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Executive Summary

This report analyses how beliefs, attitudes and values influence on workplace behaviour.  The main body commences with identifying management practises of one outstanding company, Whole Foods, and how those practises impact on organisational success, employee behaviour and stakeholder satisfaction. The success of Whole food is based on three main management theories:
Conscious capitalism 
Value-driven management philosophies  
Stakeholder’s management theory.
To implement critical evaluation the researcher used Pearson’s recognise, evaluate, draw (R.E.D.) model of critical thinking.
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1.0 Introduction

The researcher used Whole Foods company as an example to answer the question “how values, beliefs and attitudes impact on a work environment”. 
Company Background 
Whole Foods has dominated the market of retailing highest quality organic products since 1980 and prides itself on promoting healthy living.
To identify alternative sides of the topic the researcher has used Pearson’s (R.E.D) model of critical thinking. The first step of this theory is to recognise assumptions:

2.0 MAIN FINDINGS.

The next step of the R.E.D Model is to find evidence and critically asses whether the assumption is true or exaggerated.  
2.1.1 AN IMPACT OF BELIEFS, ATTITUDES, AND VALUES ON THE WORKPLACE BEHAVIOUR. 

Researchers Kenne and Fairman (2011) believe that the shared values of the company lead to higher employee performance and loyalty, job satisfaction, service quality. Whole Foods organisational culture is based on strong values, where individuals are empowered to act in ways that are mutually beneficial to the company and themselves (Buller and McEvoy, 2012). Management while making decision consider the attitudes, beliefs and values of its employees. 
Companies leaders, to work effectively recognise and acknowledge differences between their own, customers and employees’ values, beliefs and attitudes.

2.1.2 MANAGEMENT THEORIES RELEVANT TO WHOLE FOODS

Whole Foods’ growing success can be accredited to management strategies, known as Conscious Capitalism, implemented and developed by the CEO, John Mackey (Cheretis and Mujtaba, 2014). The management strategy has been influenced by numerous management theories and philosophies.  The first management strategy, which influenced conscious capitalism was Taylor’s Management Theory (1914). 
Taylor's management theory also known as Scientific Management Theory was popular with manufacturing enterprises. Unfortunately, leaders abused the policies of scientific theory by raising the performance objectives, instead of compensating a supportive workforce. Moreover, Taylor’s theory focused on financial rewards for a good performance, while neglecting motivating mechanisms to promote good behaviour. This caused unethical employee behaviour, such as lying to protect their interests, as well as not being motivational when their management failed to consider features employee values (Mujtaba, 2014).
Taylor’s theory was successfully implemented in mass production industries, for example in car assembly factories, but is not effective in today’s knowledge-based industries, for example, the Nuclear Decommissioning Authority (NDA). NDA does not need employee as a pair of hands but needs an employee to gain their ideas and innovation.
Although numerous researchers treated Taylor's radical management concept with scepticism, Whole Foods was inspired by it, developed a new business model, and achieving spectacular results. 

Behavioural Management Theory is another philosophy, which influenced conscious capitalism. Contrary to the Administrative Theory, which focuses on set rules to increase productivity, behavioural management places emphasise on how leaders should personally behave to motivate the workforce to encourage them to reach the company’s objectives (Jones and George, 2011). Follett’s philosophy understood the importance of encouraging employee empowerment and discouraging strict control to creating value for an organisation.
Theory X and Theory Y by Douglas McGregor contribute to behavioural management. In correlation with Mayo and Follet, McGregor encouraged the importance of employee’s attitudes and behaviours on work performance. McGregor emphasised that the way management treat the workforce which drives their actions and values, what could be considered an introduction to value-driven management. Theory X occurs when management think their employees are lazy and control and create rules. In contrast, leaders that apply Theory Y trust employees, and assume they will perform productively. Conscious capitalism is inspired by Theory Y.  
Market-Based Management (MBM) was developed by the CEO of Koch Industries. Koch accredits the success of his organisation to a management philosophy that goes against the command-and-control systems. According to MBM, an organisation will act in the same manner as society suggesting it is crucial to apply the same techniques to form rules and organisational structures that free societies implement. Whole Foods implements MBM principles by moving away from scientific management regarding its mission system, roles, values, open communication, and compensation structures in its organisation.
Researching and analysing the management style of Whole Foods value-driven management influences can be seen. This management theory like MBM, which recommends that managers should consider values when making decisions. Whole Foods creates a work environment that builds value for all stakeholders.  The company is guided by core values and purpose beyond just making a profit. Market-based management and value-driven management are both rooted in self-respect, respect for others, and in a willingness to accept responsibility for all one's actions and decisions.
Conscious Capitalism 
Whole Foods management style has a huge impact on maximising success and value. This has been influenced by market-based and behavioural management. Whole Foods, the ethical treatment of employees, customers, and the environment is the basis for the grocery business, this is followed through in actions, not just in words. Companies that focus on profits and compete for a competitive advantage based on price or the product alone will not survive, or retain customers in the long term. Conscious capitalism is a means of differentiating from the competition and creates a sustainable culture that spreads and grows through word of mouth and results in high stakeholder satisfaction in the long term.
To show a critical thinking process the researcher used R.E.D. Model to introduce advantages of conscious capitalism. 
Recognise Assumption:
In accordance with market-based management, Whole Foods listens to the workforce and consumers for valuable input. This means Whole Foods adheres to an ethical management strategy.
Evidence Evaluation: 
The famous dictum of Milton Fridman (1970) states, that ‘the only responsibility of business is to maximise a profit’ (Mühlbacher and Böbel, 2019). Companies that focus on profits and compete for a competitive advantage based on price alone will not survive or retain customers in the long term. For example, Publix, grocery chain may start retailing a selection of organic goods, but their intentions are different. They are responding to consumer trends that are forcing them to adapt to survive. Whole Foods create a higher purpose and educate customers to improve their health and standard of living with organic foods. Removing products that threaten their ethical behaviour could contribute to a loss of profits. For example, the popular sea bass was removed from Whole Foods sales, because it was being over farmed. 
Whole Foods ethical management strategy might result in a short-term potential loss of profits. For example, rewarding employees with above-average salaries, supplying customers with quality not quantity, contributing to numerous charitable actions, costs company a generous amount of money that other enterprises are not willing to pay.
Conclusion: 
This behaviour is considered ethical because Whole Foods maximises the quality of living for people and the world from its values, rather than to gain profits that would only benefit a small group of stakeholders. Conscious capitalism differentiates from the rivals and creates a sustainable culture that spreads through word of mouth and results in high stakeholder satisfaction in the long term.
A critique of conscious capitalism.
Ethical behaviour differs among groups in society and is subjective. "Different cultures apply different criteria for judging right and wrong on the basis of customs, value systems, and belief systems" (Hopeton and Mujtaba, 2010). A correlation exists only when businesses live by their values. 
For example, some companies use an obstructionist approach, choosing not to be ethical out of fear of losing profits. For example, e-cigarette companies may hide the dangers of smoking out of fear of losing customers. Some companies utilise an ethical approach, only because to meet legal restrictions and stay out of the trouble, for example, tobacco companies. Whole Foods understands the importance of ethical behaviour and implement it into its organisational strategy to promote sustainability and profits. 
2.1.3 IMPACT OF MANAGEMENT THEORIES ON THE BELIEFS, ATTITUDES AND VALUES OF ITS EMPLOYEES

Whole Foods is a good example of a business that follows its sense of purpose. As a result, the organisation values are shared with all employees, producing enthusiasm and passion. 
Whole Foods turned Taylor’s bureaucratic slogans into a successful weapon against its competitors. Below are some techniques which Whole Foods use to influence and inspire staff to be successful on the market. 
Empowerment
The organisation believes in team self-management and empowerment, this means, that employees take responsibility for their own success and failures.
When individuals take responsibility for their jobs, they expand their strengths improving the company working processes. It is not necessary to supervise employees to increase job performance. In contrast (Cuenllas, 2013) suggests companies that empower their workers and reduce bureaucratic controls, are the ones with more control. Strong values and sense of responsibility from the team members create the conditions that enable employee’s self-management. 
Transparency
Trust between employees and leaders is essential because each individual is a vital member of the team. Many enterprises hide information or select individuals to trust. In Whole Foods supermarket trust is shown every day to all employees, by acting with full transparency throughout all working processes. For example, the radical open-salary policy, initiated by the CEO in 1986. All salaries are open to view. If an employee is earning more money it is because they are performing better than others.
Critically viewing transparency feature, when company shares too much, they risk revealing important information to rivals. Whole Foods CEO opinioned (Cuenllas, 2013), that creating transparency is risky but it is hard to maintain high levels of organisational trust without it. 

Self-directed team
Teams are important for reinforcing the company's values. The fundamental success of the organisation is based on the self-directed teams. Each employee feels strong belonging to a team, being very committed to business objectives, values and performance. For example, the grocery team meet to recruit new members. Management recommends candidates for the job, then team members vote, for the candidate to become a full-time employee. This hiring referendum affects the behaviour of everyone involved in the recruiting process. Moreover, team meetings provide opportunities to share experience, analyse customers feedback. Each team works as an independent unit with the power to make decisions, committed to values and business objectives (Cuenllas, 2013). The company values employee feedback and keeps individuals engaged in the decision-making procedures, so they feel valued to the organisation’s success.
Innovation
Contrary to Taylor’s view, Whole Foods teams are responsible for improving work and developing new ideas. Innovation happens within a team through jobs analysis and customers feedback. Whole Foods team members are challenged to unleash their energy and creativity to help improve the business. Innovation applies to work improvements seeking opportunities to provide more value to customers (Cuenllas, 2013).  When Individuals develop new ideas and share them with other members of the team; they become excited and improve upon it. 
Conclusion to this chapter
When employees are satisfied and motivated, they can contribute more than expected (Barrett, 2010). Employees not only use their energy, creativity, and enthusiasm but also commit to the success of the organisation (Barrett, R., 2010).
2.2.1 IMPACT OF MANAGEMENT THEORIES ON THE ORGANISATIONAL SUCCESS 

"An organization's success depends on its responsiveness to customers-whether it can satisfy their needs" (George and Jones, 2011).  Organisational success is also defined through employee’s behaviour, which is connected to higher job performance and job satisfaction. 
Whole Foods accredits its success and growth to an organisational management structure, that focuses on values, that promote making the world and individual’s lives better and benefit employees, suppliers, customers, and environment (Cheretis and Mujtaba, 2014). Whole Foods through its excellent management strategies has achieved strong, financial sustainable performance and growth over the last years. Whole Foods has shown growth in revenues and gross profit, demonstrating a strong ability to cooperate with its suppliers to create profitability at the exchange of goods. Whole Foods increased its profit by providing more value to customers reducing costs by making operations more effective. 
Organisational culture and values are a source of competitive advantage and mediator between people management and company productivity (Tshukudu, 2014). Whole Foods has a strong organisational culture and shared values that determine the principle of doing things within the company and are reflected in employees’ attitudes to work and behaviour (Tshukudu, 2014). 
 Organisations, where employees behave according to organisation’s values are more successful (Barrett, 2017), as their staff have higher work satisfaction and motivation level. Employees not only use their energy, creativity, and enthusiasm to achieve organisational goals but also are more reliable for clients.
Whole Foods management strategies lead to organisational success which is measured by consumers happiness, employee’s excellence, commitment and satisfaction, a profit growth higher service quality, environmental improvements, and community support. (Cuenllas, 2013).  This leads to the conclusion that management strategies based on values and ethical behaviour are an excellent choice.

2.2.2 WHOLE FOODS VALUES, BELIEFS, ATTITUDES TO EMPLOYEES AND CUSTOMER BASE


According to Whole Foods CEO (Cheretis and Mujtaba, 2014), employees are responding to organisational values with enthusiasm, because they believe in them. 
Employees are the Whole Foods brand ambassadors; they fulfil the business’s purpose and behave accordingly to organisation core values. They represent the company with enthusiasm and passion; therefore customers service becomes authentic and natural. Whole Foods is passionate about helping people to eat well, improve the quality of their lives and passion is the right word to show how service is provided to customers. 
Employees appreciate the match between their and organisational values more than reimbursement. Individuals prise more how they feel in the company compared to how much they are paid for the work (Gorenak and Kosir, 2012).
When the employees oversee their own careers, they will work much harder and will positively impact on customer relations, which helps the supermarket maintain a high level of customer satisfaction (Cuenllas, 2013) and loyalty to the business (Titov and Urmanova, 2017). To ensure employees engagement and productiveness, retail leaders should consider employees diverse of backgrounds, ages, generations, cultures (Mujtaba and Franklin, 2007) and choose appropriate management styles.
The company beliefs that, the more satisfied employee will lead to a higher degree of customers service. 
Whole Foods agree with Peter Drucker statement, that the customers are the reason for a success of any organisation. The primary core value for Whole Foods is to satisfy their customers. It is important to retain consumer in the ethical manner that will build customers' loyalty to the business. Organisation values are used as a strong marketing tool, to inspire customers, increase their satisfaction and loyalty to the business (Titov, Umarova, 2017). Organisation values encourage potential clients to buy product or service offered by the company and help an audience identify with, and stay loyal to the brand, rather than switching between business and competitors. That is the first commitment supermarket’s employees, to provide excellent customer service and acknowledged them of the healthy food advantages they are selling.
Aligning company’s ethics-based values with consumers values will determine loyalty even though competitors offer organic goods. Costumers are connected to the bigger picture, as Whole Foods values positively affect the word and environment.
 The importance of a stakeholder's value is often overlooked, where enterprise is concerned with profits to please shareholders. Cravens and Piercy (2013) research suggest that costumers with ethical standards make up a distinct segment in many markets, with a willingness to pay higher prices for ethical products, and more inclination to punish producers of unethical products.’ 
Whole Foods stays on top of trends and customer expectations. For example, if research shows that kale has more health benefits than spinach, Whole Foods stocks up on more kale and limits spinach. They also educate their customers via social media of any new trends by considering health and food-related information. Whole Foods maximises the customers shopping experience through frequent food sampling, attractive displays, available help. 
One of the Whole Foods value is to create win-win relationships with their suppliers to remain successful and profitable. Some enterprises use global outsourcing to limit costs. 
Whole Foods depends on its suppliers to provide fresh and certified organic food for valued consumers. To create win-win relationships with suppliers, the company supports local farmers. This satisfies all the stakeholders because suppliers save money on transport costs, the environment gets less polluted. Whole Foods provides guidelines on packaging and the quality of food and drop a supplier even if it is profitable for the company. For example, the company dropped Chobani yoghurt, because they failed to comply with supplier requirements. That decision has been made because the milk was from cows who were fed on genetically engineered crops  (Cheretis and Mujtaba, 2014).
To satisfy consumer needs, workforce values should be assimilated to the purpose of the company. Co-CEO Walter Robb stated that what makes a successful company is team members who demonstrate their passion and dedication to Whole Foods values. The company believes that an employee’s happiness and health are essential, which is why they invest in their personal and professional growth (Whole Foods Market, 2013). 
The final stage of The RED Model is to draw a conclusion.
Conclusion 

Whole Foods promotes core values that demonstrate the importance it gives to its employees, suppliers, customers and the environment. These values require a strong code of ethics and socially responsible behaviour. These ethical standards carry through conscious capitalism. Conscious capitalism extends off behavioural management and Theory Y philosophies that seek profits through valuable employment. When making decisions Whole Foods utilises a combination of organisational culture, customers, employee values to maximise success. Since their organisational culture is based on delivering value to all stakeholders, it is congruent with the principles of market-based and value-driven management. Whole Foods can teach other companies the benefits of pursuing long-term value and be an example of why businesses who do not implement this type of management philosophy fail in the long term. The main recommendations for Whole Foods are to re-examine the way they value and handle competitors to ensure their ethical standards and reputation are not questioned. Also to find new ways to add value to customers.  
Whole Foods is not just responsible for financial success. Company’s CEO argues, that numerous of capitalistic enterprises failed because they focus on maximising profit as the main goal of maintaining business. The organisation concentrates on quality over quantity by adding value to a target market of ethical and valuable costumers that in return satisfy the rest of their stakeholders.
Whole Foods attributes its financial success and position as one of the top 100 companies to work for 17 years in a row to its organisational culture and management philosophy.  One of the UK’s best companies to work for, their focus on company values and employee engagement is high on their agenda.
Promoting a culture that considers the ethical consequences of actions and that acts socially responsible to maximise good in the world has proven to be more important to costumers and effective in retaining them than direct marketing schemes that are unsustainable 
Whole Foods credits its success and sustainability to its management philosophy known as conscious capitalism. Maintaining happy shareholders, profits come naturally as a result of their values but are not the primary objective.
The management practices of Whole Foods offer many lessons on how to create value and serve consumers to encourage frequent visits and long-term loyalty.  Whole Foods proved that, by focussing on employee’s core values and customers, it is possible to get a real Competitive Advantage. (Cuenllas, 2013).
In summary, clear and shared values are the most important indicators for the organisation’s long-term success. Organisation’s values are expressed in an individual’s behaviour where employees are more motivated, committed, satisfied, and loyal. Shared organisational values will also result in the satisfaction of stakeholders, for instance, encourage loyal and satisfied customers.
The researcher believes that Whole Foods has achieved this, with its CEO's "conscious capitalism " creed. Building on market-based and value-driven management philosophies, conscious capitalism seeks to add value for all stakeholders, not just focus on near-term profits. It focuses on seven core values that benefit employees, suppliers, customers, the environment, and education underpinned by the company's strong code of ethics and socially responsible behaviour. Management believes this approach generates employee and customer loyalty and long-term success for the company
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Appendix

Description of theories which have huge impact on conscious capitalism 
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‘Values drive behaviour’ (Mujtaba and Cavico, 2013).

WHOLE FOODS CORE VALUES:

THE HIGHEST QUALITY OF ORGANIC PRODUCTS,
EMPLOYEES AND CUSTOMERS HAPPINESS,
CREATING WEALTH THROUGH PROFITS AND GROTH
HEALTY RELETIONTIPS WITH ALL STEAKHOLDERS
WIN-WIN PARTNERSHIPS WITH SUPLIERS

(Mackey and Sisodia, 2013).
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