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will be upheld by our fellowship as a whole. It is entirely possible, on the other
hand, that a given service committee might wish to engage in fundraising efforts to
accumulate large sums, hoarding the money in an excessive reserve fund or badly
prioritizing in deciding how to spend it.

Effective service efforts, therefore, necessarily involve good financial management.
Committees should have clearly established priorities, and should measure each
expenditure against that priority list. There is often more on the priority list than
our budgets will allow. Until the fellowship grows and is able to provide more
money, only the highest priorities can be funded. Again, this is a familiar picture to
most committees, and one that often makes it easier to properly apply this principle.

In setting priorities, a committee may be tempted to look at its own needs only,
holding on tightly to its own funds and spending money on its own projects,
neglecting its role in providing needed funds to the next level of service. That is not
a sound application of this principle. High on the list of priorities should be a
commitment to further the goals of N.A. as a whole. Our World Service Conference
needs money to do this, and it gets that money from the other levels of N.A. service.
For N.A. as a whole to deliver the services necessary to keep growing and fulfilling
our primary purpose around the world, the flow of funds must not bottleneck at any
point in our structure.

Fortunately, most of our members and groups require no persuasion on these
points. We have all had the experience of hearing that Seventh Tradition read the
first time, and eventually coming to the full realization that carrying the N.A.
message to addicts truly is a spiritual, not a material, enterprise. Our membership
often voices a certain level of distaste for dealing with money at all in an N.A.
setting. We give this program away, and we're convinced that's just the way it ought
to be.

Money is needed, however, to provide internal support and guidance to our own
committees; to produce, translate and distribute our message in written form; to
bring our members together in a worldwide service community committed to the
vision of spreading our message to those in need--particularly as we spread into
more and more countries and across more and more cultures. It is needed to inform
the public about N.A. and to reach addicts who can't get to meetings. These needs
will always challenge our ability to meet them within the framework of the Seventh
Tradition.

That's why it's important that we do not, at any level of service, interrupt the flow
of funds needed to accomplish these important goals. We set budgets that are
appropriate to the size and nature of the tasks at our level of service, we establish a
prudent reserve so that those services are not interrupted if we stop receiving money
for a time, and we pass some along to the next level. If we do this within a
framework of budgeting priorities that hold our primary purpose always foremost in
mind, the spirit of this principle of service is well safeguarded.
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12. No one element of our service structure should have unqualified
authority over any other. Our structure at all levels is one of service,
never of government.

Taken as a body, the Twelve Principles of Service go to great lengths to spell out
guidelines for effective delegation of authority. At first glance it may appear that
such authority in the N.A. service structure smacks of government rather than
service. This concluding principle serves as a reminder that this may never be so.
Our Second Tradition--woven into the fabric of these principles top to bottom--is
clear and specific about this: "Our leaders are but trusted servants, they do not
govern."

The Twelfth Principle of Service'warns us against placing too much authority with
any one service entity. The World Service Conference, for example, is the
mechanism by which the fellowship directs and monitors its world service operation.
Its annual meeting is a time during which everyone in the world service community--
trustees, directors, office staff, and delegates from the various N.A. regions around
the world--all sit down together to carefully examine world service projects. It is the
closest thing to a governing body we have, but checks and balances must always be
kept in place so that it does not go beyond service to become government.

The lessons learned in striking the balance of power among the various elements
of N.A. service have often been difficult and painful ones. For several years, as our
World Service Conference was developing, it attempted to bear the entire burden of
work in world services. Not only did it meet to monitor and adjust the course of
world service projects, it attempted to carry out all the work itself, specitically
managing the details of each project. The result was often an extreme degree of
tension and mistrust among key elements of world services, and ultimately an
inefficient, unwieldy vehicle for getting things done.

The Twelve Principles of Service and the N.A. Service Charter describe an ideal
for world services with a much more highly developed division of responsibilities.
The World Service Conference--an annual event in which all parties come together
to evaluate and adjust the course of world services--delegates the specific
management and implementation of its projects to the trustees. Meeting only a few
times a year, they also must manage only with the broadest brush, and must delegate
yet again to boards of directors and smaller trustee committees. The chain
continues, as it must in any properly managed large organization such as ours, until
it reaches the staff members who are responsible to manage the details of the
project.

One effect of such a chain of delegation is that responsibility and authority are not
concentrated in any single governing body, but are spread throughout the world
service community. Each individual or body is directly responsible to those who
delegated to them their responsibilities. By that multi-leveled chain of delegation,
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the entire structure is directly responsible to the groups which formed it, and which
it exists to serve.

We have been using the word "authority” throughout these principles. What do we
mean by it? Does it not itself imply a degree of government? Those questions will
always be asked by some, and they should be asked. Remaining clear about the
kind of authority we speak of in N.A. is important indeed. Those who have been
delegated that authority should be keenly aware of the limitations on that authority
implied in this principle.

By authority, we mean permission to exercise judgment and take action to
accomplish the service tasks for which one is responsible. Such permission starts at
the group level, and is granted to the other levels. Government would be the other
way around. If the area, for example, had the authority to tell the groups how to
conduct their meeting, the area would have power to govern.

Instead the area has the authority, for example, to develop an approach to H&I
and implement it without asking each group directly for input on how to do that.
The groups have sent their GSR to provide that kind of input. The GSR has the
authority to participate in those discussions and help shape that H&I approach
without asking all the members of his group what his input should be.

Authority to act in service to the fellowship without being inefficiently tied down
by the delegating body's direct control over that involvement, that is the appropriate
definition of authority for our purposes. No element of the structure has the
authority to govern N.A. members or groups. It is our sometimes hard-won
experience that quality recovery and service can only be accomplished in an
atmosphere of mutual respect, mutual support and mutual trust.
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