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Abstract 
Kaizen events take flight when there is a dedicated cross-functional team that is focused on 
ways to improve a targeted work area, with specific goals, in an accelerated timeframe.  This 
study provides an outline for management in developing the factors that will enable a cross-
functional team to establish a learning performance in the midst of a kaizen event.  A case 
study was conducted on a company that has already incorporated the kaizen concept and 
then a theoretical analysis was done to provide the factors that support the learning 
performance as a cross-functional team.  The study asserts that learning as a cross-functional 
team in a kaizen-led working environment can only be performed effectively when there is a 
proper circulation that calls for action, team members being able to enact their supporting 
role, and the structure fashioning a working system that enables the team to achieve its 
assignment.  A proper framework is also essential. 
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Introduction  
In a Kaizen led working environment, 
management needs to obtain a collective 
approach on finding and searching for 
better methods in sustaining continuous 
improvement which can only take its 
course if the appointed system within the 
organization provides the supporting 
foundation to do so.  On the practical side 
of management, the conditions that allow 
this unique operational philosophy to exist 
are depended upon the positive morale, 
satisfaction, and collaborative behavior of 
the participating individuals (Glover et al., 
2013) who are committed to this working 
style, as well as for management to 
constantly orchestrate around the 
dynamics in the workplace to produce 
results that are high in gratitude and 
compensates for the workers’ tiring efforts 
(Magnier-Watanabe, 2011).  Therefore, 
management needs to understand that 
kaizen events take flight when there is a 
dedicated cross-functional team that is 
focused on ways to improve a targeted 
work area, with specific goals, in an 
accelerated timeframe (Farris et al., 2008).  
Because for management, such a team is 
asked to make sure that they are gathering 
real data, fact, or information so that there 
is a strong level of assurance to decide for 
the next action plan that brings about 
greater gain without disrupting other 
operational processes that depend on the 
resources to complete the assignments 
(Saleeshya, Raghuram, and Vamsi, 2012).  

Kaizen is an approach for business 
excellence thus requiring workers’ to apply 
their skills, knowledge, and abilities as a 
unit to improve and support the working 
standards and operation for the 
organization to maintain sustainability 
(Macpherson et. al., 2015).  In order for 
kaizen to be truly implemented it requires 
the cooperation and collaboration of all 
sectors involved to be aligned with the 

principle and beliefs for aiming maximum 
efficiency, the practice is an ongoing 
process that should never be taken 
granted (Smith et. al., 2009).  The true 
advantage of kaizen is bestowed in its 
precepts on designing the ways for 
participants to make the critical feedback 
as a collective group from the data and 
information that have been gathered in 
the working process so that the next step 
of action can be decided upon by top 
management with confidence (Smith, 
Nachtmann and Pohl, 2010).  There must 
be a reliance on people to work as a team 
and promote learning with each other as 
kaizen involves an intricate complex web 
of variables that can provide valuable 
information for making progress and 
knowing which critical points can be solved 
or examined for further understanding 
(Haun, Mothersell and Motwani, 2015).  
The mission of the team in carrying out the 
kaizen activities can only go so far as the 
level of commitment that is being poured 
into from the powers and authority of the 
management structure within the 
organization, it would be a waste of time 
and energy if management has an 
unsteady commitment in promoting kaizen 
(Liu et. al., 2015). 

This work attempts to provide 
management a demonstration on the 
factors that can create the working 
conditions for a cross-functional team to 
learn as a cohesive entity.   To illustrate this 
idea the author emphasizes on the 
structure that establishes the movement, 
outline, and moral support for permitting 
the team to not only perform as a cross-
functional unit but as individual 
participants who want to explore, raise 
questions, conduct examination out of 
curiosity, and  seek for changes to help 
others learn.  In the business of finding 
continuous improvement, management 
needs to maintain a system that does not 
rely on investments, but on the 
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improvement of the processes and the 
employees’ performance (Titu, Oprean, 
and Grucel, 2010) so that the decisions and 
actions fortify the intentions, whereas 
kaizen is the influential working culture.  In 
addition, the policies and procedures set 
forth should not be constituted as the 
consequences for workers who do not 
conform but to be encouraged to 
increment their knowledge and abilities in 
being opportunistic, creative, and 
innovative in the methods of workplace 
development (Oki, 2012).  The approach in 
learning as a cross-functional team in a 
kaizen event is dependent on each 
member being accountable for promoting 
self-discipline, managing time, skill 
development, taking part in participation 
and involvement, displaying morale, and 
providing communication so that there is 
no disruption when the focus is on finding 
an ideal solution (Strategic Direction, 
2004).  The aim of this study is to provide 
an outline for developing the factors that 
will enable a cross-functional team to 
establish a learning performance in the 
midst of a kaizen event.  Such a concept 
could bring a better understanding for 
team managers/leaders or human 
resource management to design and 
coordinate the workplace for individuals to 
collectively operate in a cross-functional 
disciplinary manner.  In addition, it can also 
provide an in-depth perspective for 
arranging the conditions for team learning 
to be in a better position to enhance 
continuous improvement.   

The idea of this work is to illustrate the 
aspects that support the learning 
performance for a cross-functional team in 
a kaizen-led working environment.  The 
study contributes in developing a practical 
framework that can be applied for team 
managers or human resource 
management to configure and organize a 
design that would strengthen the working 
philosophy of continuous improvement.  

The paper attempts to achieve this aim by 
first providing a case study of a company 
that has already incorporated the kaizen 
concept and then offering a theoretical 
analysis for the factors that support the 
learning performance as a cross-functional 
team.  Upon delivering the ideal frame the 
following research questions have been 
raised for analysis:                                                                                

1. How should the aspects support a 
learning environment in the workplace for 
a cross-functional team?                                                                                                                                             
2. How does a cross-functional team 
perform in learning during the kaizen 
activities?                                                                                                                                                   
3. Why should the structural role of the 
organization support the learning 
performance of a cross-functional team?             

 

Literature Review 
A cross-functional team is usually 
established from the decision of top 
management.  In this form of group work 
approach, individual members are asked to 
combine their expertise, knowledge, and 
insight as one entity to identify the 
challenges confronting the working 
operation of the organization so that an 
action can be implemented to assure that 
the goal and objectives can be attained.  
The practical idea of having a cross-
functional team is to have the integrated 
talents of team members come up with 
some form of creativity or innovation for 
developing new products, improving the 
working system of the organization, 
maintaining or staying ahead of the market 
competition, and assisting others to learn 
and understand the greater details for 
enhancing operational performance so 
that the organization is able to thrive 
towards the future (Bunduchi, 2009).  In a 
cross-functional manner, the team 
members are given a chance to showcase 
their unique abilities from their respective 
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discipline and are asked to make a 
professional contribution to explore and 
recommend for the best way in problem 
solving or offering solutions that can foster 
an effective teamwork philosophy in the 
workplace (Lovelace et al., 2001).  
Organizations that incorporate kaizen 
activities most often have a cross-
functional team that is designed and 
utilized as a concept for getting employees 
involved, making incremental 
improvement, and promoting 
organizational culture change in driving 
and sustaining performance improvement 
(Van Aken Grado, et. al., 2010). 

 

Factors for Team Learning in a 
Continuous Improvement Working 
Environment 

If an organization has set a commitment for 
continuously finding ways to improve the 
standard way of operation in the workplace 
(Topuz and Arazan, 2013), and being focused 
on eliminating problems and seeking for the 
best solution possible (Folinas and Ngosa, 
2013) then management has to set the 
criteria for the teams to perform with the 
ability of being engaged on how to divide the 
processes and analyzing them which can give 
them a greater chance to focus on 
developing quality and cutting down on 
complexity, redundancy, and non-value 
added steps (Gil-Marques, and Moreno-
Luzon, 2013).  In a kaizen led working 
environment learning is stimulated in the 
working process for the purpose of letting 
the staff to constantly make an examination 
and propose some important questions to 
set the aims of the mission (Emiliani, 2005).  
Teams that are given an appropriate access 
for gathering information for conducting an 
analysis will be in a better position to confirm 
as a group on an appropriate study design 
and obtain the proper tools for making the 
right assessment (Al-Tahat and Eteir, 2010).  

With the aim of making continuous 
improvement as part of the working culture, 
there has to be a system that emphasizes on 
encouraging individuals from a cross-level 
discipline to have a gung ho spirit that 
emphatically embraces a kaizen event when 
asked upon to participate.  Top management 
and particularly human resource 
management need to find a continuous 
improvement concept of their own to 
configure the factors that lead to the 
anticipation of individual workers take part 
in a collective effort to support kaizen 
activities (Marksberry et al., 2010). 

 

Learning Performance for a Cross-
Functional Team in Kaizen 
Activities 

A learning performance can be sustained 
as long as the organization structure makes 
it a priority to do away with the policies 
and procedures that do nothing more than 
create frustration for team members in 
making an effort to carry out their duties.  
A holistic approach within the organization 
can break away from the negative working 
personalities of silos, self-interest, and 
being power-crazed while devoting more 
of the positive energy in changing and 
improving the working process and 
systems, as well as seeing how customer 
values can be added to expand the 
practical procedures (Sua´rez-Barraza and 
Ramis-Pujol, 2010).  In reality, not every 
decision and action made is going to simply 
reach the targeted objectives with ease, 
nevertheless the deed taken should be in 
the direction to reinforce a positive 
learning environment for team members 
to reflect, relearn, seek for other methods 
through dialogues with fellow peers, and 
to experiment with some new tactic for 
organizing kaizen activities (Doolen et al., 
2008).  The balance between having 
enough time to learn and delivering the 

http://www.inderscience.com/dev/search/index.php?action=basic&wf=author&year1=1992&year2=2012&o=2&q=Mohammad%20D.%20Al-Tahat
http://www.inderscience.com/dev/search/index.php?action=basic&wf=author&year1=1992&year2=2012&o=2&q=%20Murad%20Eteir
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results on time will often be viewed as 
quite challenging for kaizen activities.  The 
study done by Shang and Pheng (2013) 
asserts that a tight timeframe 
compromises the control in accurate 
practice of kaizen as workers take drastic 
measures to deliberately shorten the 
schedule while being deviant from seeking 
for improvement.  The authors indicate 
that time has to work its way around the 
team’s capacity and capability so that the 
team members can set the condition for 
their fellow colleagues to follow and learn 
on the drive towards quality; the behavior 
and mindset becomes the critical point for 
reinforcing the morale for utilizing kaizen 
even in the midst of some struggle being 
encountered.  Farris (et al., 2008) believes 
that certain boundary conditions (e.g., 
cost, etc.) should be arranged and then 
giving the team a high degree of autonomy 
in deciding what solutions to implement, 
as long as those boundary conditions are 
met.  This idea is for the purpose of being 
prevented from being hindered in taking 
the necessary actions to complete a task 
and not having to become overly stressful 
with the amount of available resources to 
be used for problem solving.   

 

Structural Role Supporting Teams 
to Learn 

Learning, like work itself, can only be 
produced if everyone within the 
organization is buying into their role and 
carrying out their tasks to ensure that the 
kaizen activities are making it possible for 
supporting the system in the workplace, 
identifying for better methods to reduce 
hazards in their working procedure, giving 
a chance for others to make a discovery on 
their own and share it with others, as well 
as equipping the team to be able to cross-
function in a new challenging situation 
(Lareau, 2003).  One of the organizational 

structural role is on continuously looking 
for new ways to have their employees 
accept the working culture and style of 
wanting to work in a cross-functional 
setting while at the same time harping on 
the best practices that can enable the team 
to acquire the ideal learning techniques for 
taking a collective initiative in continuous 
improvement (Glover et al., 2011).  The 
other role is on accentuating the benefits 
and fruitful results that empowers the 
workers’ belief that such a system 
accommodates the group effort and 
acceptable for team members to go 
through some testing and experimenting 
with the ideas to be assure of their 
discernment without being heavily 
pressured to produce the results or being 
criticized for failing to deliver the outcome 
on time (Sandoval-Arzaga & Sua´rez-
Barraza, 2010).  While the kaizen concept 
has good intentions management has to be 
aware that not everything is perfect and 
that the feedback provided from 
participating team members can point out 
for ways to make progression.  If the desire 
for the cross-functional team to learn is 
identified as the morale then the structural 
foundation that is in currently in place have 
to facilitate the working conditions for 
individuals to be given the time and space 
to obtain a keen sense and insight to 
strengthen their team’s performance 
toward achieving the aims and objectives 
(Khan, 2011). 

 

Research Methodology 
A Case Study on a Cross-Functional 
Team Learning During the Kaizen Events 

This case study was carried at a company, 
which shall go by the name of President’s 
Food, which has been undergoing a long 
period of kaizen activities in its workplace.  
The author of the study was introduced to 
a cross-functional team by the quality 
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assurance manager which had been 
established to procure the company’s 
philosophy and mission of maintaining 
operational efficiency and quality 
assurance.  The quality assurance manager 
stated that “the cross-functional team was 
composed by top management at the 
President Food Company to be the eyes, 
ear, and brain-trust to gather the 
intelligence back to them in finding better 
ways for continuous improvement in 
reducing the cost of production, decreasing 
the amount of materials being used, 
increasing the rate of production, 
improving safety at work, saving energy, 
limiting the procedures for work 
performance, and improving quality”.  
Furthermore, it was understood that “due 
to the numerous kaizen activities that had 
been taken on a monthly basis the work 
focused on case matters dealing with the 
reducing the production cost”: the study 
chose five of these kaizen events to be 
examined through its documentation file 
with an interview of the key team 
members and management that procured 
the operation. 

The methodology of the research oversaw 
two methods for gathering data for 
analysis:  documentation and interview.  
190 documented kaizen events were 
reviewed for the study.  Out of this 
number, 49 cases which focused on the 
ways for improving workplace safety were 
chosen for thorough assessment.  The 
process of documentation and 
interviewing were implemented with a 
theoretical perception on the factors that 
support the learning environment in the 
workplace for a team, the practical 
performance in learning of the cross-
functional team during the kaizen 
activities, and the support in the cross-
functional team’s learning performance on 
part of the organizational structure.  
Following the guidance of Yin’s approach 
for collecting case study evidence (Yin, 

2009) whereas the documents had to be 
confirmed and enhanced from other 
sources, the quality officer was inquired 
about the recorded events and the action 
taken: it was revealed that certain 
meetings were held to discuss about 
workplace safety and the documents 
served as a reference point.  It was learned 
that these documents served as part of the 
foundation for the Kaizen model which had 
been implemented from Japanese 
companies that were successful in running 
their operation in an efficient manner.  The 
workplace safety documents were highly 
celebrated in President’s Food annual 
review board when they reach a target 
number that indicates no accidents on the 
job.   With regards to Yin’s approach to an 
interview he recommends the process to 
be done in-depth by asking about the facts 
of the matter along with their viewpoints 
on the events.  The in-depth interview was 
conducted with individuals involved in the 
cross-functional team (management, 
production supervisor, quality officer, 
safety officer, and operators) that took 
part in the kaizen activities.  In terms of 
characteristics, management had a high 
expectation for getting things done, the 
production supervisor took a more 
efficient approach on things due to 
schedule, the quality officer provided the 
proper means of communication with 
others involved to meet the standards, the 
safety officer coordinated with all the staff 
around him to ensure that safety was being 
met, and the operators gave the necessary 
feedback through the line of operation.  
With referral to the document, each of the 
team members were asked by the 
researcher on the supporting aspects for a 
learning environment for a team, the 
learning performance as a cross-functional 
team during the kaizen activities, and the 
need for organization support in the 
team’s learning performance.  As the 
author of the study was given a site tour for 
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each area of the members’ workplace 
station the explanation provided details 
with regards to the protocols, procedures, 
and the practical concepts that were highly 
required to be adhered to; therefore, the 
perception was that a system was already 
in place and the cross-functional team 
members were given the assurance that 
the positive results for enabling workplace 
safety would occur as long as everyone is 
committed on a continuous basis.  
Although there was an attempt to answer 

the research questions the replies mainly 
consisted of what task and duties that each 
team member had to know what to do, so 
that when the events are documented 
there is more accurate information being 
presented for the quality assurance 
manager to take proper action and be 
allocated with the proper resources to 
obtain the results.  Below is a conceptual 
framework directed towards summarizing 
the findings based on the three research 
questions raised in this study:

 

 

 

 

 

Research 

Question #1

•How should the aspects support a learning environment in the workplace for a 
cross-functional team?

•Gathering data from documentation and interview and apply the theoretical 
perception on the factors that support the learning environment in the workplace 
for a team, the practical performance in learning of the cross-functional team 
during the kaizen activities, and the support in the cross-functional team’s learning 
performance on part of the organizational structure . 

Research 

Question #2

•How does a cross-functional team perform in learning during the kaizen activities?

•Gathering data from documentation and interview and apply the theoretical 
perception on the factors that support the learning environment in the workplace 
for a team, the practical performance in learning of the cross-functional team 
during the kaizen activities, and the support in the cross-functional team’s learning 
performance on part of the organizational structure . 

Research 

Question #3

•Why should the structural role of the organization support the learning 
performance of a cross-functional team?

•Gathering data from documentation and interview and apply the theoretical 
perception on the factors that support the learning environment in the workplace 
for a team, the practical performance in learning of the cross-functional team 
during the kaizen activities, and the support in the cross-functional team’s learning 
performance on part of the organizational structure . 
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Analytical Results 
Data was collected from the Yin’s tactical 
approach for documentation and 
interviewing.  The information obtained 
from these two methods was triangulated 
to produce the facts for an analysis based 
on the three research questions.  In the 
form of a qualitative analysis, the case 
study provided an explanation building of 
the events that have occurred based on 
the facts that had been procured.  The 
three research questions have been 
transformed into statements which offer a 
clarification of the study. 
 

Supporting Aspects for a Team 
Learning Environment in the 
Workplace  
Before an actual kaizen event can take 
place a suggestion form has to be filled out 
in order to understand the nature of the 
situation and the approach for obtaining 
the satisfying results.  An interview with 
management states the rationale that 

“there has to be a working concept placed 
in hand so that the frame of mind sees and 
execute as one, otherwise people may drift 
off and do other activities that are not 
relevant to the objective”.  The personnel 
in charge of his/her area is asked to 
complete the suggestion form by stating 
the initiative, indicating the type of 
improvement task, filling out the details 
about the current situation/problem with 
information and image, as well as 
providing an ideal application to develop 
the issue, letting the committees know the 
extent of assistance, resources and 
financial support to proceed with the 
operation, and offering the expected 
benefits that would be gained from doing 
this event.  Below is a sample of a kaizen 
suggestion form (which had been 
translated into English from the original 
document that is in the appendix section) 
from an organization that was chosen for 
research:  
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KAIZAN SUGGESTION FORM 

Proclaimer: 1…………………………….  Code #..............              

                     2…………………………….  Code #.............. 

Division:………………………………………………………. 

No. −                                 -                    -  

           

               Floor          Year             Month                  Level 

Proclamation date: ……/……./……. 

 

Stating issue: ……………………………………………………………………………………….. 

Area for                                                                                                                                                                                                              

Improvement  

Problem identified/Current situation 

(Draw out the picture, diagram or provide an explanation) 

Suggestion/Providing solution 

(Draw out the picture, diagram or provide an explanation) 

  

 

Timeline process __________ week, starting from ______________________ to _______________________. 

Expected results to be gained from the procurement 
_________________________________________________________________________________________
_________________________________________________________________________________________ 

 

 

 

 

 

 

Reduce workload 

Reduce material cost 

Saving energy 

Reduce production 

cost 
Other issue ………. Quality 

improvement 

Safety 

improvement 

Increase 

productivity 

Improvement process requires the use of budget for _____________________________________________    

________________________________________________________________________________________________________

__ 

 

Materials in use/Current resources/Improvement process does not require the use of a budget 

Required procedures in assistance from other departmental units 

………………………………………………………………… 

Committee’s consideration 

Reject, due to 

_____________________________________________________________________________________________

_ 

Accept the operation 

Signature _____________________  Position ___________________  Date _______________ 

____________________________________________________________________________ 

Viewpoint of Department Head 

_____________________________________________________________________________  

______________________________________________________________________________

____________ 

Signature ___________________ Registered Applicant _________________  Date __________  

_____________________________________________________________________________ 

Figure 1 Kaizen Suggestion Form  
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Figure 1 demonstrates that, in a 
continuous improvement working 
environment, when there is a specific 
kaizen initiative placed on proper form and 
circulated for action then the members 
that are requested to participate should 
firmly align their skills and abilities to 
accomplish the overall purpose.  
Information within the suggestion form 
provides an outline of the idea, rational, 
concept, requirements for operation, and 
the expected gain from this completing the 
initiative.  The characteristics of the kaizen 
suggestion form feature begins with the 
person filling out the form by filling out 
his/her name and job status, the “stating 
issue” box that serves as the main topic to 
be considered for operation, an “area for 
improvement” slot that identifies the aim 
to be focused upon, a channel that allows 
workers to draw out the problem at hand 
and how it should be solved as an idea, this 
is followed be the technical assistances to 
support the event with a timeline process 
and the “expected results to be gained” 
section that raises the mindfulness of the 
team for meeting the expectation The 
form seeks the approval from the 
committee in order for the event to take its 
course.  The kaizen suggestion form 
provides the direction for members of a 
cross-functional team to be grounded on 
the facts of what they are trying to 
accomplish as the channels of ‘problem 
identified/current situation’, ‘suggestion/ 
providing solution’, selection from 
‘required procedures, materials in use, and 
improvement process’, ‘timeline process’, 
and ‘expected results to be gained’ form a 
configuration to let the team be fully 
aware of their roles and responsibilities to 
make sure that objectives are highly 
attainable.  While at the same, the form 
also serves as a testament on the reality of 
making a tremendous effort for improving 
quality.  Such a form provides a sense for 
individual staff members to foster a 

collaborative mindset as they become fully 
aware that changes are not just only need 
to be made but to be fully embraced as the 
working culture that is striving towards 
producing with quality and standards 
(Smadi, 2009).  An interview with the 
quality officer and safety revealed that 
“there is a need for team members to 
understand the situation at hand and gain 
a sense of appreciation of promoting the 
kaizen events because the changes taken 
place also create a positive working 
atmosphere”.  Such an optimistic activity 
invites a stronger discipline among fellow 
working colleagues to see beyond their 
working routines and become more open 
to alternatives that can make them highly 
cooperative and coordinated as they 
complete their tasks and assignments in a 
constructive manner (Yokozawa and 
Steenhuis, 2013). The real outcome that 
was produced from the suggestion form 
can be viewed by the cross-functional 
team not only based on the intended 
results but also as a workshop for studying 
their methodology applied and to gain the 
mastery of obtaining effective results, as 
well as discovering better ways for 
sustaining the learning performance as a 
team (Schindler and Eppler, 2003). 
 

Cross-Functional Team’s Learning 
Performance in Kaizen Activities 
With a diverse range of skills, expertise and 
competence being processed into the 
event members of this specific team 
formation are asked to buy into their role.  
Just like a professional sports team, such as 
basketball, ice hockey, or North American 
football, some individuals have to realize 
that they cannot always be the leading star 
athlete or assume a specific role where the 
highlight of the event is going to shine on 
them.  In this case, the important thing is 
to provide assistance and support so that 
working operation fulfills the intended 
outcome.  While corroboration is deemed 



UTCC International Journal of Business and Economics 
 

UTTC IJBE | 87  
 

as imperative for performing and learning 
as a cross-functional unit participants have 
to set aside charged emotions that find the 
faults and mistakes of others, and highlight 
the positive points for further 
communication and feedback instead 
(Titu, Oprean and Grecu, 2010).  Upon 
interview with the team there were some 
errors mentioned with regards to the day 
to day operation.  Members proclaimed 
that “although everyone has good 
intentions to complete their assignments 
and are making tremendous effort to 
obtain results the team felt that it was 
necessary to see how the context of safety 
can be improved upon rather than getting 
caught up in a conundrum of why couldn’t 
they just do it like this or like that”.  It was 
also learned that due to the nature of task 
interdependencies that are heavily 
dependent on a strong collaboration for 
learning performance the team is always 
thinking and asking about how things can 
be done better or a lot smarter in 
mitigating the chances of accidents from 
occurring.  But in order for them to be 
accountable and mindful they had to brand 
the process that makes their team 
members and for other workers who are 
not directly involved to feel that it’s safe 
and sound for expressing one’s point of 
view.  From this information, when team 
members are given space to discuss about 
moderate approaches toward gaining a 
better understanding, effective working 
procedures, and being able to make 
suggestions for examining and verifying 
the results then it creates a positive aura 
for the learning performance to take place 
in the workplace (Harteis, Bauer and 
Gruber, 2008).  The learning performance 
occurs in a team when the team becomes 
a part of motivational factors that enable 
workers to observe the surrounding 
circumstances as it unfolds and to make 
some analysis that supports the mission 
objectives of the organization; thus helping 

the team to obtain greater detail of the 
situation and to implement the decisive 
actions that are more confident to take 
(Greene, 2012).  With the issue of safety in 
the workplace as one of the top priority in 
a kaizen led working environment a cross-
functional  team truly learns more on this 
matter when individuals are able to see the 
unseen, hear what has been unheard, and 
at least feel the issue that has often been 
difficult to touch upon (Jackson, 2014).  
Having the behaviors to keep on learning is 
also depended on others to be honest and 
straightforward with the issue while 
making sure no one has intimated to voice 
their opinions or self-censoring their 
thoughts due to fear of repercussions of 
not displaying loyalty (Andersen.sdu.dk).       

 
Structural Role of Organization in 
Supporting Cross-Functional Team’s 
Learning Performance 
While the structure within the organization 
exemplifies the rules and guidelines it has 
to ensure that it is fostering a working 
climate and environment that encourages 
the team to learn, relearn, and at times 
unlearn some of the standard that is in the 
operational framework.  Based on the 
interview, “the team needs the 
organization as a whole to support the 
intended outcome by being able to adapt 
and go with the changes that are based on 
the results reported in from doing the 
kaizen activities, thus allowing them to try 
other methods that can prove better in the 
long run”.  Although the kaizen process 
takes time to produce real time outcomes 
for further decision making the team 
wants the board of directors to provide 
some valuable inputs to enable the work to 
not only operate on a smooth basis but it 
doesn’t put the pressure on other workers 
to participate in producing some results.  
Focusing on the issue of safety is quite 
dynamic for a cross-functional team as 
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individual members have to maneuver 
around the psychological aspects to 
alleviate the feeling of being exposed to 
risks and countermeasures (Schneier, 
2008) in addition to the system 
brandishing the sensation of protection, 
certainty, and survival for workers to be 
assured of doing maximum production 
without any unwanted revelations along 
the course (Bar-Tal and Jacobson, 1998).  It 
was also learned from the interview that 
“the team had to assume the role as a 
booster club to sustain the morale in 
submitting the kaizen suggestions on a 
monthly basis despite being aware that 
workers also understood that not all 
suggestions have been given priority”.  
Although the team acts as the voice to 
cheer on for encouraging kaizen activities 
the organization serves as the heart that 
embraces the events by expressing 
appreciation on the effort and discipline to 
all staff members at seminars and 
banquets.  Just how a crop is dependent on 
the soil’s richness, water’s purity, climate’s 
support, and sun’s timing for a healthy 
growth the learning performance of a 
cross-functional team can only go so far 
with the strength in structure’s assistance 
and guidance.  Therefore, the policies and 
rules should be integrated to enable the 
team’s learning performance to flourish by 
configuring on ways to make the working 
operation conducive for being able to ask, 
experiment, and reflect with a sense of 
trust that there will be no ad hoc decision 
making that could derail the mission 
(Chatterjee, 2012).  To see how much 
actual progress the team has accomplished 
in the learning performance on safety the 
authorities in the power structure need to 
have a feedback session that keeps them 
abreast on the day-to-day affairs.  With the 
force in their hand to make things happen, 
the top directors can give the impression of 
security by developing the communication 
channels for team members to maintain 

contact with the relevant staff workers to 
acquire critical information and act as a 
barrier that prevents disruption or 
disturbance to the team’s endeavor 
towards reaching the aims and objectives 
(Hendrickson, 2012).  While in the midst of 
assisting the team in its learning 
performance the top directors learn in 
action the best practice for conditioning 
and coordinating the working system for a 
cross-functional team to excel (Pentland, 
2012).        
 

Discussion & Conclusion 
Learning as a cross-functional team in a 
kaizen-led working environment can only 
be performed effectively when there is a 
proper circulation that calls for action, 
team members being able to enact their 
supporting role, and the structure 
fashioning a working system that enables 
the team to achieve its assignment.  The 
latter is about demonstrating 
accountability to a commitment towards 
continuous improvement so that the 
whole organization embraces the working 
culture (Aoki, 2008) while the two previous 
issues sets the direction for what needs to 
happen and the requirements to make it 
happen as well as arranging for future 
appointments to function as a cross-
functional team for taking on challenging 
assignments and gaining a sense of 
appreciation on doing them (Suárez-
Barraza and Lingham, 2008).  Management 
has to consider the factors for promoting a 
proper working environment for team 
members to learn in a cross-functional 
manner by setting up policies and 
procedures that reveal themselves as part 
of the kaizen foundation.  There should be 
a platform for team members, which 
represents a method for continuous 
improvement, to discuss about the events 
that are actually going on and then to offer 
some adjustments to ensure the process is 
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aimed towards the intended outcome.  
Cross-functioning as a team on the basis of 
continuous improvement should be open 
and adapted to new ideas from fellow 
colleagues who are coming from a 
disciplinary background so that there’s no 
shortsightedness for being innovative or 
creative.  The learning performance of a 
cross-functional team can never be 100% 
perfect but the strive for perfection must 
be a collective effort to overcome any 
setbacks when the plan to obtain 
workplace safety falls apart.  Team 
members should be allowed to ask 
questions and examine the process to 
ensure that the concept is updated and 
that the practical procedures for 
supporting kaizen are aiming towards the 
objectives and goal.  Bringing together the 
skills, expertise, abilities, and talents of 
staff to form a cross-functional unit is a 
challenge from the start due to the 
dynamics involved.  However, whatever 
may occur unexpectedly or become 
unwanted obstacles along the journey to 
continuous improvement the team needs 
to be given the psychological security to 
fulfill its objectives: a constructive 
framework to address the managerial 
reluctances to kaizen implementations, 
and offering more flexibility to both 
management and kaizen facilitation in 
planning and execution for the purpose of 
maintaining progress (Culcuoglu and 
Wang, 2012).  Therefore, the structure of 
the organization has to guarantee that the 
ideas that they want from upholding 
kaizen is acknowledged to be a tool that 
provides the appropriate time, resources, 

and energy for members of the cross-
functional team to attain the mission 
objectives.  The organizational structure 
should provide the wisdom and logic on 
certain task and actions will be called for 
changes while others to meet the 
challenge for sticking with the course until 
the aims are achieved. In conclusion, this 
work conducted a practical study on the 
idea of learning as a cross-functional team 
in a workplace environment that is kaizen 
driven.  The chosen site, known as 
President’s Food, for conducting the 
research work was due to the company’s 
large amount of ongoing activities related 
to continuous improvement for its 
standard of working operation.  This 
company not only had the idea, but also 
the structural format and the personnel 
staff to procure the events on a monthly 
basis.  What’s intriguing is that it is a Far 
Eastern concept for raising the standards 
incorporated by a Thai operated company 
where the working culture emphasize on 
working at a moderate place and handling 
tasks at a less hectic pace.  By raising the 
questions on the aspects that support the 
learning environment, how such a team 
performs in learning, and the structural 
role’s support for the team’s learning 
performance the analysis gained was quite 
satisfactory.  The limitation for carrying out 
the study was the time and space to 
actually obtain real data being produced 
for in-depth examination.  Perhaps 
another approach, such as storytelling 
from the team or a timeline on one of the 
kaizen event, for doing the research would 
provide some better insights in the future.
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