A Step By Step Guide to Being Chapter Godol:

How to survive the trials and tribulations of leading a chapter
Day 1:
CONGRATULATIONS!  You have been elected to the position of Chapter Godol.  This position will test you in ways you never have been before both as a leader and an Aleph.  This guide is here to help through some of the more trying times and make your term both smooth and successful.

Now that you are elected, what is the 1st thing you should do as Godol?

The answer is call is your board.  This first phone call is very important and needs to be productive.  Here are some points you may want to cover with each board member:

· How excited you are to be on board with each member.

· How often they check their e-mail.

· Ensuring contact info is correct (phone, address, e-mail, cell phone etc.)

· For Mazkir only: Begin creating a calling tree.

· Set a date for your 1st meeting.

Make sure the Regional Aleph Godol gets all of your board’s contact info that night, and call him if he has not called you yet!  The Regional Aleph Godol will probably congratulate you and that’s all in his phone call to you.  He will give you more guidance in your next call so don’t think you are doing something wrong if he doesn’t overload you with information.
Most importantly, tonight is a night to be excited.  Chapter Aleph Godol is one of the best experiences you will have in BBYO and AZA.  You are in charge of a chapter, every member within it and its success.  Get some rest and get ready to work hard tomorrow!

Week 1:

Undoubtedly, life has become a little hectic.  At this point the following fundamental issues should have been taken care of:

· Scheduled a board meeting

· Spoken with Regional/Council Aleph Godol.
· Creation of a basic calling tree.

· Gathering of programming blackout dates from the Regional Aleph Godol

During this week, a few basic issues should be also taken care of:

· Call your board and find out their time commitments outside of AZA, when they are, when they end and what nights are very busy for them.

· Send an e-mail to the chapter explaining how excited you are for the coming term and a reminder of when the next meetings or program for the chapter is.

· Week 1 or week 2: HAVE YOUR FIRST CHAPTER BOARD MEETING.
Chapter Board meeting:

The first chapter board meeting is always essential in how organized you will be for the rest of the term and you must try your very hardest to get every board member at this meeting.  You should have each board member bring:

· A calendar

· A list of goals for the chapter

· A list of goals for their specific position

· A few parts of the chapter that they feel need to be improved.
At the meeting, in addition to collecting and going over goals, you should calendar for your term.  A few suggestions in how to do so include:
· Chart the blackout dates on your calendar (Jewish holidays, regional events, other dates you can’t plan a program on)
· Start simple, a 5-fold is probably not the best program to begin your term with.

· Create deadlines 3 weeks before when flyers should be sent out, 2 weeks before for calls to be made and a week before for a reminder call and e-mail.
· Don’t just calendar programs.  Plan when e-mails will be sent out, flyers will be mailed and when your next board meetings will be.  Calendar more specifically than you think is necessary.  It will go a long way in keeping your term organized and lowering your stress levels.
· Post meeting: Make sure you e-mail out everyone’s goals to the whole board and begin to call and e-mail reminders of when calls should be made and e-mails should be sent out.

Delegating Responsibility:

This is one of the most important jobs you have as Godol.  If you dictate too much and do other people’s work, conflict will inevitably arise.  You must find a balance between making sure all the necessary work gets completed and letting each board member do their own job.  Here are some suggestions on how to delegate successfully:

· Remind your board members often of their responsibilities.  Telling an officer something once is not enough and you are only to blame if they forget what you told them in passing.

· Allow chapter members to get involved.  The S’gan should not plan all the programs, having programming committees is always a good idea and gets other members involved as well.

· Give officers ample time to get their work done.  DO NOT call board members and ask for something to be completed in one night.  Remember, they have out of BBYO lives, and other positional responsibilities to take care of.  It is unfair and bad leadership to heap emergency situations on them.

· Relax!  Being a Godol takes patience and issues in AZA don’t always get resolved overnight.  Walk that fine line of not taking over while still being able to ensure your board members are doing their jobs.

· Appoint appropriate chairman.  Do not give out chairmanships for the sake of chairmanships.  Ask the S’gan if he would want a Rakkaz of athletic chair working under him or if the Mazkir would like to have a Sopher to work with.

· Do the little things that your board appreciates.  Call people if you know they are busy and offer to call some people from their lists that night or help find a house for the program the upcoming weekend.

· LET YOUR BOARD MEMBERS DO THEIR JOBS!  The Mazkir should be sending out all e-mails, the S’gan should be turning in pre-programming release forms, the Moreh should be calling new members and the Gizbor should be depositing checks.  Give each board member their room, don’t do their jobs for them and don’t make them do your job; that is the fundamental key behind delegating responsibility.
Work as a board; not positions
It is your responsibility to provide direction for what the board is working towards.  Don’t have the board working on 6 disparate tasks, instead create a vision with your board of where the chapter is going and have each officer’s task be related into reaching the goal you envisioned at the beginning of your term.  Make everything fluid, not segmented and you will see great progress in your chapter!
How to Motivate a Board Member:
This section is extremely important.  In every term, every board member will get burned out for a little and your ability to motivate and create desire in each officer many times determines how successful your term is.  Here are some “do not’s” when trying to motivate a board member:

· NEVER, EVER individually criticize or call out in front of the rest of the board or chapter.  It is embarrassing to that officer.
· NEVER personally degrade an officer.  Although their program or idea may not be sound, you never will personally attack them.
· NEVER publicly fight with a board member, especially in front of younger members.  You are the face of the chapter and in-fighting creates horrible backlash from other members.

· NEVER complain to other chapter members not on board about how a board member is doing.  Obviously regional board members from your chapter are an exception, but to an average member, that behavior tends to get back to the board member you are speaking about.

Now here are some ways to motivate your board members:

· If they achieve their specified goals, take them to dinner or materialistically thank them.  Officers sometimes feel “taken for granted” and these gestures help to dissuade those feelings.

· DO recognize a board member who does well in front of the chapter.  Public recognition makes any leader feel good and will go a long way in having that officer work hard for the rest of the term.
· Call and talk to your board members about how they think the term is going and what they would do to improve the chapter.  This makes them feel involved and you may get some great suggestions from them you never thought of before.
· HAVE FUN!  Sometimes being Godol is not fun and is stressful, but if you can’t have fun with your board then they won’t respond well to you and your requests for different projects to get done.

· Have board overnights where you do nothing business related.  Instead, catch a movie, and do whatever else we teenagers do for fun.  Board cohesion is key and if the board gets along then the more incentive they will have to work.
Yelling and rudeness is the easiest and quickest way to demoralize a board member.  As Godol, one of your largest responsibilities is to motivate your board.  The ability to do this many times defines your term, so choose your words carefully when criticizing and make sure your board knows you appreciate them!
How to run an effective chapter meeting:

Obviously, your chapter is going to be meeting throughout your term where business must be taken care of.  There are always some issues that need to be taken care of.  A few include:

· Older members talking

· Parliamentary Procedure issues

· Time constraints on the meeting and to much business to get done

· Small attendance and an inability to get work done because no one is there.

It has become apparent there are a few keys to having a successful meeting.  Here are those components:

· Keep the meeting moving.  Don’t get bogged down in parliamentary procedure issues or have continuous outbursts from the chapter.  Continue the flow of information at a quick rate to keep your chapter’s attention.  
· Talk about a program and then pass out the flyer.  If you are going to pass out flyers, do so at the end of meetings so people don’t miss important information while the meeting is going on.

· Familiarize yourself with basic parliamentary procedure by reading Robert’s Rules of Order.

· Either pass out an agenda to the chapter or have one with you so you don’t forget anything but also allowing for a smooth flow with similar topics being covered at once.

· Talk with your advisor before meetings to make sure you are not forgetting to talk about anything.

· If remembering the exact wording to parliamentary processes (calling for motions, etc.) write them down in a notebook and have it sitting next to you for quick reference

· Do not be afraid to kick members out of meetings.  Asserting your authority is paramount in running a smooth meeting.  Keep the meetings fun but also in control.


What Needs to Happen Before a Program:
Programs are the meat of your term, what keeps members coming back, what you will be remembered for and what nearly everything in your term will revolve around.  Planning a program takes immense amounts of work but before the program ever begins, the following checklist must be taken care of:
· Is the program new, innovative or creative?

· When’s the last time a similar program was done?

If the answer to these questions is no, STOP and brainstorm for a new program!

· Set a date

· Find a house or location to hold the program

· Plan the activities of the program

· Have a DETAILED outline down to the minute of the program and exactly what will be happening.

· Turn in a pre-program release form for approval from the Regional Office and Regional Aleph S’gan

· Mail a flyer out 3 weeks in advance

· Call your advisor at least 2 weeks before the program to let him know what is going on and get it approved

· Make initial calls 2 weeks in advance

· Call the house/location 1 and a half weeks before the program to make sure you still have reservations to use that place.

· Make calls a week in advance as a reminder

· Send a reminder e-mail a week in advance

· Call your advisor to remind him of the program again

· Call the Regional Aleph S’gan to make sure he knows what is going on

· Buy all materials for the program

· Have the program!

What is odd about that checklist is that all those points are the S’gan’s JOB, but your RESPONSIBILTY.  You are liable if any of those points do not get accomplished.  This gets back to the notion of being able to motivate your board to work and being able to delegate responsibility.  This is a time where you must make sure your S’gan is accomplishing this list.
What to Do With Bad Officers:

I hope this never happens to you but it does tend to happen. You may have a bad board member who doesn’t do any work.  What do you do?  Is impeachment the right way to go?  Do you just ignore the problem?

First, never ignore the problem.  Bad board members are a drain on your board and the chapter.  If one facet of the chapter is not working well than the whole chapter suffers.  Each situation is extremely different both within the relationship you hold with that officer, how he came to that position (did he lose other positions before dropping down?), his motivation, his outside obligations etc.  There are a too many variables to outline a situation so only possible routes of how to deal with the problem can be given:

· Delegate the responsibility of the position to others on your board
· Call a meeting between your chapter advisor and the officer and discuss the issues at hand.  Create a detailed plan with specific deadlines on how to accomplish the responsibilities of the position.
· Start small with small projects.  Invite the board member to your house and make calls from the calling tree with him.

· Do not give into excuses.  If school work or sports becomes a burden, determine with the officer a realistic plan to get his work done.  Don’t take the “My schedule will clear up soon” excuses.  It isn’t fair to you, your board and the chapter.

· If impeachment becomes the only alternative, speak with the Regional Aleph Godol, Advisor and Regional Director for consultation.  There is a process that must be followed, often delineated in your chapter’s constitution.  
Resources at your disposal:

You have an amazing assortment of people waiting to help you get through tough times, make a tough decisions and aid in making your term a success.  Below are the responsibilities of each officer and the resources that exist to help you succeed.  First, every officer has the following resources:

· The chapter advisor

· The Regional Director or Assistant Director

· The Regional Aleph Godol

All positions have different resources offered to them; the following page is an in-depth look at each positions responsibilities and resources offered to them.  Keep in mind these are basic responsibilities and not nearly all encompassing for the board.
Chapter Aleph Godol:

1. Presides over chapter meetings, business and elections

2. Represents the chapter on the regional level

3. Oversees the chapter board

4. Mediates chapter conflicts

5. Helps watch chapter funds

6. Appoints chapter chairman (i.e. Internet Chair and Chapter Rakkaz)

7. Acts as a voting member of the Regional Executive Body

8. Communicates with regional counterpart

Resources: Regional Aleph Godol, Chapter Aleph Kohane Godol, senior members of the chapter, the Godol files of the chapter, Grand Aleph Godol website
Chapter Aleph S’gan:

1. Plans chapter programs

2. Fills out program evaluations and pre-program release forms, submitting them to the regional S’gan or Regional office

3. Recommends chapter chairmen

4. Calls chapter and executive board meetings

5. Runs executive board meetings

6. Communicates with regional counterpart

7. Has all duties of Godol in the Godol’s absence. 

Resources: Regional Aleph S’gan, the Regional and International Program banks, Regional Athletic Chairman, Grand Aleph S’gan website
Chapter Aleph Shaliach:

1. Coordinates TASC and ACT efforts on the Chapter level

2. Coordinates community service/social action programs along with Judaic  programs  

3. Educates the Chapter on Jewish Heritage and Judaism.

4. Communicates with regional counterpart

Resources: Regional Aleph Chaver, Regional Jewish Heritage Chairman, BBYO 4 Israel Website, Regional and International Program banks, Grand Aleph Shaliach website
Chapter Aleph Moreh:

1. Promotes membership, education, retention and re-registration 

2. Promotes and educates on the traditions of AZA and the chapter

3. Coordinates involvement in the RUSH program, educational programs and retention efforts

4. Communicates with regional counterpart

Resources: Regional Aleph Moreh, Regional Aleph Ozer, the bbyo.org resource page, the Blue Book, Regional and International Program Banks, Grand Aleph Moreh website
Chapter Aleph Gizbor:

1. Collects I$F and DVMSF dues from the chapter

2. Coordinates all chapter fundraisers

3. In charge of the check book and chapter funds

4. Communicates with regional counterpart

Resources: Regional Aleph Gizbor, Regional and International Program Banks, Grand Aleph Mazkir website
Chapter Aleph Mazkir:

1. Takes minutes at meetings, business and elections

2. Creates the Chapter calling tree

3. Editor-In-Chief of The Judge
4. Ratifies the Chapter Constitution when amendments have been made

5. Communicates with regional counterpart

Resources: Regional Aleph Mazkir, chapter files for reference, Grand Aleph Mazkir website
Your Chapter Program is A Disaster:
The Steps to Save the Program

This always tends to happen once in a term.  A program doesn’t work and you need a program on the fly.  First, always have a back-up program to do.  But if you didn’t plan one this one time, here are some suggestions of where to go to kill some time and still have fun:

· Lasertag (about $7 a game per person)

· Bowling ($10 a game per person)

· Movie ($8 a show per person)

· Capture the Flag (2 “flags” and a park are the only materials you need)

· Bigger or better (2 small toys to trade for other stuff.  Don’t do this to late at night)

· Pie eating contest (buy pie tins and whipped cream and have a pie eating contest)

· Sports party (As simple as it sounds, turn on the T.V. and watch a hometown sports team play.  Buy chips, salsa, drinks and other tasty snacks and enjoy the game).

· Scavenger hunt (think up some easy to stuff to find throughout the general vicinity, Wal-Mart, Targets and thrift stores always are helpful for ideas and places to turn to)
· Night games (flashlight tag, kick the can, all that good stuff)

· Frisbee or basketball during the day (it only takes one piece of equipment)

· Cooking (although you may think this is a joke, buy some food and bond over something none of your chapter is good at.  It provides some good laughs and fun along the way)
What’s On My Nightstand: 

What A Chapter Godol Always Needs and Needs to Know
There are some parts of your chapter you just need to know and must remember.  Buy a little notepad to write these necessities down or just remember them.  In any case, as Godol, the following tidbits of information are vital to your chapter:

· Dates for the next chapter program/meeting

· Where the program or meeting will be held

· Each project your officers have due to you and when it is due

· Your chapter’s total paper membership

· Your chapter’s total active membership

· What active members have not been to a program in awhile

· Balance of the chapter bank account
· The phone numbers and e-mails of your board, Regional office and Regional Aleph Godol

· Regional conventions and the expected number of members going from your chapter

· Summer program attendees (more for Spring term) and Convention attendees (Winter term)

· A copy of the Chapter Constitution

· Your Godol pin, briefcase, gavel and any important chapter mementos you have (its not that you really need them, just don’t lose them!)

I’d Be Obliged to Tell You:
Obligations you may not even know you have, but you do!

There are always those hidden issues you would never write on your speech, add in your qualifications but something that the Regional Aleph Godol continues to remind you about.  Before you plan out every intricacy of your term, keep these in mind:

· Collect money for I$F and any regional scholarship funds (spring term, pay I$F)

· Attend the Executive Board meetings called by the Regional Aleph Godol and create a chapter report for the meetings
· Lead your Regional Convention delegation 
Walking the thin Blue and White line:
Basic Judaic Issues you May Face in Your Term

Being a trans-denominational organization, clashing Judaic beliefs and customs are bound to occur during your term.  Some of the issues you may confront include:

· Reform Jews not feeling comfortable during services around more observant Jews

· Observant Jews who keep Shomer Shabbos and are unable to make it to programs after Shabbat absolutely ends.
· You want to plan a program on Saturday, but is that allowed?

· Jewish holidays create continuous blackout dates.  Are programs allowed anytime during Pesach, the 2nd day of Rosh Hashanah or Shavuot?

In reference to the first issue of the comfort level of different sects of Jews in your chapter, common ground is always the best solution.  If it is impractical to start a program at 9:00 p.m. in May because that’s when Havdallah is, don’t be exclusive but also don’t be inconvenient.  Before 9, eat dinner, play some games, but don’t start the bulk of the program before the more observant Jews arrive.  
When its time for services, vary the type of service you have.  Do a reform service one program and a modern Orthodox service another program.  Variation is the best solution in appeasing everyone in this case.

Programs on Saturday are allowed but under very strict circumstances.  Your program cannot involve driving once the members arrive and you can’t be watching movies (you get the idea).  Saturday programs must “be in the spirit of Shabbat” meaning this program must be Judaism based.  NO OTHER TYPE OF PROGRAM IS ALLOWED!  

When Jewish holidays inevitably interfere with programming dates, the Regional Director and Regional Aleph Godol will let you know what dates are ok to program on.  A few pointers are you can never program on Rosh Hashanah, Passover, Shavuot, or Yom Kippur.  Hannukah is ok (but should fall over Convention) but for every holiday, consult the Regional Aleph Godol and the Regional Director. 
The real concept of Judaism is: Don’t be inconvenient for the more secular Jews but don’t be exclusive from the observant Jews
How to Deal with Cliques

There are tons of misnomers surrounding cliques and here are some ways to combat them:

· First identify if cliques are a problem. There are always going to be groups of friends in your chapter, many times decided by school and grade, but do people actually feel left out?

· If this is a problem, create programs where the cliques are broken into groups

· Start a big brother-little brother program to establish unity between unlikely friends

· Talk to the clique and try to make them more conscious of their actions.  Don’t point them out in front of the chapter.

· Create programs where sections of the chapter go to dinner on weeknights and break the clique for a little that way

Cliques are not going away and they exist because Alephs are very close friends.  Trying to stop friendships is not your goal, rather your goal is to make sure the pieces of the clique interact with the chapter at programs and don’t seclude themselves ALL the time.  Just remember, cliques are not always bad, it shows how fraternal your chapter is.  Be patient and level headed when dealing with these groups of friends. 
Final Tidbits of Information:

· All money should be deposited to the bank within the week it is fundraised 
· Make sure you inherit the files from the old Godol and get everything back from them.  Do not let files go missing.

· Push summer programs.  It does not matter if you went before, but getting Alephs to summer programs is a great way to strengthen your chapter.

· The Regional office closes early on Fridays.  Make sure everything you need taken care of on Friday is there in the morning.

· You are not the only chapter in the region.  Regional board members and the directors have a ton of counterparts to deal with all the time as well.
· Regional board members in your chapter have an incredible amount of work to do.  If they can’t come to a program or can’t make the full time commitment they once did, don’t get discouraged, they still love the chapter they call home.
Basic checklist to run a meeting:


Gavel


Opening and Closing Rituals


Specific Agenda of what to cover in the meeting


Any flyers or newspapers that are to be passed out


A Blue Book (for any odd references you may need)


A BBYO Policy book (for reference)


Robert’s Rules of Order book (for reference)


An attendance sheet


Aleph pin


MEMBERS!








