.

Following the animatic phase, Pixar embarks on the 3D animation process,

bringing characters and environments to life. This blend of art and

technology is orchestrated by skilled animators using advanced software

tools that render the visual effects that define Pixar’s unique style. During

this phase, animators pay close attention to the nuances of movement,

expressions, and the physicality of characters, ensuring that they effectively

convey emotions and contribute to the story.

Simultaneously, sound design and musical scoring play an integral role in

enhancing the film's impact. Composers and sound designers create audio

that complements the visual narrative, weaving sound and music together to
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evoke emotions and encourage audience engagement. This collaborative

synergy between departments reflects Pixar's holistic approach to

filmmaking, where every facet is intertwined, ensuring that visuals,

storytelling, and sound are in harmony.

Feedback is a continual process at Pixar; test screenings allow the team to

gauge audience reactions. These screenings can lead to significant revisions,

as feedback from peers and audiences is taken seriously, and can inspire

changes to improve the film overall. This culture of open critique fosters an

environment where innovative ideas often emerge from revisiting and

refining current work.

Ultimately, the Pixar Animation Process embodies a relentless pursuit of

creativity and excellence. It champions collaboration across different artistic

disciplines, encourages continual learning, and celebrates the messy,

iterative nature of creative work. By focusing on these principles, Pixar not

only produces compelling stories but also maintains a vibrant and dynamic

creative culture.
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3. Encouraging Failure as a Pathway to
Innovation

In "Creativity, Inc.,” Ed Catmull and Amy Wallace emphasize the

significance of embracing failure as an essential component of the

innovation process at Pixar. Catmull asserts that the fear of failure can stifle

creativity and limit the potential for groundbreaking ideas. Instead, he

advocates for fostering an environment where mistakes are not only tolerated

but viewed as necessary stepping stones towards achieving creative

excellence.

At Pixar, the culture encourages team members to experiment and take risks,

knowing that not every idea will lead to success. This acceptance of failure

is rooted in the understanding that the path to innovation is often fraught

with missteps. Catmull draws on examples from Pixar’s development of

movies, where early concepts and storylines frequently faced setbacks.

However, rather than viewing these challenges as dead ends, the company

sees them as valuable opportunities for learning and development.

The book details the importance of post-mortem discussions after each

project, wherein teams reflect on what went wrong, what went right, and

how they can improve in the future. These discussions are candid and

insightful, fostering a culture of honesty that contributes to continual growth.

The willingness to analyze failures openly helps demystify the creative
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process and allows everyone to learn collectively from both successes and

setbacks.

Catmull also highlights the role of leadership in shaping an environment that

embraces failure. Leaders at Pixar are expected to model vulnerability and

resilience, demonstrating that setbacks are not just inevitable but also

essential to the creative process. By sharing their own experiences of failure

and how they overcame them, leaders help to create psychological safety.

This atmosphere encourages team members to voice their ideas without fear

of criticism or retribution, thus cultivating a more innovative team dynamic.

Moreover, Catmull notes that the ability to pivot and adapt after a failure is

critical. The key is to maintain momentum and not become discouraged

when faced with obstacles. Pixar’s commitment to iteration, where ideas are

continuously refined and improved based on feedback, reflects this adaptive

approach. This iterative process allows the company to discover unique

solutions that may not have been considered initially.

Ultimately, the concept of encouraging failure at Pixar is not careless or

reckless; rather, it’s about strategic risk-taking aimed at unlocking creativity.

Embracing failure as part of the journey inspires teams to push their

boundaries and think outside the box, leading to unexpected and often

remarkable outcomes in their storytelling and animation. By recognizing the
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value in both successes and failures, Pixar has established itself as a leader in

innovation within the animation industry.
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4. Creating an Open and Honest Environment
for Ideas

In their exploration of creativity at Pixar, Ed Catmull and Amy Wallace

emphasize that the foundation of innovation lies in fostering an open and

honest environment where ideas can thrive. This environment is not merely

about creating a comfortable space, but about cultivating a culture of trust,

collaboration, and constructive feedback. Central to this culture is the

principle that every voice matters, regardless of an individual's position or

experience in the hierarchy.

Key to creating such an environment is the practice of candid

communication. In Pixar’s working conditions, everyone is encouraged to

express their thoughts freely, contributing their ideas without fear of

criticism or retribution. This openness encourages employees to present even

their most unconventional notions, which might spark breakthrough

concepts. Catmull notes that when individuals feel safe sharing their ideas,

they are more likely to take risks—essential for creative endeavors.

Additionally, the process of giving and receiving feedback plays a pivotal

role in nurturing a culture of honesty. Pixar employs a system called

‘Braintrust,’ which is a group of peers that come together to review works in

progress, offering their insights and critiques. This method provides a

platform for honest dialogue focused on improvement, rather than

Scan to Download

https://ohjcz-alternate.app.link/zWumPVSnuOb


judgement, allowing creators to refine their ideas in a supportive

environment. By creating structured times for feedback and discussion, Pixar

ensures that ideas get the attention they need to evolve and flourish.

Moreover, the authors highlight the importance of embracing failure as an

inherent part of the creative process. Instead of drawing back from mistakes,

Pixar sees them as essential learning moments. When team members

understand that failure is an acceptable outcome on the path to innovation,

they are less likely to hold back their ideas, promoting a culture where

experimentation and exploration are celebrated. This mindset encourages

resilience, allowing the team to bounce back and improve with every

misstep.

An integral part of instilling this open and honest environment is leadership.

Leaders at Pixar practice vulnerability by being open about their own

failures and struggles. This honesty fosters an atmosphere where employees

feel they can also be open about their challenges. Catmull himself admits to

the mistakes he has made, sharing lessons learned to encourage a team

dynamic based on shared understanding rather than a fear of inadequacy.

Ultimately, creating an open and honest environment for ideas at Pixar is a

foundational element of its success. It was cultivated through intentional

practices of openness, support, and mutual trust, allowing everyone in the
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organization to contribute fully to the creative process. This environment not

only enhances idea generation but also builds a strong community where

collaboration thrives, leading to innovative and compelling storytelling.
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5. Leadership Lessons Learned from the Pixar
Experience

One of the most profound lessons drawn from the Pixar experience is the

importance of fostering an environment where creativity can thrive. Ed

Catmull emphasizes that leadership is not just about leading from the front;

it’s about creating a culture where every voice is heard and valued. This

principle is crucial for unlocking the full creative potential of a team. When

leaders encourage collaboration and open dialogue, team members feel

empowered to share their unique perspectives without the fear of criticism. 

With this in mind, Catmull highlights the necessity of embracing

vulnerability as a leader. Admitting to mistakes and acknowledging one’s

own limitations can be a powerful motivator for the team. It sets a precedent

that everyone, regardless of their position, is on a continuous journey of

learning and growth. This level of transparency breeds trust and encourages

employees to take risks without fearing the repercussions of failure.

Moreover, Catmull advocates for the significance of having a clear vision

while remaining adaptable. Pixar’s leadership does not rigidly cling to their

original ideas—instead, they maintain a dynamic approach that allows for

change and evolution. This adaptability is critical not only for creative

projects but also for the overall business strategy. Leaders must be willing to

pivot when new ideas or potential are discovered, even if it means deviating
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from the initial plan. 

Additionally, the value of feedback is a recurring theme in Catmull’s

leadership philosophy. At Pixar, feedback is deeply embedded in the

process, encouraging a continuous cycle of improvement. However, it’s not

just about giving and receiving feedback—it's also about creating a culture

where people feel safe enough to provide candid critiques and engage in

meaningful discussions. Leaders must model this behavior, embracing

constructive criticism as a vital part of the creative process.

One of the standout principles that Catmull shares is the idea of treating

people as individuals with unique talents and passions, rather than mere

resources to accomplish tasks. This personalized approach to leadership

ensures that team members are aligned not only with the company's goals

but also with their own personal growth and aspirations. Therefore,

understanding and recognizing individual strengths can result in a more

motivated and fulfilled workforce.

Finally, Catmull emphasizes the importance of being a steady presence for

the team. In an industry known for its ups and downs, leaders need to

provide stability and reassurance, inspiring confidence in their vision while

being accessible to their team. This supportive leadership style helps

maintain morale and ultimately fosters a resilient and creative organization.
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Through these lessons, it becomes clear that leadership is about more than

just guiding a team toward success—it's about creating an ecosystem that

nurtures creativity and innovation, ensuring that individuals feel valued and

inspired to contribute their best work.
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6. Maintaining Inspiration and Creativity Over
Time

In "Creativity, Inc.,” Ed Catmull emphasizes that sustaining a vibrant

creative culture is not a one-time achievement but a perpetual effort that

requires attention and nurturing. Catmull highlights that maintaining

inspiration and creativity involves a deep understanding of what drives

innovation and how to keep the creative momentum flourishing within

teams.

At Pixar, the leadership believes that inspiration does not just come from

significant breakthroughs but is a continuous process of small ideas and

improvements. This understanding encourages an environment where every

contribution is valued, allowing creativity to flourish naturally. To maintain

this flow of inspiration, they engage in practices that inspire collaboration

and foster an open exchange of ideas among team members.

A key aspect of sustaining creativity is ensuring that individuals feel

empowered to take risks. Catmull shares that a culture of psychological

safety is critical—we can’t spur creativity if team members are afraid to

voice their thoughts or to make mistakes. To combat this, Pixar implements

regular feedback sessions wherein feedback is not only welcomed but

expected. This continuous dialogue helps to keep the creative juices flowing

and allows individuals to feel safe in sharing their innovative thoughts
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without fear of repercussion.

Additionally, Catmull stresses the importance of keeping a diverse range of

voices and perspectives involved in the creative process. When different

individuals bring their unique backgrounds, experiences, and viewpoints to

the table, it enriches the creative process and widens the scope of potential

ideas. This diversity cultivates a rich creative reservoir from which

inspiration can be drawn, ensuring that the creative culture evolves and

adapts over time.

Professional growth and personal creativity often intertwine, and at Pixar,

they are committed to the lifelong development of their employees.

Continuous learning is encouraged through mentorship programs,

workshops, and the sharing of experiences across departments. This

investment in people not only nurtures individual talents but also builds a

strong community that thrives on mutual support and shared success.

However, Catmull notes that maintaining inspiration is not just about

processes or structures but also about the passion and mission behind the

work. Clearly articulating and reigniting a shared vision helps keep teams

focused and excited about their projects, which motivates individuals to

contribute creatively. At Pixar, storytelling is at the heart of their mission,

and regularly reminding employees of the purpose and impact of their work
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confirms their shared commitment to maintaining high standards of

creativity.

In summary, maintaining inspiration and creativity over time requires a

delicate balance of fostering an environment of safety, encouraging diverse

input, committing to continuous learning, and keeping a tightly woven

community focused on a shared mission. Ed Catmull’s insights from his

experiences at Pixar prove that while challenges will arise, continual

investment in the creative culture paves the way for sustained innovation and

success.
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5 Key Quotes of Creativity, Inc.

1. "We must never be afraid to question ourselves and our assumptions. The

only way to make progress is to be open to feedback and to learn from our

mistakes." 

2. "The best way to build a creative culture is to support our people in a way

that allows them to do their best work." 

3. "Creativity is about thinking differently, taking risks, and embracing

uncertainty." 

4. "Our company values are not just words on a wall; they are the foundation

of our success in fostering innovation and collaboration." 

5. "Failure is not the end; it’s simply an opportunity to learn and grow,

which is essential for creativity." 
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