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Since the merger of the two companies, Resonac has been working to transform its corporate culture in pursuit of
becoming a World-Class Functional Chemical Company. Now we are preparing to advance that effort to the next
stage. In Phase 2 of our Long-Term Vision, we aim for “Developing a co-creation culture and employee happiness.”
CHRO Nori Imai, who has led the transformation effort from the front, invites Professor Takashi Maeno, a leading
authority in the study of well-being, to discuss the intent and vision behind Phase 2, and the future Resonac is

working toward.

Tangible progress gained through four years of
transformation efforts

Imai: Since the merger, we have worked continuously to devel-
op co-creative talent and build a co-creation culture. Four
years in, we can clearly see a change in how each employee

acts. In particular, we have rolled our Values-expected
behaviors-thoroughly across all sites.As a result, we believe
an open, agile culture that encourages co-creation beyond
boundaries is beginning to flourish. We are a functional
chemical company, and our business cannot move forward if
we simply wait for top-down strategy. By responding quickly

to customer needs with solutions that combine diverse
technologies, we can create new value. To achieve this, the
ability to align internally and externally and act autonomous-
ly-what we call “co-creativity"-has been essential to Resonac's
growth.

In Phase 2, the next stage, we set our goal as "developing a
co-creation culture and enhancing employee happiness.” At
Resonac, happiness is defined as a state in which employees
are physically and mentally healthy, strive together with
like-minded colleagues toward shared goals, and find fulfill-
ment and a sense of achievement in doing so. Until now, we
have encouraged behavioral change by having employees,
through feedback from others, reflect on their actions based
on our Values and recognize the need to change. That is why,
in Phase 2, we wanted employees to draw on intrinsic motiva-
tions, such as personal fulfillment and excitement, as drivers
of sustained behavioral change. In an era of rapid Al advance-
ment, the ability to act on one’s own initiative matters more
than anything else. To overcome difficult challenges, having
colleagues who support one another is essential. You keep
challenging yourself alongside your colleagues, driven by
your own convictions and a sense of excitement. Each chal-
lenge, built upon the last, nurtures both individual happiness
and Resonac’s co-creation culture. Those convictions are
captured in the phrase “developing a co-creation culture and
employee happiness.”

Maeno: Entering a phase where employees are encouraged to
work toward happiness is, | believe, a highly advanced stage of
human capital management. Happiness is, in fact, closely linked
to business management. Various studies indicate that happy
people, compared with those who are not, score higher on
psychological qualities that matter at work, such as initiative,
creativity, cooperation, and contribution. It is no exaggeration to
say that the evolution of human capital management is the
pursuit of employee happiness. Yet framing it in terms of
“improving human capital” makes it difficult for employees to
feel a sense of personal ownership. Setting a clear, attainable
goal that employees can readily understand and work toward—
working in a state of happiness—is a wonderful way to elevate
human capital management to a higher level. When did you first
recognize the importance of these initiatives?
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Imai: Happiness became the focus of my thinking more than
10 years ago. After reflecting deeply on what the ultimate
strategy for a functional materials manufacturer should be
from a corporate planning perspective, | arrived at the
answer: autonomous, co-creative talent—the source of
innovation. Innovation happens only when you encounter
something or someone you could never have imagined on
your own. That said, it is not so simple that it occurs natural-
ly just from people meeting one another. When | thought
through the process by which innovation occurs, | concluded
that people with a genuine ambition to achieve something
must first find like-minded collaborators, and that strategical-
ly building the environment that makes such connections
possible is essential. Research by Professor Maeno and
others in the study of well-being and psychology has also
confirmed that what we had intuitively considered important
has academic backing. That confirmation gave us the confi-
dence to finally move into action.

Maeno: It is important that "happiness” is naturally embedded
in the strategy you are pursuing. The concept of well-being
has attracted growing attention, but people who first become
aware of autonomy and diversity through my talks often take
considerable time to fully internalize and act on these ideas.
The answer aligns with what Ms. Imai yourself worked out
more than 10 years ago—I believe that is why things were able
to move forward so quickly.

In Japan, there is a long-held attitude that work is something
you persevere through, even in the face of hardship. Of course,
there are also some merits to that attitude. However, given that
data shows productivity increases when people are in a state of
happiness, there should be no reason to deliberately choose the
harder path. Resonac was formed by merging established
Japanese companies, so it would be natural for traditional ways
of thinking to run deep. That makes the degree of change
achieved in such a short time all the more remarkable.

Imai: Our CEO Takahashi and | both had little patience for
Japan'’s traditional ways of thinking. So that was part of it too.
Why should you have to furrow your brow and look stressed
out to be seen as serious about your work? My view has
always been that working that way does not help results and,
if anything, actually hinders them.
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Maeno: The fact that senior leadership is genuinely committed
has also been a factor in driving the transformation forward.
In my work alongside HR teams at many companies to ad-
vance well-being management, | have encountered no small
number of cases where leadership simply says “We'll leave it
to you” and takes no ownership of the initiative. Frankly,
results cannot meet expectations under those conditions.
Companies where senior leadership is genuinely committed
are the ones that truly change. Before our conversation today,
I had the chance to tour your office. The cheerful energy each
employee brought, the open exchanges with management, and
even the office layout itself all conveyed that your initiatives
are being carried out with real attention to detail, and that

they are translating into tangible results.

Resonac’s success has the potential to be a
touchstone for the advancement of
Japanese companies

Imai: In Phase 2 of the human capital management strategy,
developing people who can act on their own initiative without
waiting for top-down strategy-that is, autonomous, co-creative
talent-remains central. Four years after the merger, the
groundwork is done. From here, we will work toward a people
and organization model that accelerates business growth,
flattening the organization further and building an environ-
ment where each individual can act with greater autonomy.
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Maeno: The study of well-being has also found that high-diver-
sity environments tend to foster greater happiness. What
initiatives are planned to build the environments and systems
that foster this kind of "happiness”?

Imai: For divisions where speed and innovation matter more
than repeatability, we will introduce a project-based organiza-
tional structure. On the personnel system side, we plan to
adopt a skills-based approach. We will define the skills
required for every position and then match each individual to
the roles and challenging opportunities that best fit their
skills. In the coming Al era, the structure of divisions and
organizations will change more flexibly than ever before, and
cross-organizational co-creation will become the norm. That
is why we want to shift our thinking, to start from each
person'’s skills and connect them with the right work and the
right colleagues. We believe that system is the foundation that
will accelerate co-creation and generate new value. Initiatives
such as the global award AHA* have already produced
cross-divisional connections and results, so the idea is to
accelerate that momentum further.

* A company-wide co-creation award that recognizes initiatives that put the
Purpose and Values into practice.

Maeno: By enabling individuals to fully apply their abilities, the
system fosters psychological safety. Cross-divisional connec-
tions then cultivate diversity, creating an ideal environment
for greater happiness and creativity. Japanese companies
have traditionally had lower diversity, but that has come with

Happiness correlates strongly with
creativity, initiative, and similar qualities.
Pursuing employee happiness can
therefore be called the essence of

human capital management.

In Phase 1, the goal was behavioral

change triggered by expectations and

feedback from others.

In Phase 2, we want intrinsic
motivation that wells up from
within to be the driving force
behind transformation.

a strength: employees build deep relationships with one
another and work together diligently. Global companies, by
contrast, have traditionally had higher diversity than those in
Japan, and have drawn their strength from the creativity that
diversity generates. These are not competing models where
one is superior to the other; each has its own strengths and
weaknesses. In recent years in Japan, however, the weakness-
es have become more prominent. Many have come to associ-
ate Japanese workplaces with tendencies such as “the nail
that sticks out gets hammered down” and strong pressure to
conform. Resonac, however, is implementing initiatives to
capture the best of both Japan and the rest of the world. That
is genuinely exciting. Dedicated, motivated employees keep a
healthy sense of distance with one another, treating each
other with respect while still clearly telling each other what
needs to be said and what needs to be done. | believe only Jap-
anese companies can build this kind of relationship between
people and their organizations. If they can succeed in this, no
company anywhere in the world could surpass them. Domi-
nant in the analog era, humbled in the digital era, and ready to
win again in the era ahead. | feel as though | am watching that
first step being taken.

Imai: Thank you for your valuable insights. We ourselves are
still midway along this path. But that, | feel, is precisely what
makes it worth continuing to strive.

Maeno: A historic Japanese company decided to combine the
best of both Japan and the rest of the world, committed fully
to that decision, and built change through relentless practice,
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achieving this much transformation in just four years. | believe

this is an example from Resonac that many Japanese compa-
nies should learn from. At the same time, there are surely still
challenges to overcome. For example, it will likely become
increasingly important to show more clearly how initiatives
such as co-creation and happiness connect to business
outcomes and innovation.

Imai: That is exactly right. Cross-divisional initiatives are
clearly gaining momentum, but we cannot yet demonstrate
this comprehensively through data. Going forward, we want to
quantify those changes and visualize which behaviors and net-
works contribute to organizational vitality.

From here on, individual intent, skills, and the challenges
people take on, as well as the serendipity that emerges from
human connection, will generate ever greater value. That is
precisely why we are committed to building an organization
that draws out the full potential of every employee and,
through co-creation, keeps generating new value that only
people can create. People are the source of our competitive
strength. We are convinced that fully unleashing that poten-
tial will accelerate Resonac'’s innovation and drive our growth
into a company that wins consistently on the world stage.

072


https://youtu.be/z9AFJy_TqVs

