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 “Leading by values” is the best!

Please read this information!  

It could not only help your chapter or colony improve itself …

It could save your chapter as it is saving ours.

The following is by Pulitzer Prize winning author Mary Oliver.  We feel it speaks to some of the theme of our story:  a call to openness and action and risking new approaches to long-unresolved challenges – and brotherly bond, a guiding star, and legacy.  We found these attributes to be key to culture-changing-leadership at Epsilon Rho.

Like Magellan, let us find our islands
To die in, far from home, from anywhere
Familiar. Let us risk the wildest places, 
Lest we go down in comfort, and despair. 
For years we have labored over common roads,
Dreaming of ships that sail into the night.
Let us be heroes, or, if that’s not in us,
Let us find men to follow, honor-bright.
For what is life but reaching for an answer?
And what is death but a refusal to grow?
Magellan had a dream he had to follow.
The sea was big, his ships were awkward, slow.
And when the fever would not set him free,
To his thin crew, “Sail on, sail on!” he cried.
And so they did, carried the frail dream homeward.
And thus Magellan lives, although he died.
LEADING BY VALUES

INTRODUCTION
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Welcome to “Leading By Values”, the brief story of how a long-established, and very proud, Delta Sig chapter is finally accomplishing significant culture change in leadership, decision-making, and conduct.

This booklet was put together for our 2013 National Convention in the hope that Epsilon Rho’s work-in-progress may benefit the active and alumni leadership of brother chapters and colonies.  We came to our National Convention with 500 copies to give away.

We chose a values-based leadership approach because recent research shows a direct relationship between organizations that intentionally and consciously lead by values - and the positive results the organizations achieve.  

Our “Leading By Values” model is based on studies, research, and principles brought out in Jim Collins’ books.  My ACB’s approach in coaching our active chapter leadership has strongly drawn from the principles of “servant leadership” by Robert Greenleaf.

ACB introduced our values-based leadership model one year ago.  It was accepted in concept by our active membership.  Through joint discussions, the chapter debated, and finally chose, a set of core values it wanted to live-by, both in chapter governance and personal conduct.  Conduct, decisions, and actions are the true test of owning the values – the true character of an organization.  

A values-based model was chosen for other reasons also.  

Various forms of traditional top-down command-and-control type management by prior ACB’s had not proven adequately successful.  The chapter drifted, morphed, and was in-and-out of various troubles with its internal operations, campus, and national.  This behavior was inconsistent with excellence and our chapter and national goals.

We felt that an important component of a successful leadership model would be that our actives make good decisions on their own - even when no one was watching.  Our chapter and host university are located in a small town that is geographically isolated and difficult for our alumni to travel to.  Because our young men must govern without an alumni group regularly present, we chose a model which provided points of guidance.  These are values, and because our actives co-created them with ACB, we felt our men would follow them due to their buy-in.  We felt that such a system would reduce risk to our chapter and help our men grow.  

We are finding that our actives have a much higher commitment, whether alumni are present or not, to the chapter’s purpose, values, supportive behaviors, and rules - because they helped to design them.  Previously, chapter compliance with alumni-developed rules was largely limited to when alumni leaders were present.

Alumni of our first four decades (1950-1989) frequently told ACB that, as students, they pledged our chapter because its men lived by “High Ideals.”  Our older alumni wanted our chapter to return to, and be known for, this practice.  They couldn’t always define “High Ideals” but knew they had them.  In the books Built to Last and Good to Great, Jim Collins makes it clear the ideals (values) of any organization must be explicit and integrated in the behavior of the individuals across the organization.

Our objective in creating this booklet is not to be disruptive, disrespectful, nor rebellious.  We love our fraternity and would like to see us truly be the best Fraternity in the nation.  By best we don’t necessarily mean by size - but rather in size-of-impact.  To us, size-of-impact means the behaviors that accelerate our contributions to our brotherhood, host university, community, and country.

We love Delta Sigma Phi.   The fraternity experience has truly made us better men and enriched our lives.  Delta Sigma Phi is a family.  To our brothers, to our family, we ask you to read on.  

I would be honored to receive your feedback, questions, or other thoughts.    

Y.I.T.B.O.S.,

Bob “Ace” Veazie   

ACB President

Epsilon Rho Chapter

CAL POLY / SLO (California)

followthearrow@hotmail.com
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Why do we like “Leading By Values”?  

It provides coherence to self-created, and self-managed, orderly guidance - led by those at the local level.  When you have time, please see the last page of this pamphlet for an excerpt from So Far From Home, by Meg Wheatley.

Epsilon Rho’s outgoing Chapter President, Sam “Crumpet” Tearle, class of Spring 2010, shares the experience of his Executive Board with Leading By Values.

“I highly encourage all the chapters of Delta Sigma Phi to develop a core set of values, define their behaviors so you know what they mean, and put them in a process to make sure the guys and chapter are matching up to them.   
 
We met with the ACB over a year ago and developed our values and definitions.  On multiple occasions this last year, I had the entire chapter rate how we were living against them.  This was huge in how we led our way out of some past undesirable behaviors into the best fraternity on campus.

 
I feel without the clarification of our values, and the ongoing connecting to them, we'd be far less ahead.  As well, we use our values to rush the right men and the values are taught to pledges in the first few weeks of pledging.  This way they know exactly what we stand for at Delta Sigma Phi Epsilon Rho.  Leading By Values has made my Presidency easier.  It draws our entire chapter together to be our best.  Others see how we are significantly different...for the far better.  We have more volunteers, more leaders on campus, more philanthropy and less "dead wood" in our chapter membership!" 

“We are Delta Sigma Phi.  We will be the best Fraternity in the nation by 2025.”

In our discussions at Epsilon Rho we asked ourselves what differentiates, or should differentiate, Delta Sigma Phi from other fraternities.

What is it to be the best?

Fast Rewind – A Few Hundred Years

Magellan, Columbus, Cook, and more….

The aim was to seek riches from afar.  Yet, there were no maps, no means to ensure safety and success.  In fact, there was only one way to know what bearing you were on when journeying without guide-posts or landmarks.  This was the North Star.  Pointed to by the last two stars of the bucket of the Big Dipper, sitting as the last star on the handle of the Little Dipper, the North Star was their only guidance.   

Without a “North Star” all could be lost.

Fast Forward - To The Year 1900

Across America, life was changing rapidly.  Previously, since the beginning of our country, farming had been the focus of almost everyone.  Farming was survival.  Families had property, they hunted, they grew crops and stock, and this lifestyle made for long and tiring days.   

As the industrial revolution accelerated, people became more concentrated in cities, and slowly acquired increased free time.  Out of social concern, many organizations such as Boy Scouts, YMCA, Fraternities, etc. developed to provide young people with opportunity, structure, and activities useful to society.  These organizations provided value-sets to help guide youth.

I share the following scouting example because it has a direct bearing on our implementation of a values-based conduct and leadership model for our chapter.  

In 1910 the Boy Scouts of America was formed under the leadership of Baden Powel.  It has adult servants with the purpose of helping to grow young men in skills and character.  Youth needed a guiding “North Star.”  Then as today, that same North Star - of values - guides the organization.  It is called the Boy Scout Law – a set of 12 values.

To focus further on service in the Boy Scouts, an internal branch of the organization, called the Order of the Arrow, was created.  E. Urner Goodman, a pastor with high ideals (spiritual-based values) co-created this group.  For over 100 years, election to this group has been by the vote of peers and based on service and spirit to others and the troop.  After a year of service in the Order, you are eligible to become a “Brotherhood” member.  Members learn that further honor is only achieved by “removing the burden from your brother.”  This one core value teaches we share a bond in service to each other and community.

Fast Forward To 1968

Just as early explorers needed a guiding star to survive, so do modern organizations – including fraternal chapters!

In 1968, at Indiana State University, a leadership convention was held.  

At this time, most believed that good management resulted from doing a better-than-average job of applying PLOC – Planning, Leading, Organizing, and Controlling.  Yet Robert Greenleaf didn’t see it exactly this way.  

Greenleaf thought that, rather than exercising control and authority from the top of an organization, the best model to lead an organization was from the bottom up.  He believed that if an organization’s workers or members were included in establishing the group’s values, it would move them to peak contribution and the organization would be at its best.  Greenleaf felt a new leadership model was needed in which the objective of senior leadership was to serve the workers so they could nurture the performance of all members to their highest level of contribution.  His leadership model is called “Servant Leadership.”

The best places to work almost always have the best organizational results in what they make or serve.  Their success is related to the degree leaders are of service to those in the organization.  The greatest act that service leaders can provide is guidance and accountability on the values of their organization.  

We felt that for our chapter to be the best, ACB and other alumni leaders and mentors needed to live by, as well as introduce, values that would also support the organizational structure below us.

In this way, Greenleaf’s concept influenced our construction of a leadership model to implement.  

Fast Rewind To The 1990’s

Jim Collins worked for Hewlett Packard for three years during the company’s innovative period, and Jim was intrigued by how it was so different from other companies.  He subsequently became an author and MBA professor at Stanford University and took some of that HP experience with him.

Jim developed insights into organizational performance.  In multiple studies he found that organizations that performed the best, and where people were the happiest as well, were guided by a clear, strong, set of values.  Their guiding star, the organizational value set, was known and practiced by workers.  His three best sellers influenced our model development also.  These are Built to Last, From Good to Great, and Great by Choice. 

Continuing Further Back - The 1950’s

In 1956, Bill Hewlett and Dave Packard, co-founders of Hewlett Packard, faced a sizeable dilemma.  The company had grown so big it was time to break into “divisions” at different operating locations.  This was a huge challenge.  The product lines were expanding and diversifying.  There was no longer a way to do it all under one roof with one team.

They developed “11 Simple Rules” that resulted in an HP “culture.”  Simple Rule #1 was, “Think first about the other fellow.”  The power of a simple set of expected organizational values and behaviors resulted in, at that time, the largest corporate growth in history.

The world was learning, as HP was leading, that performance is highly related to a core set of behavioral values, accountability to those values, and a servant-leadership form of governance from the top.

Fast Forward To The Late 1980’s
Every year, alumni of the 1950’s to 1970’s came back in large numbers to Epsilon Rho for our Spring ACB meeting at the chapter.  In the late 1980’s something was starting to be lost at our chapter.  In the 1990’s, our chapter, program, and men lost even more of the expectations, traditions, and values that had guided it in earlier decades.  This loss was greatly influenced by the nearly total absence of alumni return from 1990 to 1998.  A skeletally-staffed ACB, without other alumni support, did what it could to provide oversight.  We have few records of what happened during this period.  Membership dropped to 31 and we nearly failed.  

In 1999, in response to a general alarm, our alumni began returning in large numbers to help resolve our chapter’s problems.  Yet, in those first few years, a focus on building numbers and not defining or adequately seeking quality resulted in thefts, high drop-out rates, misconduct, and a continuing troubled program.  The house was wet at this time, including open TGIF-type parties, which made culture change exceptionally difficult.  Leadership at all levels in the early 2000’s either did not have the time, or ability, or a chapter-supported model to create the cultural change so many alumni demanded – and knew would benefit chapter and men.    

During these years actives and alumni found themselves in an adversarial loop.  Our Executive Boards seldom reported to ACB the full extent of inappropriate chapter conduct.  Our ACB’s were unable to adequately mentor memberships which did not feel accountable to alumni or their goals for the chapter.    

Over the last eight-or-so years we had modest improvements, as well as some setbacks.  We survived but underperformed – and fell short of the potential that should have been the inheritance of our undergraduate members.  I include the first year of my ACB in this category of not fully meeting the needs of our chapter.  

Four year ago, a Cal Poly student, the pledge of another national social fraternity, tragically and needlessly died from excessive alcohol consumption during hazing.  On our campus, and within our community, a new and altered environment was created for fraternities and sororities.  Our chapter’s survival no longer seemed likely in this new environment without some better control and performance.  

Immediately after this tragic incident, our chapter’s ACB at that time correctly increased its emphasis on responsibility and safety and worked to “dry out” our chapter.  

The officers of our ACB of three and four years ago, as well as the officers of my successor ACB in our first year, thought things were going reasonably well.  Neither ACB board realized that we had a problem of large proportions brewing one block from our chapter house.  ACB, at the request of our actives, had been leasing a nearby apartment house – right next to campus.  We had only 28 men living in the chapter house while 38 lived in the leased apartment.  The apartment was not subject to chapter house rules and two levels of conduct and culture resulted – one at the apartments and one at the chapter house.  Two cultures – one disaster waiting to happen.

One evening, without notice to or permission from my ACB, a party began at the DSP-leased apartment - and hundreds of students came from all over!  It is amazing what loud music, and text messaging, can create in only minutes.  Hundreds came - and brought alcohol.  Just a few years after young Starky’s death at another fraternity, and in a university community highly sensitized to fraternities, our actives had gone too far in holding an unauthorized, unsupervised, open party that resulted in a large police response.

This was the turning point.  I received a call from then Executive Director Scott Wiley who told me that we were under review and being considered for what is classified as a “chapter in jeopardy,” the stage just before mandatory closure.  I pleaded with Executive Director Wiley to give us a chance, to let us handle this issue internally, to immediately forge a new path forward.  We were placed on national probation for three months.

We had our backs to the wall – we had to change.  It wasn’t time for minor change, it was time for wholesale change.  We asked ourselves, “Why not apply the wisdom of great leaders – like the founders of the Boy Scouts, like Jim Collins, like Robert Greenleaf?”  At a gut level we all knew it was time to find our North Star – because we were floundering without it.  Without real change, and this means significant and fundamental change, we would loose our charter.    

One year ago a coordinated set of changes were simultaneously implemented.  Alumni leadership intervened in rush/recruitment and partnered with our active chapter Exec.  We replaced rushing to parties and sports with rushing to the values and benefits of life-long brotherhood in Delta Sigma Phi.  We jointly installed, in a manner supported by the actives, a set of values that ensured the house would be dry.  We instituted the first-ever, and financially significant, Exec. officer penalty-system for various rule abuses.  The chapter also established a judicial review board to better manage itself in this new environment.  

The single most important element of our culture-change-in-progress was adopting “Leading By Values.”  You will not believe the positive outcome for our chapter and men!

Our values-based-leadership model has resulted in rapid improvement in chapter decision-making and the best active-alumni trust-relationship in two decades.

LEADING BY VALUES

THE PROCESS

Our efforts at Epsilon Rho are a work-in-progress.  We are creating a culture through a process that causes our men to reflect on how their collective decisions, and individual conduct, align with the value-set they created to guide them.  The results to date have energized, and greatly improved, our chapter.  Good decisions are being made – even when alumni are not present.  

In this section we hope to answer the following questions for you.

#1.  What is “Leading By Values” as we’ve defined it?

#2.  How does an organization begin utilizing “Leading By Values” to better itself?

#3.  What are the procedural steps to “Leading By Values”?

We define “Leading By Values” as our chapter’s development of, and acceptance of, a core set of values to regularly use, as a point of reference, in the process of making chapter decisions and in guiding individual conduct.  Conduct, whether in the form of chapter decisions or member behavior, is an observable action.  Conduct is the test of whether a group or member believes in and owns the values.  

An example of values includes the 12 points of scout law in Boy Scouts.  It is similar to the HP-WAY in Hewlett Packard.  Values accelerate performance to the mission and objectives of any organization.

We adapted from the recommended formal process (defined later in this pamphlet) the following steps to apply at our chapter – to shift the culture to one that is values-led and value-based:

1.  Reviewed/created the group’s mission (purpose).

2.  Our leaders discussed and agreed on their core value set.  In this, we invested a great deal of conversation on “What differentiates us as the best fraternity?”

3.  The core values were behaviorally defined.

4.  The core values’ behavioral definitions were introduced by Exec. to the group for active membership discussions and development.

5.  The membership was asked to provide feedback on the behavioral definitions.

6.  Leadership used the values during all decision-making meetings and other highly visible discussions or meetings with members.  

7.  Members are encouraged to provide feedback if they feel a pending or prior decision violates the value set.

To provide you with helpful background information, the following is our understanding of the formal steps associated with Value-Based-Leadership.  We also provide more detail on our Epsilon Rho experience in implementing this process at our chapter in California.

Step # 1 - Reviewing or creating the organization’s mission (purpose).

Every organization is created and exists for a purpose.  That does not mean anyone or everyone remembers or is connected to the purpose.  Any organization wishing to lead-by-values needs to ensure they are first connected to their purpose.  Once the organization’s purpose is understood, values and behaviors on how to achieve the mission are discussed.  

The mission statement of any organization is usually written in 1-3 sentences.  

Our chapter recently updated their mission statement to the following: 

“To make a difference in leadership development and service to our university and community.”

Once the organization is clear about its mission, and has selected the means to achieve the mission, the values-step comes next.  When values are not clear, organizations tend to waste significant time and resources.  

Step # 2 - Gaining agreement to organizational values.

The senior leadership of the organization needs to reflect on the values they desire in their organization.  The values drive the thinking, decisions, and actions in the organization.  The leadership team must be willing to lead-by-example by living these values themselves.  

Recommended generic questions in this step include the following.  Epsilon Rho’s ACB, Exec, and membership used most of these questions in the early stages of our culture change last year.

a)  What have our values been in the past?

b)  What has differentiated us as a group of people from other groups formed for a similar or same purpose?

c)  What behaviors do we want to have differentiate us from other groups formed for similar, or the same, purpose?

d)  What one value, or behavior, is the most important to each of us?

e)  What are the one or two behaviors, which we have tolerated in the last year, that have most held us back from meeting our mission?

Epsilon Rho also evaluated the question, “What do we value and what are the behaviors we require to be at our best?”

Identifying our long list of values was followed by narrowing the list down to our core values.  This step was, effectively, brainstorming-type sessions in which all suggestions were accepted by the group without judgment.  Each brother who felt moved offered a core value that they felt would result in the chapter’s differentiation, excellence, and success.  Because nobody can focus on a dozen-plus values, we narrowed it down to only 5 values.

Approximately one year ago, the undergraduate brothers of Epsilon Rho, after much debate, chose the following five core values.  The discussions themselves were valuable to the growth of our men.

· Leadership

· Brotherhood

· Traditions / Rituals

· Professionalism

· Pride / Honor

Step # 3 - Giving each value a “behavioral definition”.

When organizations (or fraternity chapters) come up with values, they typically come up with single words or “key words.”  These are words like integrity, respect, honesty, brotherhood, leadership, pride, etc.  An organization cannot “live its values” if it doesn’t know what their values look like.  They must be behaviorally defined.

In the field of psychology, a behavior is defined as “an observable specific act.”  When talking about living to values, we are talking about how we behave – the observable action that is evidence of living the value.

An example can help illustrate this.  Using the value of “Respect”, what exactly is respect?  The process asks us to define the behaviors of respect.  This word comes from the Latin word “reciere” which is defined as, “To hold two views open without judgment.”   

So, for example purposes, what might be the behaviors of “respect?”  How about the following?

· To be open-minded to the ideas of others, to listen to different views without cutting-off the speaker;  

· Not to back-stab others when they are not around; or as an element of our Ritual puts it, not to injure a brother in person, property, or reputation; and,

· No name-calling of another member.

Since we are a fraternity, one of the core values Epsilon Rho choose was “Brotherhood.”  We asked ourselves what are the behaviors of brothers.  The following paraphrases some of the resulting discussion.  

· We all know each other by name and more.  We invest time to talk with each other.  We know things about each other like where we are from, what we major in, what we like to do, etc. etc.;

·  We are available to help each other;

· We seek opportunities to relieve the burden from our brothers.

Continuing this example, assume two of the pledges that were initiated a month ago just didn’t rub you the right way, although you know little-to-nothing about them.  What do you do if you live the value of “brotherhood?”  Clearly, you talk with them, get to know them better, and let them get to know you.  You take the first habit of Dr. Covey’s Seven Habits of Highly Effective People – “be proactive” - and develop a stronger bond with your brothers.

For each value we chose for Epsilon Rho, we identified some of the behavioral examples of what that value looks like.  When examples are clear, guys can aim at behaving that way.  

Step # 4 - Introducing the values and behavioral definitions to the whole organization.

The only way the organization will live its values is if each member, in our case brother, chooses to commit to them.  Commitment comes from having a “Voice And A Choice.”   

This is a critical step.  People only own what they help co-create.  It was important to engage all of Epsilon Rho’s active brothers, in mandatory meetings, in the discussion of our future and our core values.

Here is a tip for you.  We found one of the best ways to engage our membership in the values-discussion was to hold back on alumni definitions of those behaviors.  We waited until after the membership had invested some time mulling them over for themselves.  

The officially recommended process for accomplishing this step is as follows.  Have senior leadership (in our case the Exec) hand out the pre-determined core values to membership in a specially-called meeting.  Have membership break into small working groups.  Ask each group to identify one or two behaviors of each value, working on one value at a time.  This process of small group break-out, discussion, and inclusion will help the leadership team gain support for the values across the organization.  

Engagement or inclusion is not telling someone what they must believe.  It is giving them a voice and a choice.  The goal is personal commitment.  

Step # 5 – Building in accountability (using Dr. Edward Deming’s Plan-Do-Check-Adjust method).  

This is creating a process for reflection and learning about how close actual decisions and behaviors align to the values.

Remember, core values are the organization’s “North Star” to guide by.  They are ideals to aim for, but no group is perfect, so don’t expect perfect scores.  If you don’t perform score-keeping, and don’t reflect, you don’t adjust and move closer to the “North Star.”  This step is critical to living the values.

We took the recommendation to use a scale to start with - to gauge our success.  A simple one-through-five (1-5) scale worked well:

1 – We don’t live by the value much at all.

2 – We live by the value about 50% of the time, but not consciously.

3 – We live by the value about 75% of the time and we talk about them a little, but infrequently.

4 – We are the value over 90% of the time.  We discuss it at least a few times a week in conversations.  We are intentional about being that value.

5 – We are that value – others see us as that value.  We have very few screw-ups being that value.

Epsilon Rho took the advice of others in reinforcing living-by-values.  This advice is that the typical organization, most of the time, believes in a certain way - but if it does not support its values, and consistently discusses the values, it often tolerates and lives with behaviors that aren’t consistent with its values. 

Epsilon Rho is following the advice of experts in the Organizational Effectiveness field by asking all our members, on a regular basis, for feedback on how we had done in living to our core values.  We chose to do this on a weekly basis in the early months, during our regular brotherhood meetings.  Inclusion of all group members in reviewing values improves individual commitment.  Commitment, when aligned with a solid set of productive values, creates the kind of fraternity that builds better men!  

We did this to reinforce member-awareness of the values and to have members see if the definitions of the values work well enough to evaluate recent behaviors.

Here are some general notes on grading that may be helpful.

In the early stages of living-by-values, some organizations rate themselves as a “2”.  To be a “2”, you know that it is a professed value and you see the behavior at least half the time.  

A “3” is a very good score.  It means we really live that value the vast majority of the time.  We talk about the value a little, we correct each other once in a while, but we’re not yet that good at that value.  There are occasions when we bring to the attention of others their inappropriate conduct, but we don’t always see correction.

A score of “4” is where those organizations that actively practice “leading-by-values” are nearly at their best.  They discuss their values a number of times every week.  Key decisions and actions that are inconsistent with the value are identified and corrected.

A “5” is where we are truly living the ideal.  It would be hard to hear of or find one behavior or decision that is inconsistent with that value in the last week or month.   

During the last school year at Cal Poly, the first year of this program, Epsilon Rho improved over time to the point where it frequently scored itself in the “3” to “3.5” range.   

Step # 6 - Using the organizational values.

Senior leadership of the organization, in our case both Chapter Exec. and ACB, need to use the values in the most important things they do.   

In every meeting, the question should be asked, “Are the decisions we made in this meeting reflective of our values?”

Step # 7 - Putting accountability into place.

This is the most important step of leading-by-values.  All the other steps are just talk if this step isn’t actively utilized.   

Any major deviation from values must be brought up on a timely basis and discussed by membership.  We also have followed the recommendation that there be three to four “after-action reviews” each year.  

A consultant named Dr. Edwards Deming was known for his “Plan-Do-Check-Act” cycle (PDCA).  This is a learning-cycle.
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DEMING PROCESS IMPROVEMENT
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PLAN

DEMING 

CYCLE

DO

CHECK

ADJUST
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“DAILY DEMING”


Deming knew that people are good at planning.  And some stay busy just doing “stuff” all the time.  But, few have a good method to check up on how things are going.  It is checkpoints that allow us to acknowledge and appreciate what we do well - and examine what we didn’t do well.  In this way, we can learn and improve.

OONCLUSION

Our goal is to be the best chapter we can be in the best Fraternity in the nation – and we think this is within reach for all of us!  We believe this for many reasons.

Epsilon Rho had proudly enjoyed four decades of strength and excellence at Cal Poly – until a long, slow, decline.  We’re resurrecting our chapter from a floundering, chaotic, on-probation state, with our charter at risk.  

At Cal Poly, and in our university’s host community, the fraternal environment has become far more restrictive to operate in.  As a result, there is less room for fraternities to make mistakes.    

Our goal is excellence and not to live on-the-margin of existence!  We desire to be the best Delta Sig chapter we can be and to lead within IFC.  Our purpose is to teach, to make better men in the quest of a mission to serve and make a positive impact on the world.

We asked ourselves the following questions as we assessed how to better our program, men, and chapter – after years of struggle by many good and caring alumni leaders:  

· What if Jim Collins is right?  What if the way to be the best is to focus on, and continually guide by, a set of core values?  

· Do Meg Wheatley’s thoughts on coherence through values make sense?

· What differentiates Delta Sigma Phi from other fraternities?  


What is our character?  

· What are those “High Ideals” our chapter professed in the past, lost, and spent so much time and energy to find?  

The answers to these questions, for us, led to the application of a values-based-leadership model for our ACB, Exec, and chapter.  

It is because this leadership model is changing our chapter’s culture for the better that we’re sharing it with you.  Our chapter is once again aligned with many of the solid principles professed by Delta Sigma Phi - including service and leadership.  Our young officers are truly learning how to lead and guide positive changes.  They are so energized by this model that they independently included our chapter’s core value set in pledge education.  We’re “getting there” rapidly by focusing on, and shifting to, behaviors that support our intentional values.  Achievement of each value, through behavior, is our goal, even if it isn’t always fully reached.  Stretching to reach the goal is a growth experience in itself. 

As part of our chapter-review process, we asked ourselves how we would know when Delta Sigma Phi Fraternity was the best in the country.  We won’t know when our Fraternity is the best in the nation until we know the criteria of what it means to be the best.  

Current-day research shows than an organization is at its best when it lives and breathes a core set of intentional values.  

Our chapter believes in administrative excellence, but feels the current national assessment criteria of 25 elements would be benefitted by including qualitative elements of leading by values.  Remember those early-day voyagers that needed a “North Star”?  We feel a focus on administrative excellence will not make DSP the best in the nation until this process better addresses core values. 

Jim Collins suggests, after years of research on the highest performing companies, those companies on the very top of their industry are those that live by values.  They are crystal clear about what these values are, and these companies truly live-to-them on a daily basis.  After our lost decade of the 1990’s, and thirteen years of trying different approaches to bring our chapter back, we wholeheartedly agree!

We hope that our National Fraternity learns more about leading-by-values.  

At Epsilon Rho, we are working together on values, and living together with values, to bring us back to excellence and to realize our potential to build better men.  According to two high-ranking campus officials recently, we are now the best of 16 fraternities at Cal Poly.

We want to continue this discussion because we believe in the power of this leadership model,  as do our 19-to-21-year-old chapter leaders.

We respectfully ask our National Fraternity to consider identifying the top four or five values, from its significant value-set provided to chapters, that the Fraternity feels will make DSP the best in the nation.  All chapters, including ours, could be benefitted by being given this common set of core values, a short-list derived from the greater list, to focus on, make decision by, live to, and use as criteria to judge performance.
Once these values were provided and behaviorally described, chapters could add local values they felt were necessary for excellence at their University.  

We hope other chapters join in this discussion and suggest a few more values to the national core values set – because discussion promotes growth.

At Epsilon Rho, we have had the values and behaviors discussions, and applied this model, for only one school year.  We’ve seen tremendous results – but have much more to learn and further to grow.  

We feel that if more of the Fraternity adopted this model, we could learn together and make an even greater impact on America and the world our young men will be leading.   We feel that augmenting our significant training and teaching practices with values-based-decision-making could further advance our Fraternity toward the best in the nation!
An excerpt from So Far From Home, by Meg Wheatley:

“Leaders today are so desperate to control organizations that are not only too big to fail, but also too` big to lead.  Uncertainty terrifies all of us but, for leaders, it’s not in their job description; all leaders, even progressive ones, gain legitimacy by appearing to be in control.  However, as they reach for control, they are choosing precisely just the wrong strategies and tools.  They are trying to control complex systems by external imposition (command and control mandates).  Complex systems are capable of self-regulating, of ordering themselves, but only from internal coherence to agreed upon values.

Nature’s complex systems achieve order without control, order that displays itself in patterns of great beauty.  The intricate, infinite patterns of fractals and the rhythmic beauty of strange attractors mesmerize with their revelations of deep harmony.  These exquisite patterns are self-organizing made visible - diverse and visible parts interacted and interpenetrated to create a well-ordered system.

Systems begin to form in life as individuals recognize that they have neighbors who they must get along with to survive.  Individuals develop relationships, adapting their needs and changing their behaviors so that life works for them and their neighbors.  In organizing their behaviors, every individual uses the same rules or principles.  In an eco-system, different species self-organize according to natural laws; we humans self-organize around shared values, clear agreements, norms, culture.  This is a process of bounded freedom or semi-autonomy: individuals are free to make choices within the boundary set by shared agreements.  Over time a system emerges that serves both individuals and the whole.  This well-ordered system arises from powerful cohering forces - every participant makes choices and regulates its behavior using the same rules or set of values.  The beautiful order of complexity arises from deep within the system, from internal coherence, not external control.”  (sic)
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The 5th Aspect of Commitment









PLAN

DEMING CYCLE

 DO

CHECK

ADJUST

©People Powered Leadership  (5.09)

“DAILY DEMING”





image1.png

>






image2.png









DEMING PROCESS IMPROVEMENT
The 5% Aspect of Commitment

CYCLE

DAILY DEMING n






