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Organizational values play an increasingly important role in contem-
porary organizations — they intertwine all segments of business and
greatly affect the direction of the organization’s business strategy. The
purpose of this paper is to note that the organizational values that per-
meate all business segments under modern business conditions form
the foundation for the excellence of business organizations. In this re-
gard, we first introduce Kanji's Business Excellence Measurement Sys-
tem (KBEMS) as a starting point for understanding business excellence.
According to KBEMS, business excellence is determined by measuring
the satisfaction level of customers, employees and other stakeholders
to obtain a comprehensive assessment of organizational performance.
Specifically, KkBEM S consists of two main aspects-leadership and or-
ganizational values. In the central part of the paper, we present a case
study of Yum! Brands, one of the world’s largest fast food companies.
Particular emphasis is placed on the detailed presentation and expla-
nation of the basic organizational values of Yum! Brands Company
based on two sources of information-espoused values listed on the
official web site of the company and various external sources of infor-
mation from which external stakeholders assess the company’s value
orientation. Finally, we analyzed the organizational values of Yum!
Brands from the perspective of kBEMS. This case study shows that or-
ganizational values are the real foundation for business excellence in
Yum! Brands. In this context, we considered the relationship between
organizational values and key components of kBEMs. This study can
therefore serve as an example of putting organizational values into the
function of increasing organizational performance, with the ultimate
goal of creating organizational excellence.
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Introduction

Values have always played an important role in the lives of people.
Values have built not only relationships between people but among
society as a whole. Along with the development of society, business
have also evolved, and thus, business relations have been increas-
ingly permeated with values that prevail in societies. Ultimately, the
importance of managing organizational values, to a large extent, was
identified in the 21st century, during which organizations acted un-
der the conditions of globalization and business expansion around
the world. Globalization is one of the main reasons why contem-
porary organizations need to adapt to different cultures and value
systems.

As social values relate to an individual and society as a whole, or-
ganizational values apply to employees individually and to the com-
pany as a whole. The existence of organizational values largely gov-
erns the relationships within organizations. Organizational values
determine the ways in which employees work in certain situations,
so they can also accelerate business processes and decision-making.
It is known that organizational goals are a very important element
of modern organizations. When management sets goals, it is very
important that these goals are aligned with the organizational val-
ues that have been established and with which each organization’s
member must comply.

All of the above-mentioned points show that organizational values
play an increasingly important role in the business activities of mod-
ern organizations. Organizational values are an important element of
an organization’s excellence in business. Business excellence, which
is currently manifested by achieving top results in all areas of the
business, would not be possible without clearly defined principles
that all of an organization’s members must follow and apply in ev-
eryday activities. Therefore, the importance of organizational values
in contemporary business is clear.

Organizational values and business excellence are related con-
cepts because without organizational values that run every-day work
activities and are manifested through day-to-day business practice,
it is impossible to achieve business excellence in any business seg-
ment. Organizational values are the guiding principle for manage-
ment and employees and have the aim of achieving top results and
greater effectiveness. The role of balanced organizational values is
particularly emphasized, with the aim of satisfying the interest of
different stakeholders at the same time, which is, in some way, based
on business excellence itself. Achieving top performance in all seg-
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ments of business is an important challenge for modern organiza-
tions, which also helps them achieve the goal of being recognized
for overall business excellence.

In this paper, we first consider the concept of organizational values
and contemporary trends in organizational values research. Then,
we present the concept of business excellence based on organiza-
tional values. Finally, we analyze the organizational values of the
Yum! Brands Company from the perspective of the concept of busi-
ness excellence and present conclusions and implications for further
research.

Literature Review
DETERMINING THE CONCEPT OF ORGANIZATIONAL VALUES

Values have been studied by many people throughout history. How-
ever, the first scientific research that recognized certain rules and
the impact of organizational values on businesses was performed
recently. In establishing the value dimension as an important link
in business success, Rokeach (1973) made a special contribution
to the literature. According to Rokeach, values are persistent be-
liefs that certain modes of behavior, or the ultimate social condi-
tion, are more acceptable than the opposite behaviors and/or states.
Schwartz (1992) defines values as desirable goals of different impor-
tance and as priorities that transcend specific situations, where the
same priorities act as guiding principles in human life. From these
two definitions, it is clear that values are the foundation of a com-
pany or individual when they are making decisions or taking certain
actions.

When we look at an organization as an entity, we can say that each
organization has and develops its own specific values. Organizational
values can be defined as a set of ideas and beliefs that an organi-
zation’s members should take to achieve organizational goals and
ideas on behaviors that they should follow (Sikavica, Bahtijarevi¢-
Siber, and Polo3ki Voki¢ 2008). Enz (1988) agreed with this view and
states that organizational values are the beliefs of an organizations’
members about the goals and means that organizations must iden-
tify in business. Lencioni (2002) claims that organizational values are
the basic principles that govern all organizational activities. We can
therefore conclude that organizational values play an important role
in the business of modern organizations; the acceptance of organi-
zational values as the fundamental principles of business is the basis
for the success of achieving organizational goals.
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CONTEMPORARY TRENDS IN THE STUDY OF ORGANIZATIONAL
VALUES

Viewing organizational values with greater importance gradually led
to a change in research on this topic, resulting in a typology of or-
ganizational values with several different types of values. Organi-
zational values can be divided into (at least) seven characteristic
types (according to Malbasi¢ 2011): (1) goals and the methods of
their achievements (terminal and instrumental values); (2) impor-
tance for the organization (core and operational values); (3) orga-
nizational tendency for organizational changes (defensive, stabiliz-
ing and growth values); (4) acceptance within an organization (es-
poused, actual and desired values); (5) representation, i.e., unifor-
mity in an organization (prevailing or shared and additional values);
(6) their historical context (old and new values); and (7) the level of
formalization (implicit and explicit values).

One of the most important classifications of organizational values
is the classification according to whether the organizational values
are espoused, actual or desired values. Espoused organizational val-
ues are those for which organizations state that they govern their
business activities (Hultman and Gellerman 2002). These values can
often be found in organizational acts or are highlighted on the com-
pany’s website. On the other hand, actual organizational values are
the values that actually govern the current organizational behavior.
Regardless of whether they are clearly stated in organizational acts
or whether organizations are not aware of them, they really affect
day-to-day business activities (MalbaSi¢ 2011). Desired organiza-
tional values are the values to which an organization wants to move
towards and that the organization seeks to be the future foundation
on which it will build its business. Desired organizational values can
also be read from an organizational vision that depicts the direction
in which the organization is going, and for that reason, these val-
ues are a great help to organizations that have defined good visions
(Hultman and Gellerman 2002).

From contemporary research on organizational values, we must
mention a growing research interest in balanced organizational val-
ues. The concept of balanced organizational values is based on the
stakeholder approach suggested by Freeman (1984), the main idea of
which lies in the need to meet the interests of various stakeholders,
and to meet these interests, organizational values must be balanced.
There are several models of organizational values through which dif-
ferent authors have tried to explain the basic idea of balanced orga-
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nizational values. A recent approach is a Mission-based model of or-
ganizational values (Malbasi¢, Rey, and Potoc¢an 2015.). This model
is based on the idea of Cardona and Rey (2008). The basic cate-
gories of organizational values under this model are: business val-
ues, relational values, development values, and contribution values.
The Mission-based model of organizational values assumes that, to
some extent, values from all four fundamental categories should be
represented in a particular organization, given that each category of
values is directed towards specific stakeholders. The same principle
is based on the development of an organizational mission that com-
municates messages to different stakeholders.

Since it has been recognized that organizational values are in-
creasingly becoming the foundation of modern business, future re-
search on organizational values should connect the concept of orga-
nizational values and business excellence, which is one of the new
trends in the study of organizational values. One of the first au-
thors who connected organizational values and business excellence
is Kanji - his business excellence measurement system is based on
two important aspects: leadership and organizational values (Kanji
2002). In that sense, Kanji's system plays an important role in con-
necting organizational values and business excellence.

BUSINESS EXCELLENCE BASED ON ORGANIZATIONAL VALUES

It is evident that organizational values play an increasingly impor-
tant role in modern business organizations. Organizational values
are intertwined with all segments of business activities and greatly
affect the direction of the business. By incorporating organizational
values across all segments of business, values under modern busi-
ness conditions for the foundation for business excellence (Kanji
2002; Kanji and Moura e Sa 2002; Zdrili¢ and Dul¢i¢ 2016).

Business excellence can be defined as a high level of maturity of
the management of an organization and its achievement of results
(Zdrili¢ and Dulci¢ 2016, 147). Excellent organizations are those that
are trying to satisfy all interested parties via their achievements, how
they achieve their goals and what they can achieve in the future.
To achieve business excellence, it is important to focus on both fi-
nancial and non-financial performance measurements. Likewise, to
achieve business excellence, it is important that organizations apply
the principles of total quality management (TqQM) (Zdrili¢ and Dulci¢
2016).

Kanji (1998) defined business excellence as a way of measuring
the satisfaction of customers, employees and other stakeholders to
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FIGURE 1 Kanji's Business Excellence Measurement System
(adapted from Kanji 2002, 1117)

obtain a comprehensive assessment of organizational success. In
this regard, he also developed Kanji’'s Business Excellence Measure-
ment System (kxBEMS). Kanji's system is another important contribu-
tion to measuring business excellence, along with well-known mod-
els, such as the ErQm Excellence Model, Balanced Scorecard (Bsc),
Deming Circuit, Ericsson’s Business Excellence Model, and many
others. This system, besides being recognized as another impor-
tant system in a multitude of business excellence models, has also
contributed to connecting the concepts of organizational values and
business excellence.

KBEMS is based on Kanji's Business Excellence Model (kBEM) and
Kanji's Business Scorecard (xBs). This system specifically takes ex-
ternal and internal stakeholders of organizations into account in a
special way through two fundamental aspects: leadership and orga-
nizational values. Figure 1 shows Kanji's Business Excellence Mea-
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surement System. KBEMS consists of two main parts-one part is fo-
cused on leadership (Part A) and the other part on organizational
values (Part B). Through a customer focus, process improvement,
people performance and a culture of continuous improvement, lead-
ership leads to excellent performance, which means that leaders
are the most important driving force for achieving business excel-
lence.

On the other hand, through process excellence, organizational
learning and pleasing stakeholders, organizational values also lead
to excellent performance. Both parts-leadership and organizational
values-should be applied simultaneously because they form a com-
plementary model of business excellence. The difference between
these two parts in kBEMS lies in the fact that leadership is more con-
centrated on internal stakeholders, while organizational values are
more concentrated on issues relevant to external stakeholders of or-
ganizations. In order for a given organization to have a finite index
of business excellence, it is necessary to sum both parts (leadership
and organizational values), divide by two, and multiply by ten. From
this model, it is clearly seen that organizational values, together with
the variables of leadership, are the foundation for achieving business
excellence. Moreover, the organization will hardly be excellent if its
business excellence measurement system is not related to or based
on organizational values (Kanji 2002).

A Case Study of a Company Whose Business is Based
on Values and Business Excellence: Yum! Brands, Inc.

ABOUT YUM! BRANDS, INC.

Yum! Brands is one of the world’s largest fast food companies. In
addition to doing business in the United States, the company also
operates in 130 countries around the world, with over 60,000 em-
ployees and 1.5 million associates. This multinational company was
founded in 1997 by a spin-off of three fast-food chains from Pepsi
Co, Inc. The fast food chains that emerged from the company were
run under three distinct brands: xrc, Taco Bell and Pizza Hut. To en-
sure the successful business activities of these chains in the market
after the spin-off process, it was necessary to set up a new company
that would unify the business operations of all three chains; thus,
Yum! Brands was created. The headquarters of the newly founded
company is in Lousville, Kentucky. David Novak was appointed ex-
ecutive director of the company until the end of 2013, when he was
replaced by Greg Creed (see http://www.yum.com). In 2017, accord-
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ing to data from its annual report, the company took 472nd place on
the Fortune 500 list of the largest companies in the world.

ESPOUSED ORGANIZATIONAL VALUES OF YUM! BRANDS INC.

For a long time, Yum! Brands has devoted considerable attention to
communicating its core values. For this purpose, Yum! Brands have
developed a special brochure representing their organizational val-
ues and explanations of what each value means for the company.
The organizational values that drive Yum! Brands have become the
main driving force of all their business activities as well as of other
socially responsible businesses. Table 1 shows the espoused orga-
nizational values of Yum! Brands, along with explanations of what
each organizational value means for the company.

Based on the espoused values of Yum! Brands, we can recognize
six core organizational values-trust in employees, an orientation to-
ward customers, aspiration to success, knowledge-based business,
teamwork, and recognition of the best employees. Yum! Brands is
a multinational company, and for that reason, it is very important
that it has defined universal organizational values pertaining to all
of its branches and restaurants around the world so that the defined
organizational values help achieve success and business excellence.
Yum! Brands is trying to make both its employees and customers
aware of these organizational values.

Aside from presenting organizational values, the Yum! Brands
company’s website shows many examples of how these values are
lived in everyday practice. Since 2012, the company has participated
in an international study named Great Place to Work (GpTw), which
examines certain segments of work and employees’ relationships in
organizations, all with the aim of examining employees’ satisfaction.
In 2014, 91% of Yum! Brands employees participated in the survey,
and 81% of the participants said that Yum! Brands is a great place to
work. To provide the professionalism of its employees in providing
quality services, Yum! Brands has introduced training and mentor-
ing programs. Furthermore, Yum! Brands argues that focus, think-
ing, and action are the three elements that are important for achiev-
ing successful results with employees (see http://www.yum.com).

FURTHER INFORMATION OF THE VALUES OF YUM! BRANDS, INC.

For a more complete picture of Yum! Brands’ organizational values
and to assess the extent to which the company’s activities are con-
sistent with the values that they promote, it is also necessary to con-
sider some external sources of information. This approach allows for
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TABLE 1 Espoused Organizational Values of Yum! Brands, Inc.

Organizational Explanation of organizational value
value

Believe in all We trust in positive intentions and believe everyone has the poten-

people tial to make a difference. We actively seek diversity in others to ex-
pand our thinking and make the best decision. We coach and sup-
port every individual to grow to their full capability.

Be restaurant We love running great restaurants, and our customers rule. We act
and customer with urgency to ensure every customer sees it and feels it in every
maniacs ... restaurant. We make sure we have great RGMs who build great
Now! teams. We are maniacal about the rigorous execution of our core
processes to deliver our Brand Standards as our #1 brand building
initiative. It's the foundation for making customer mania come alive.

Go for break- We begin by asking ourselves, “What can I do Now to get break-

through through results in my piece of Yum?!" Our intentionality drives step
change thinking. We imagine how big something can be and work
future-back, going full out with positive energy and personal ac-
countability to make it happen.

Build know We grow by being avid learners, pursuing knowledge and best

how practices inside and outside our company. We seek truth over har-
mony every step of the way. We consistently drive outstanding ex-
ecution by scaling our learnings into process and tools around
what matters most. Breakthroughs come when we get people with
knowledge thinking creatively.

Take the hill We team together to drive action versus activity. We discuss the

teamwork undiscussable, always promoting healthy debate and healthy deci-
sions. Our relationships allow us to ask the earth of each other. We
make specific verbal contracts to get big things done with urgency
and excellence.

Recognize! We attract and retain the best people and inspire greatness by be-
Recognize! ing world famous for recognition. We love celebrating the achieve-
Recognize! ment of others and have lots of fun doing it!

NOTES Adapted from Yum! Brands (http://www.yum.com).

a more objective consideration of organizational values, and in this
way, we can test the extent to which the espoused values match the
actual values, i.e., the values that really affect the organizational be-
havior and the decisions that are made in the company.

One of main organizational values of Yum! Brands is its orien-
tation towards customers. This organizational value represents that
customers are most important factor, and the company’s goal is meet
customers’ needs and ensure a pleasant stay for them in their restau-
rants. This organizational value also refers to removing and rem-
edying the disadvantages associated with the inconvenience that
customers might encounter in the company’s restaurants. Over the
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years, Yum! Brands experienced some inconveniences on several
occasions, such as what happened in Mississippi in 2014, when the
family of a girl who had been attacked by a dog accused a restaurant
employee of forcing them to leave the restaurant. Since news of the
incident rapidly spread to the public through social networks, man-
agement reacted quickly with a public apology to the family, initiated
an internal investigation, and committed to pay a certain amount of
money to treat the girl (Fray 2016). In this way, the company wanted
to show concern for their customers because for Yum! Brands, feel-
ings toward their customers are important and they want to ensure
that customers feel comfortable when visiting their restaurants, re-
gardless of their physical appearance or any disease. Although the
investigation showed that the reported incident did not occur and the
family refused to receive money for the treatment of the girl, Yum!
Brands donated money to the foundation of one plastic surgeon who
offered medical assistance to the girl (Fray 2016). This case shows
great care for its customers by Yum! Brands and how this company
seeks to compensate for and remedy the consequences of possible
damage to its customers.

An important business segment of Yum! Brands is also talent man-
agement. This concept appeared in the professional literature at the
beginning of the 1990s. This concept is largely oriented towards
the development of human resources in enterprises. To keep up
with global trends, Yum! Brands has embedded this concept into its
business and is trying to develop the human potential of employ-
ees (Sinha and Kumar 2012). By developing human resources, Yum!
Brands seeks to contribute to better development and to increase its
competitiveness on the market. By placing an emphasis on human
resource development, Yum! Brands ensures a better development
of the entire business and obtains a greater ability to adapt to new
trends that occur in the market.

Yum! Brands also saw a great opportunity for sharing informa-
tion through social networks (Sinha and Kumar 2012). Using so-
cial networks is particularly useful for sharing information between
the company’s employees and communicating ideas and values that
show that Yum! Brands cares for existing and potential customers.
Using social networks has the great advantage of allowing commu-
nication between employees in different countries. In this way, com-
munication between employees becomes simpler and cheaper for
the company.

An important segment in the company’s business is also the lead-
ership that is responsible for making the most important decisions.
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There is a large problem for the company in regard to a change in
leadership because there are problems with introducing a leader-
ship change and there is the possibility of conflict between employ-
ees and the new leadership. To eliminate the problems associated
with a leadership change, Yum! Brands conducts so-called executive
leadership development. This method of leadership development is
based on the fact that existing managers are involved in the devel-
opment of future managers, i.e.,, current managers are the mentors
of future managers (Groves 2007). Through the use of this model of
future leadership development, the company prevents the potential
difficulties of new leadership in running the company and reduces
possible conflicts between employees and new leadership. The ad-
vantage of this method is that it is based on mentoring, or more pre-
cisely, existing managers help future managers to develop the skills
that they need to perform certain managerial jobs.

In addition to trying to create additional value for its sharehold-
ers, Yum! Brands is striving to help endangered people around the
world. To achieve this goal, Yum! Brands has been a partner of the
World Food Program (wrp) since 2007 (Kraak et al. 2012). The fun-
damental objective of this organization is to fight hunger in all parts
of the world. Yum! Brands helps this organization through donations
to one of its programs — World Hunger Relief Campaign, which has
provided more than 148 million meals, and in the period from 2007
to 2014, secured a donation in the amount of more than 185 million
dollars (Emberland 2014). This support shows that Yum! Brands is
actively participating in helping the most vulnerable people around
the world and to create a better society. By engaging in socially re-
sponsible activities, Yum! Brands wants to show its human side and
wants to contribute to the company’s betterment.

BUSINESS EXCELLENCE OF YUM! BRANDS BASED ON VALUES

The previous section provides an analysis of the espoused organi-
zational values of Yum! Brands, which are recognized through the
activities that the company undertakes. Yum! Brands achieves busi-
ness excellence in all areas of their business operations, as indicated
by achieving top business results, social responsibility and care for
employees and customers. The business excellence of Yum! Brands
is also oriented towards external and internal stakeholders. There-
fore, the business excellence of Yum! Brands can best be described
through kBEMS, which is based on leadership and organizational
values and thus focuses on internal and external stakeholders.
Leadership has a major role in achieving business excellence, and
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Yum! Brands is a company that devotes great attention to leader-
ship through the introduction of executive leadership development
in which the existing leadership is involved in the development of
future leadership through mentoring. On the other hand, leadership
plays an important role in customer orientation, managing talent,
human resource development and fostering a culture of continu-
ous improvement. This role is manifested through customer care
and efforts to overcome any inconvenience that may arise with cus-
tomers, as shown in the example of the girl who was attacked by
a dog. Furthermore, management also cares about their employees
and their career development, which led 81% of employees in the
survey conducted in 2014 to express satisfaction with their work at
Yum! Brands. The company’s overall business is focused on a cul-
ture of continuous improvement that is reflected in the leadership’s
dedication to facilitating work and communication within the com-
pany, monitoring trends in information and communication tech-
nology and introducing social networking for employees across the
globe.

Another important aspect of Yum! Brands business excellence is
reflected in its organizational values, which are the foundation of
the company’s business. Yum! Brands highlights six fundamental or-
ganizational values: trust in employees, customer orientation, aspi-
ration to success, knowledge-based business, teamwork, and recog-
nition of the best employees. Organizational values are intertwined
with the core philosophy of leadership that emphasizes employees,
customers, learning and teamwork. In the previous section, there are
several examples that confirm that these values are actually present
in the organization and affect the company’s decision-making. The
organizational values are also strongly influenced by the achieve-
ment of the satisfaction of all stakeholders, which is particularly ev-
ident through the company’s socially responsible business. Namely,
Yum! Brands devotes a large amount of attention to humanitarian
work and environmental protection. The company is actively in-
volved in making donations to the most vulnerable people in the
world who are struggling with poverty and hunger. Likewise, Yum!
Brands is actively involved in reduced environmental pollution by
utilizing spent fuel oil from fryers.

All of the above evidence suggests that Yum! Brands’ business ex-
cellence is based on strong leadership and organizational values.
Based on the evidence presented, the Yum! Brands business ex-
cellence model is shown in figure 2. The model clearly shows two
fundamental aspects of business excellence-leadership and organi-
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FIGURE 2 Yum! Brands Business Excellence Model

zational values, and within these two aspects, the underlying prin-
ciples that affect the company’s business excellence are presented.
Leadership through mentorship of future leadership, orientation to
customers, orientation to employees and a continuous improvement
culture, along with the six organizational values that lead to orga-
nizational learning, pleasing the stakeholders and taking corporate
social responsibility, ultimately produce business excellence.

This business excellence model is manifested through a success-
ful business, satisfied employees and responsible membership in the
community.

Conclusion

Organizational values are the subject of much research in contem-
porary management practice as well as in the business world. Or-
ganizational values play an important role in the business activ-
ities of modern organizations because they influence a business’
strategy and its way of making decisions, which ultimately greatly
influences its organizational effectiveness. Contemporary research
places an increasing emphasis on balanced organizational values
that are aimed at satisfying the needs of all stakeholders of orga-
nizations. Organizational values play a key role in achieving full ex-
cellence in all areas of business.

NUMBER 3 - FALL 2018



Ivan Malbasi¢, Bruno Beluzi¢, and Nikolina Posaric¢

This paper contribute by recognizing the connection between the
concept of organizational values and business excellence, which
is based on the kBEMs. The KBEMS combines two main aspects-
leadership and organizational values-as two key elements that have
an impact on achieving business excellence in the organization.
Therefore, in this paper, the case of the American company Yum!
Brands is presented as an example of a company whose business is
based on organizational values and business excellence.

By analyzing the espoused organizational values of Yum! Brands,
as well as by taking into consideration some external sources of
information, we created Yum! Brands business excellence model,
which is based on strong leadership and six core organizational val-
ues. Leadership through mentorship of future leadership, orienta-
tion to customers, orientation to employees and a continuous im-
provement culture are the organizational values that are the founda-
tion for organizational learning, pleasing the stakeholders and tak-
ing corporate social responsibility-all of which lead to Yum! Brands’
business excellence. This business excellence is manifested through
a successful business, satisfied employees and a responsible mem-
ber of the community.

Yum! Brands is a good example of how organizational values can
be used to achieve excellence in all areas of business. The business
model of Yum! Brands, which is based on organizational values and
business excellence, can also serve as an example for other organiza-
tions that want to improve their business and operate in accordance
with the concept of business excellence to achieve top business re-
sults and the satisfaction of all stakeholders.
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