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Advance praise for Results from the Heart


—Rob Kramer, Chairman, Uprizer, Inc.
“Suzaki reminds us to wake up to our true selves and find joy in our work. By listening to our hearts, we have the ability to paint our lives as an unfolding canvas. The ‘mini-company’ is the brush with which we can merge our brains with our hearts. Results from the Heart is a genius stroke!”


—Martin Hughes, Chief Priest, Daigo-ji Zen Temple (Japan)
“Is it possible to transform cogs into kings? Kiyoshi Suzaki thinks so, and here is his manual, a finely detailed and comprehensively written Tao of Work. Although the text remains concrete and practical, it also embodies the Zen action of transforming any place into a sanctuary in which we realize our individual and collective destiny. If I were to return to company life—trade in my Buddhist robes for a suit and tie—Results from the Heart would be my corporate bible.”


—Mark Lindquist, President, Rapid-line
“In response to customer’s requirements for faster, better, and cheaper, the ‘mini-company’ is the best tool to implement positive change into any organization. Effectively balancing the intricacies of mini-companies is best done as Suzaki points out, using a mix of heart, head, and self-management. Results from the Heart is a must-read for anyone embarking on the team process of continuous improvement.”


—Russ Hall, Managing Partner, Legacy Venture

“Results from the Heart brings rigor to modern management theory, presenting its essence in a clear and approachable style. Suzaki confronts anonymity and lack of self-accountability and injects new life into taking ownership at every level of a corporation. There is much to be gleaned from his provocative thesis.”


—John Shook, Partner, Lean Enterprise Institute, and author of Learning to See
“ ‘Mini-company’ must be a state of mind. It’s not a specific corporate structure but a spirit that can be utilized with any organization. The spirit is one that leads to personal fulfillment for the individual and results for the company, through individuals taking responsibility and assuming initiative.”


—Pedro L. Urreta, Production Manager, Industrias del Ubierna S.A. (Spain)
“Since the early visits of Kiyoshi Suzaki and after ten years of practicing ‘the mini-company approach,’ we are becoming more and more aware that human sensitivity is the cornerstone of this new way of thinking. Thus, we are reaching a much closer link between what we think, what we feel, and what we do. This coherence and consistency is helping us to grow as individuals and as an organization.”


—Jim Zawacki, President, GR Spring & Stamping, and author of It’s Not Magic
“Our company has been practicing the mini-company concept for nine years. Results from the Heart reinforces our actions and will help motivate our associates, officers, and bankers to continuously improve on the mini-company concept. Its many well-reasoned examples provide a compelling justification for implementing such a valuable tool.”


—Mike Levinthal, General Partner, Mayfield Fund
“What allows a startup to become a truly great company is the ability to capture the human potential of the entire organization. Suzaki’s model of a mini-company is a fabulous way to maintain this incredible potential throughout rapid growth. He describes building an emotional bond with your employees as the foundation for helping them find meaning in their work. This will take them from having a job to having a mission. And a mission has no boundaries.”


—Bekaert Consulting Team, Bekaert Consulting S.A. (Spain)
“Applying the mini-company concept as it is described in this valuable book in many industrial and service organizations, our clients report not only the visible and permanent results in operational performance, but also—and more remarkably—the radical change in attitudes and behavior from the president to operators. Kiyoshi Suzaki is a master in creating living organizations. The mini-company concept is his artwork, and it offers the framework to enable hidden energy to flourish, rooted in a new managerial paradigm of people, their potential, and their aspirations.”


—Mark Evasic, President, Master Automatic, Inc.

“Results from the Heart has provided a comprehensive approach for managing our entire organization. We have found that ‘mini-company’ and ‘glass wall management’ open a whole new world to improve quality, cost, delivery, safety, and morale.”


—Al Purwanto, General Manager, PT.Hartono Istana Teknologi (Indonesia) Other books by Kiyoshi Suzaki
“Many people want to become more creative and more innovative. Why? Because more challenges and threats face us in the global era. The mini-company is an effective way to develop a creative and innovative organization.”
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Foreword


By His Holiness the Dalai Lama
 [image: Image]

As human beings, the one factor that differentiates us from other species is our intelligence, which both expresses itself and trains itself through education. However, the development of the brain, the intellectual side of our nature, and the development of a good heart, a warm heart, must complement each other in a more balanced way. This is why, wherever I go, I always try to promote human values, the good qualities of the human mind, the good qualities of human beings. They are the source of happiness, and happiness is ultimately what each of us wants.

I believe we have both the ability and the means to solve our problems and improve our world. Perhaps the most important factors that inhibit us are short-sightedness, narrow-mindedness, and selfishness. Yet to look after yourself is not wrong. Without a strong sense of self we cannot develop self-confidence, determination, and will power. But we must be careful, for there is also a narrow-minded selfishness that can lead to self-destruction. To counter that we have to realize that in reality our own interest is closely linked to the interests of others and the benefit, happiness, and interests of others are our own.

In modern times it has become rarer for people to come up with new and original initiatives and ideas because the problems we face are so dauntingly complex. However, I understand that Kiyoshi Suzaki has developed strategies to improve people’s participation in business and production from the point of view not only of the company, but also of the individual. I agree with him that if we all learned to use the brain, but at the same time to listen to the heart, we could make our world a happier, more peaceful, and successful place.

Dharamsala, India

October 4, 2001


Preface
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We search constantly for people, things, ideas, or experiences that ultimately touch our hearts and bring meaning to our lives. Work is where we spend a large portion of our time. Although many of us see work solely as a way to make a living, it can also provide a way to express ourselves and fulfill our potential. In this book you will read about a new business idea—the “mini-company”—that can connect your work with your personal life and enable you to become the master of your own destiny, regardless of the size of your company, the complexity of your job, or your past experiences or talent.

It is our nature to seek opportunities and strive to overcome problems. We do the best we can to enrich our lives. Whether we are president of the company or an employee, when we find a solution to a problem, we feel wonderful, and sometimes even inspired. We feel joy, and even confidence. We also sense that our lives are flowing as they are meant to. When no solution presents itself, we often feel extreme discomfort. Going back and forth in this way, we keep searching for ways to realize our potential.

At the heart of it all is our hope and will for a better life. These words may sound soft in today’s hard-nosed business environment. But they are more important in today’s world than ever before. If we try our best—that is, if we use our talents to the fullest—we will not fail. Our ultimate source of inspiration, i.e., revelation, will always be there to help us find our destiny even in the most difficult situations we face in business—or in life. I hope to describe how we all can connect to that source. Moreover, I hope to show how, in any company, we can capture everyone’s maximum potential, thus creating a truly dynamic and lively organization that fulfills its mission.

I propose here that each of us be “promoted” to presidency of his area of responsibility, that is, his own mini-company. In essence, it is meant for the individuals and whole organization to achieve mastery in whatever we do. Not only addressing the operational issues, the strategic impact of this concept is realized when the sound management process is applied across the whole company with each mini-company addressing the needs of its customers. When this is done by collecting the potential of people with their own initiative, tremendous success will follow. It is an approach to bring out the business results by connecting the heart of each individual.

This book shows how to create and run a mini-company:

 	Chapter 1 identifies the need for mini-companies and provides readers with an understanding of individual and organizational development. 
 	Chapter 2 describes the nature of a mini-company, the universe in which it operates, and how it can help us find our destiny.
 	Chapter 3 highlights the key elements of running a mini-company.
 	Chapter 4 captures the holistic picture and shows how to develop a creative environment in business.
 	Chapter 5 prepares readers to start their own mini-companies, with lessons on leadership and entrepreneurship.
 	Chapter 6 outlines how to start a mini-company.
 	Chapter 7 shows the close link between the mini-company and corporate strategy.
 	Chapter 8 makes the connection between the mini-company and our life’s journey.
 

Results FROM THE Heart
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Introduction
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Stock markets go up and down. New technologies, competitors, products, and services emerge suddenly. The Internet has opened up previously closed boundaries, impacting the way we do business. We see more and more people facing this turbulent environment in which opportunities as well as problems abound. In such a world, where can we find our foundation?

Instead of losing sight of our intrinsic values, we must find meaning in this seeming chaos. We must go beyond just doing our work routinely. We need a fresh and lively new paradigm to continuously find purpose in what we do. Accordingly, here are two key questions for us to answer:
  	How shall we find our destiny in the turbulence?
 	How should we conduct our journey?
 

In essence, this is about mastery in a turbulent business environment. It is about achieving our destiny, freedom, and self-sufficiency regardless of the situation in which we find ourselves. This will take a determined effort. It is not something that we can achieve by simply introducing a few techniques here and there. We need to develop a clear understanding of what we do and why.

[image: Image]


Passages


First, we need to understand what is going on around us. For example, by studying strategies companies have adopted, we can see how they have tried to find their own destiny. Business strategy is about utilizing our resources wisely and deploying ideas throughout our organization. Many people’s lives are affected in this process. As we try to enrich our own lives, we need to keep in mind that this personal search will influence our business strategy. Understanding this dynamic is essential if we are to chart a course for our life’s journey.

Recent strategic initiatives companies have taken include mergers and acquisitions, reengineering, downsizing, empowerment, and continuous improvement. Total Quality Management and Just-In-Time concepts have been applied in streamlining business processes. Developing a well-integrated network of suppliers and customers and breaking down business boundaries are among the ways business organizations are striving to create the highest value-added services at the lowest cost and in the shortest time possible. In our free enterprise system, new business models and technologies are constantly being developed and implemented.

Ultimately, the aim of such initiatives is to eliminate waste and create value for customers, all while outperforming the competition. The flip side of waste elimination, however, is enrichment of our work life. In other words, from a business as well as a humanistic point of view, the worst kind of waste is the waste of underutilizing our talents. While actively involved in this process, we should also be able to enjoy the fruits of our efforts as customers. In this way we can all contribute to the progress of civilization. Such is the game we all play.

The premise here is that the more we understand such business principles and the better business environment we create, the more business opportunities will arise. As a result, we can utilize people’s talent to a greater extent. The opening of previously closed economies, symbolized by the breakdown of the Berlin Wall, and the wide use of the Internet have helped to fuel this change process. Such progress will drive us to continue to expand our own thinking as we tap into a growing talent pool.

The global-scale movement of people, products, services, technology, information, and capital continuously provides unknown potential yet to be harnessed. While this evolving environment presents ever greater opportunities, mistakes in handling these opportunities are exposed much more quickly than ever before. Accordingly, these dynamic changes place a constant challenge on business and on people to prove the reasons for their existence.


A Point of Reflection


At a top management conference sponsored by a major global company, a senior executive summarized his views on current business conditions:
  	The playing field is too complex to oversee all relevant details from a central viewpoint.
 	The playing field is evolving very rapidly.
 	Trends in technology and markets are detected at the operational level in the organization.
 

His conclusions were as follows:
  	Hierarchical information flow is not effective.
 	Hierarchical control is impractical or impossible.
 	Hierarchical decision making is too slow.

 

As a result, he argued, management is not about “control” as practiced in the traditional sense, but about “making sense out of chaos.” Having worked with hundreds of companies around the world as a management consultant, I would agree. “Chaos” reigns, not only in large global organizations but also in small manufacturing or service companies in virtually all industries. How then can a manager be effective in what he does? How can he or she make sense of a chaotic situation while retaining control? In large or small companies, private or public institutions, these critical questions demand answers.


The Challenge


How do we use our intelligence to make good judgments? How should we manage our own areas of responsibility? These are critical questions. If we can answer them, we have a good chance of finding our destiny—even in today’s turbulent environment. If we cannot answer them, we may be lost or blown away before we know it.

Here, we may find that our outer world is a reflection of our inner world and that our minds are influenced by business practices while business reflects how our minds function. So, if we do not know who we are, or what we do and why, the outer world may dictate our choices and we may end up losing our balanced perspective—to the point of becoming slaves to the environment. Today’s business environment can in fact be frightening. I have seen some managers, obsessed by ego, relentlessly pushing people. I have spoken with others who say that they cannot wait to retire and never think of their job again. If the goal of business is to make customers happy, why do some of us feel like victims and why are we unhappy at work? Is our mission lost and forgotten? Let us try to make sense out this chaos and discover something important that can be the foundation of our lives.


(Dalai Lama in Ethics for the New Millennium)
 “Modern industrial society often strikes me as being like a huge self-propelled machine. Instead of humans being in charge, each individual is a tiny, insignificant component with no choice but to move when the machine moves.”



Knowing Ourselves


Our modern world makes enormous demands on us and in some cases forces us to behave in a mechanical fashion. Without realizing it, we may be losing our connection with our core values. There are too many things to do, beginning in early childhood, and too much information to process just in the course of our daily lives. There is too little time to reflect. Without realizing that we have a choice—we can play an active role—we become passive and robotic. We should ask ourselves if we are spinning our wheels.

The following symptoms may indicate that we are too passive and robotic:
  	We follow a prescribed program and lack initiative.
 	We don’t pay much attention to our surroundings.
 	We follow others’ expectations rather than our own beliefs.
 	If we think we have a solid self, and believe we are always right without any doubt.
 

Instead of trying to understanding ourselves and relate to our surroundings better, we may blame the external world for our problems. The following story from more than two thousand years ago in Greece resonates even today.

In the temple at Delphi, the phrase “Gnoti sauton” (know yourself) is chiseled into the stone. Referring to this, Socrates asked one of his disciples, “Have you paid any attention to that phrase? Have you thought about who you are?”

“No, I have not,” said the disciple. “Because I know about myself quite well. If I do not know, how can I know anything else?”

“If that is so,” Socrates asked, “do you think a person who knows only his name is one who knows himself? A buyer of a horse does not know the horse until he sees if the horse is gentle or violent, strong or weak, or fast or slow. In such case, do you think a person who knows what kind of character he has and what he is good at is a person who knows himself?”

“I have not thought about myself that seriously.”

“Then, you have to start making efforts to know yourself today. Nothing is as important as knowing yourself, because people who know themselves will find out what is beneficial for them, and can distinguish what they can or they cannot do.”


Asking “So What?” 

No matter what environment we find ourselves in, knowing ourselves is the foundation for living our life in harmony with our intrinsic nature. Finding the meaning in what we do is embodied in what I call the “So what?” principle. The point is to question ourselves repeatedly until we cannot go any further. Ultimately, we should find deep meaning in what we are doing to the point where we can fully identify ourselves with our actions. The series of answers we provide before getting to the core should help clarify the logic of what we do and why. To make this process work, however, we must keep asking questions and make a strong effort to answer them sincerely.

In other words, repeatedly asking “So what?” is to be honest with ourselves, and to clarify the reasons for our actions. Even if we do not arrive at a clear understanding immediately, this continuous questioning will eventually help us to understand the task better and orient us to do what is meaningful and right. Further, it should help us lay the foundation for becoming a fully qualified president of our own mini-company—that is, master of our own destiny.

Take an example. If we are contemplating some task at work, we may ask “So what?” or “What is the meaning of the task?” The response might be, “I do this because my boss asked me to do so.” Instead of stopping there, let’s ask “So what?” or, “If the boss gets a good report, then what?” Then, we may say, “It is important because he needs to present this report to the customers.” We may again ask, “So what?” or “Why is it important?” The answer may be, “Because this customer is important for our business.” We may further ask why that is so. Or we may ask what will happen if they are satisfied.

If we are to spend our valuable time on something, should we just do that task without attaching much thought or initiative to it? This is a critical question. If people wait for orders to be given, their company will not accomplish much or be lively or fun. These people will have little in common except collecting their paychecks.

Here is another example. If we have failed to meet a certain goal and our business unit is losing money, we ask, “So what?” We may respond, “I feel bad about it.” Again, we ask, “So what?” This time, we are asking to be practical and not to dwell on our failure. In other words, we should ask what happened, what we have learned, and what we can do with the lessons learned. Obviously, we need to cut out unnecessary, unproductive thinking and focus our attention on what is meaningful, and do-able. Otherwise, it is like continuing to polish clay, in the belief that it will eventually turn into a mirror.

Ultimately, this series of questions should be connected to our mission so that clarity in logic and conviction are tied to our actions. What this means is that, if we repeatedly question, we should eventually touch the core of our being. That is when we feel in our hearts the source of the energy and the meaning of our work. On the other hand, if we cannot clearly explain what we do and why, there is a missing link between the task and how it contributes to accomplishing the mission. If our hearts are not in the right place in such a case, we cannot engage our full potential to the task. Naturally, we will find a vivid difference in productivity and the quality of our work between these two cases.

As more people practice “So what?” questioning and come up with a better understanding of the meaning of their work, they will begin to take the initiative to address issues on their own. Then, such an organization will begin to behave like all cells of a body self-activated to work with a sound underlying principle. Collectively, people will work for the success of the organization as well as for themselves. They will clarify the meaning and purpose in their existence as well as in their relationships with colleagues. This will help in collecting business intelligence, reducing redundancy, and enabling people to respond to their needs of the company.

Still, some may argue that not everybody is willing or capable of participating in this process. If that is so, should people be treated like a collection of robots? Should top management step in even though they are far away from the scene of the action? On the contrary, if people closer to the action ask these questions and make decisions, they will have more “control” and greater responsiveness to meet competitive threats. Not only that, they will create a dynamic, energized organization that may even produce miracles!

In summary:
  	Asking “So what?” is to be honest—from the heart.
 	Asking “So what?” brings out pragmatic and positive attitudes instead of wishful thinking.
 	Asking “So what?” enables us to use our initiative to do our job rather than waiting to be told what to do.
 	Asking “So what?” leads to discovery of the meaning of work and the ability to connect it to social needs.
 	Asking “So what?” clarifies the logic that connects us to our mission and helps us bring out the full potential within us.
 

In chapters 2 and 3, questions like “So what?” are provided to assist readers in running their mini-companies. People need to develop a habit of coming up with the right questions, as those will set the boundaries of our thinking. Then, the ability to come up with thoughtful answers is prerequisite to running a mini-company successfully.


Listening to Our Heart


Let us next look at the picture from another angle. While asking “So what?” helps to clarify our thoughts, ultimately our hearts must be engaged as well. Here, “heart” represents our initiative, creativity, and the core of our being. Instead of “pushing our logic” from our brains, “listening to our heart” corresponds to being open to receiving inspiring messages coming from within.

Beyond finding insights on problems we face at work, being attentive to that voice in the heart will help us understand our true nature as well. When we feel vulnerable or lost—and even when we feel successful—we need a moment to be humble and to listen carefully to our hearts without reacting emotionally or impulsively. In fact, to explore our full potential, we should learn to distinguish the various noises surrounding us. We are reaching beyond conventional logic here, and this point is difficult to put into words. Yet, that is the very reason that each of us needs to listen to our heart.
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