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WAGION LODGE 6 
ORDER OF THE ARROW 
WESTMORELAND – FAYETTE COUNCIL, INC. 
MANUAL OF ADMINISTRATION   

SECTION VI 
THE ELANGOMAT PROGRAM 

 
 
The Elangomat Program is an improved method of conducting the Ordeal and hopefully retaining members 
interested in sealing the membership and remaining active.  The Program revolves around small groups of 
candidates, each with an Arrowman called an “Elangomat” (friend) to guide them and to enrich their experience. 
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THE ELANGOMAT PROGRAM 
 

Introduction 
 
The complete Order of the Arrow Induction consists of three major parts and continues over a period of at least ten 
months.  The candidate receives his introduction to the customs and traditions of the Order of the Arrow by his 
election and call-out, followed by his participation in the Ordeal and its two ceremonies.  He then applies his 
knowledge of Brotherhood and Cheerful Service to the problems facing his home unit over the months of Ordeal 
membership.  As this experience brings confidence and wisdom, the member’s group of the Order’s traditions is 
solidified, and he eventually becomes satisfied that he is fulfilling his Obligation.  His enlarged perception of the 
Vision of the Arrow and his willingness to accept new responsibilities in service to the Lodge is symbolized and 
formalized by his participation in the Brotherhood Ceremony, which concludes his induction. 
 

THE ELANGOMAT CLAN SYSTEM 
 
The Elangomat Program is designed to provide individual attention, safety, and an inspirational atmosphere for 
candidates during the Ordeal and to promote the ideals of the Order of the Arrow in the lives of the new members 
during their ten-month development period.   This is accomplished by having an Elangomat (a Delaware Indian 
word for “Friend”) guide the candidate through the Ordeal, teaching them the principles of the Order of the Arrow 
by example, and by communicating with them during their ten-month development period before Brotherhood. 
 
Under this system, Ordeal candidates are separated into small groups, called “clans,” of six to ten members.  The 
Elangomat is with his clan throughout the entire Ordeal, from registration to completion, as their personal guide.  In 
this way, individual attention is given, an atmosphere of Brotherhood is established, the ideals of Brotherhood 
become visible in action, and many problems concerning safety and scheduling are eliminated. 
 
The Elangomat clan system has many advantages, a feeling of Brotherhood is better fostered in a small group than 
in a large mass; candidates are easily moved between location and on time; and safety is improved, since each 
candidate can easily be located by clan and will be quickly missed if he separates from his clan.  Furthermore, the 
Elangomats can be formally trained prior to the Ordeal, whereas, it is difficult or impossible to train all members 
who will have contact with candidates at the Ordeal. 
 
The key to the use of the Elangomat Program is the selection of the individual Elangomats.  They must be 
individuals who set noticeable examples of Brotherhood, Cheerfulness, and Service.  Their interest in Scouting and 
the Order of the Arrow must be real and sincere.  The Elangomat must be one who can take charge of a situation 
when help is needed.  He must be friendly and sincere toward the candidates, with the intention of becoming their 
true friend.  Insincerity, especially that arising from a goal of personal gain of honor, is readily seen by Brothers-to-
Be, and will cause more harm than what occurred under the “Task-Master” type of Ordeal.  The Elangomat must 
look forward to undergoing the tests again for his own enrichment and as an act of service to the Lodge and the 
candidates.  Elangomats should not be selected on the basis of past activity in the Order.  They should be those 
individuals who will joyfully undertake the tests again for the benefit of others.  These individuals will rarely come 
forward on their own; they must be carefully looked for among the Brothers.  Those who desire power over the 
candidates should be avoided; they will quickly volunteer, but make the worst possible Elangomats.  It is necessary, 
therefore, to handpick Elangomats, carefully questioning each one before offering him the opportunity to serve in 
this way.  Your acceptance as an Elangomat is, of course, dependent upon the satisfactory completion of training.  
Preference should be given to individuals who have already sealed their membership through the Brotherhood 
ceremony. 
 
Many Brothers may be available to serve as Elangomats.  If this is the case, they should be equally divided among 
the clans.  They should not be placed in clans containing their current friends (except, perhaps, in the case of 
brother-brother or father-son pairings).  Distribution of Elangomats should preserve the closeness of the clans, and 
there should never be more than one Brother for every three candidates.  One Elangomat should be selected by the 
Director of Induction to serve as the Clan Chief.  He is the Elangomat for his clan, and it is his responsibilities that 
are described in this section. 
 



  

                                                                   VI-3                                                        June 2011- 1st Printing  

Because of the close relationship between the Elangomat and his clan, it is essential that the Elangomat undergoes 
all of the tests with and visible to the candidates in his clan.  If it is necessary for him to leave the clan, he does so 
unobtrusively, and provides for their supervision while he is away.  Individuals who are not able to be in attendance 
during the entire Ordeal should not be considered as Elangomats for that Ordeal.   
 

                        
RESPONIBILITES OF THE DIRECTOR OF INDUCTION 

 
1. Prepare an Elangomat Program Handbook.  This shall be used in the training of the Elangomats, and as a 

reference during the Ordeal.  This Handbook should include an introduction to the Program, the 
responsibilities of the Elangomats and instructional material including the Ten Induction Principles and the 
Spirit of the Arrow Booklets.  It should also give full detail in planning and leading discussion groups, and 
the requirement and information necessary for Brotherhood. 

 
2. Train all members who will serve on the Elangomat Committee. 

 
3. Coordinate the efforts of the Elangomats and Clan Chiefs during the ten-month development period. 

 
RESPONSIBILITIES OF THE ELANGOMAT 

 
1. Attend all training and planning sessions prior to serving as an Elangomat. 

 
2. During the Ordeal weekend, the Elangomat shall be with the Ordeals at all times.  He shall do the 

following: 
 

a. Registration – As in other areas, the first impression that an individual makes can be the most 
important.  For this reason every Elangomat should meet the candidates as soon as they arrive for 
registration.  All Elangomats should be in full uniform with sash and should be wearing a nametag 
with their full name and the name of their clan.  They should be available to explain the Ordeal to 
the candidates as far as is possible without revealing any information about the ceremonies or 
violating the principle of Symbolic Progression.  Elangomats should also stress to the candidate(s) 
that they have nothing to fear in the Ordeal.  Candidates should be encouraged to meet each other.  
At the pre-arranged time, the Elangomats should assemble their clans for “Discussion Number 
One”. 

 
b. Pre-Ordeal – The Elangomats should arrange the Candidates to be led to the Pre-Ordeal by the 

Head Torch-Bearer.  Each Elangomat, with his own equipment, will follow the Torchbearer with 
his clan following him. 

 
c. The Ordeal – The Ordeal is broken down into four parts, corresponding to the tests of the Ordeal.  

Elangomats must take the tests of the Ordeal VERY seriously in order to provide a good Ordeal.  
Each of these tests has a special significance.  It is the duty of the Director of Induction to see to it 
that the candidates are complying with these tests to the best of their ability. 

 
a. Silence – The Elangomat and his clan are pledged to maintain a strict silence 

throughout the entire Ordeal.  The silence must be as complete as possible.  Situations 
where a candidate would have to speak should be eliminated.  The only conditions that 
would require breaking the silence are emergencies, dangerous situation or a candidate 
who is not complying the tests of the Ordeal.  Silence is also lifted for the discussion 
sessions.  The silence has a very important part in the Ordeal experience.  It gives each 
candidate the opportunity to look back on his past Scouting experiences and his future 
in Scouting and the Order of the Arrow. 

 
b. The Night Alone – Each Elangomat will have prepared his and his clan’s sleeping sites 

prior to the arrival of the candidates.  He should have cleared an area near the trail for 
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his own bed.  The Elangomat should mark the trail by his sleeping area in some way.  
Following the Pre-Ordeal Ceremony, the clan is led to the place where they will spend 
the night in solitude.  The sleeping sites of each clan should be placed far enough apart 
to allow room between them for the candidates to sleep without hearing or seeing each 
other.  Aloneness is the key element of this test.  The night should not be filled with the 
noises of another candidate, nor should the morning reveal an open meadow of 
candidates in full view of one another.  The Elangomat must know where each of his 
clan members is at all times.  It is suggested that the Elangomats remain awake for 
about one hour, making sure that their clans are safe and well settled.  The candidates 
should be given eight hours of sleep.                          

 
c. Scant Food – Elangomats will be awakened by the Director of Induction. He will, in 

turn, wake his clan.  As he does so, he will, without comment, give each candidate the 
next Spirit of the Arrow Booklet.  After giving the candidates time to read the booklet 
alone, the Elangomat should help his clan gather his equipment and move to the 
meeting place.  The candidates should then move to the designated spot for breakfast.  
Afterwards, the candidates should be given time to change into work clothes and 
proceed to the Maintenance Building for their work projects. 

 
At lunchtime, the clan individually or collectively should meet in the designated area to eat.  The 
candidates should be given scant food at all meals during the Ordeal, as should the Elangomats.  It 
is important that NO limitation be placed on the amount of water that the candidates can drink, and 
water breaks are held at intervals throughout the day. 
 

d. Arduous Labor – The Elangomat will receive the work assignment for his clan from 
the Service Committee.  Whenever possible, each clan should work separately; 
however, when required for large projects, several clans may be assigned to one job.  
Each Elangomat will still be responsible for the activities and actions of his clan 
members.  During the day, the Elangomat works alongside the candidates in his clan.  
Whenever possible, he leads by example, rather than by giving orders.  He may give 
directions when necessary, but avoids unnecessary talking, either to candidates or 
members.  He may counsel any candidate privately when he feels it is appropriate, 
removing himself and that individual from silence temporarily.  The Elangomat should 
explain to the candidates the work that “needs to be done”, how to do it and its value.  
He does not tell them to do it, or even say, “We will do it.”  He simply explains it as a 
job, which needs to be done.  He then starts to work by himself, without telling the 
candidates to begin.  They will quickly realize their responsibility and begin to work, 
led by example of the Elangomat and the other Brothers, without being told. 

 
The concept of allowing the candidates the opportunity to choose to serve is realistic 
with regard to the structure of our Order.  They should be given every opportunity to 
offer their assistance.  For example, the Elangomat should attempt to carry all of the 
tools his clans will use on the project, in an effort to serve the candidates unselfishly.  
They will recognize the difficulty of carrying these burdens by their friends and will 
offer to assist, because they can readily see the problem.  A sincere smile that says 
“thank you” will be reward enough and will teach them more about offering unselfish 
service than many hours of lectures. 

 
 

d. Dinner – When the clans return after work, the clan members should pick up their personal 
equipment and go together to the Brothers’ tenting area.  They set up their tents and are given time 
to clean up, put on their uniforms and relax.  (Candidates should remain in silence.)  Each 
Elangomat should gather his clan and return to the Parade Grounds for flag ceremonies.  Each 
Elangomat should eat dinner with his clan.  After dinner, “Discussion Number Four” will be 
conduct 
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e. Ordeal Ceremony – Each Elangomat should arrange for his clan to meet for the ceremony at a 
designated spot.  He passes out the Spirit of the Arrow Booklet No. 3 and gives the candidates 
time to read the booklet.  Each Elangomat is bound with his clan for the ceremony and participates 
with his clan in each phase of the ceremony.  Afterwards, he sits with his clan during the 
remaining ceremonies. 

 
f. Snack – The clans will meet at the Dining Hall, where the Elangomat will escort his clan though 

the food line.  He will then hand out the Spirit of the Arrow Booklet No. 4 or conduct “Discussion 
Number Five”.  The Elangomat will, again, ensure that each new Brother has bedding for the 
night.   

 
g. Sunday Morning – The Elangomat may want to collect his clan for breakfast.  Afterwards, he may 

want to lead his clan to the Business Meeting and ensure that they are able to enter.  He may have 
the clan sit together. 

 
h. Development Period – The Elangomat will remain in touch with his clan during the next ten 

months, providing them with the information necessary for each new Brother to take his 
Brotherhood at that time. 

 
DISCUSSION SESSIONS 
 
PURPOSE 
 
The scheduled discussion sessions are in integral part of the Elangomat Program.  When added to the Elangomat’s 
participation in the candidates’ activities, these sessions will assist the Elangomat in his goal of becoming a true 
“friend” to the members of his clan. 
 
The Elangomat must remember that EVERYTHING that happens to the candidate during the Ordeal is a new 
experience.  As such, it will cause some degree of anxiety, or fear in every candidate.  Because the Order of the 
Arrow utilizes the form of mystery in our induction, the clan members may have heard many rumors about what will 
happen to them.  The discussions should reduce the fear that the candidates will have, while following the principle 
of symbolic progression; these sessions should also heighten the sense of mystery that is associated with the Ordeal. 
 
Finally, discussion sessions should communicate factual information about the Order of the Arrow and the Ordeal 
and assist candidates in understanding and preparing to apply our principles.  When the new Brothers leave the 
Ordeal weekend, they should not only know what happened (and why!), but they should also have begun to develop 
their own personal application for some of these principles. 
 
RESULTS 
 
By participating in organized, yet informal, discussion groups at the Ordeal, candidates should be better prepared for 
each part of the induction that follows the discussion sessions.  They should become more aware of what happens 
around them, and be ready for the tests and experiences with which they will be confronted. 
 
Also, in the short-term, they should gain an understanding of the parts of the Ordeal and their meanings, and of the 
structure, functions and purpose of the Order.  Developing a clan identity and unity, and fostering a sense of 
Brotherhood has begun in the short-term and continued as more long-term goals. 
 
It is important the Elangomats understand the sequence of the entire induction and can use the discussion sessions as 
one part of their participation in the candidate’s induction into the Order. 
 
ORGANIZATION OF DISUCSSION 
 
Conducting an effective discussion session means more than just talking with the candidates.  Prior preparation, 
ideally before the Ordeal weekend starts, is absolutely essential.  Preparing for and conducting these discussions will 
probably be the hardest part of this experience. 
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1. Know the general goals of the Elangomat Program.  These goals form the foundation of all sessions.  This 

will help each Elangomat steer the discussion for recognizing and understanding the purpose of the 
induction. 

 
2. Know the goal(s) of the session.  Each session with the clans helps to meet the goals of the Program.  

Within this framework, each discussion will also have specific goals of its own.  Always clearly WRITE 
OUT these goals for each session, and refer to them frequently during the planning of each session. 

 
3. Know the material for each session.  Researching the specific knowledge to be conveyed is essential in 

assuring the success of the discussion. 
 

4. Prepare the questions.  The purpose of the sessions is to assist the clan in discovering and/or sharing their 
knowledge.  Some questions asked are not designed to be answered either in the group or by the 
Elangomat.  Always prepare more questions than you think you will have time to use, and be ready to use 
them. 

 
5. Lead the discussion.  With adequate preparation, leading the discussion should run smoothly.  In general, 

discussions should last 20-30 minutes.  Keep these points in mind: 
   

a. Have all members of the clan present.  Conduct the session in an isolated place where the clan will 
not be distracted. 

 
b. Ease tensions and fears of the candidates during the session.  Talk in a sincere, friendly way to 

help relax the group.  Try to include all members of the clan in the discussion. 
 
c. Set the tone of the session at the beginning.  Keep the pace going and on-track throughout the 

discussion. 
 

d. Answer questions, but do not violate the principle of symbolic progression.  Do not hesitate to say 
that the answer will come later in the Program.  Be honest! 

 
e. Outline the future schedule and mention what events to watch carefully. 

 
f. Summarize and evaluate each session.  Chart the progress of each clan in understanding the goals 

of the Elangomat Program. 
 
ELANGOMAT DISCUSSIONS 
 
Session Number 1 (Held after registration) 
 

1. Introduce yourself and have all other members of your clan introduce themselves. 

2. Explain the meaning of the term “Elangomat”. 

3. Explain the equipment that the members should and should not take on the night out.  Explain and show 

where the rest of their equipment will be stored. 

4. Help them prepare their equipment.  Insure that they are properly dressed.  Check for physical or medical 

problems.  Prepare nametags for each clan member. 

5. Explain the need to listen intently during the ceremony. 

 
Session Number 2 (Held the morning of the Ordeal, after breakfast) 
 

1. Insure that all are safe and healthy. 
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2. Explain the reason for election into the Order of the Arrow. 

3. Explain the significance of Allowat Sakima revealing tests. 

4. Explain the interrelationship of the bowstring, bow, and arrow. 

5. Explain testing the bow and shooting the arrow. 

6. Answer any questions the clan may have. 

 
Session Number 3 (Held in the afternoon of the Ordeal, after lunch) 
 

1. Explain the night alone and the pledge of silence. 

2. Explain the meaning of the Scout Oath and Law, and the example of the “Honor Camper” in his home unit. 

3. Answer any questions the clan may have. 

 
Session Number 4 (Held after dinner and before the ceremony) 
 

1. Explain the day of toil. 

2. Explain the scant food. 

3. Explain the pledge of silence. 

4. Explain the expectations of Ordeal membership; the ten-month development period. 

5. Explain the need to listen intently during the ceremony. 

6. Answer any questions the clan may have. 

Session Number 5 (Held after the Ordeal Ceremony at the snack) 
 

1. Explain the four-fold Ordeal as part of the Induction. 

2. Explain the significance of Brotherhood membership. 

3. Answer any questions the clan may have. 

4. Distribute final letter and membership information.  (This may be done at the Sunday Business Meeting.) 

 
DEVELOPMENT PERIOD 
 
During the ten-month development period between the Ordeal and the Brotherhood, the Elangomat should stay in 
touch with each member of his clan.  Elangomats should not be assigned another clan until this period is over.  This 
allows the Elangomat to devote more time to his clan. 
 
Each Elangomat should attempt to contact his clan before each weekend and personally invite them to it.  At the 
weekend, they should gather their clan and answer any questions that may arise.  The Elangomat should also start 
preparing each member for their Brotherhood. 
 
Elangomats may continue to contact clan members who have not sealed their membership after the ten months if it 
is deemed useful by the Ordeal Committee and the Director of Induction. 
 

 
  


