





NARCOTICS ANONYMOUS
WORLD SERVICES VISION STATEMENT

All of the efforts of Narcotics Anonymous World Services are
inspired by the primary purpose of the groups we serve. Upon
this common ground we stand committed.

Our vision is that one day:

o Every addict in the world has the chance to experience our message in
his or her own language and culture and find the opportunity for a new
way of life;

e NA communities worldwide and NA world services work together in a
spirit of unity and cooperation to carry our message of recovery;

e Narcotics Anonymous has universal recognition and respect as a viable
program of recovery.

As our commonly held sense of the highest aspirations that set
our course, our vision is our touchstone, our reference point,
inspiring all that we do. Honesty, trust, and goodwill are the
foundation of these ideals. In all our service efforts, we rely upon
the guidance of a loving higher power.
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3 Transition Group Proposals
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World Services Meeting—Providence, Rhode Island

Background to the Inventory/Resolution Process

This report represents the latest progress in a process that began in 1992 at the world services
meeting in Cincinnati, Ohio. At that meeting, the Interim Committee first suggested the need
for a slowdown in world services activities for the purpose of inventorying world services’
processes, structure, and project development. The 1993 World Service Conference saw the
creation of the Composite Group, who, from May 1993 to March 1995, facilitated a
comprehensive inventory of world services. The results of the Composite Group’s research
were eventually summarized in Book One of the group’s 1995 report. They had also requested
the hiring of an independent consultant to evaluate the world services system (including the
office), and presented the results of his analysis in Book Two of their 1995 report. Faced by the
fact that the information-gathering phase of the inventory had been completed, but that there
was no group in line to carry on with the work, the WSC leadership proposed the adoption of
the second plan to the 1995 World Service Conference participants who endorsed the plan and
ratified a second group of six trusted servants known as the Resolution Group.

Utilizing a number of resources including the Temporary Working Guide, the Guide to Service, the
Composite Group’s Report (Books One and Two), as well as the participation of additional
members invited from across the fellowship and a significant amount of written input from the
fellowship at large, the Resolution Group eventually offered a series of Resolutions to the 1996
WSC: Resolutions A (a change in participants at a new WSC), B (the adoption of a single
board), C2 (a significantly downsized standing committee), E (a unified budget), F (a world
pool of trusted servants) and G (the creation of a Human Resources Panel) were all adopted in
principle. At that same WSC, the World Services Vision Statement and the World Service
Conference Mission Statement were also adopted, providing a mandate to all world services to
measure all world service activities against the reference point of our fellowship’s core

principles and primary purpose.

Also at that conference, the Transition Group was formed and charged with the responsibility
of developing the specific proposals that would assist the conference in the development of the
new structure proposed by the Resolutions. The Transition Group members ratified at the 1996
WSC were Saul Alvarado from Panama City, Panama; Susan Blaue from Chicago, [llinois; Rose
Crawford from Tampa, Florida; Bob Jordan from Tampa, Florida; Tim Banner from Dallas,
Texas; Pete Cole from Greensboro, North Carolina; David James from Altrincham-Cheshire,
England; Shannon Lynagh from Pittsburgh, Pennsylvania, and Jane Nickels, from Poquonock,
Connecticut. The First Alternate to the core group was Matt Schmeck from San Francisco,
California, and the Second Alternate was Adam Wasserman from Montreal, Quebec. The
Transition Group has been given the responsibility of developing definitive and specific
proposals that will allow the realization in fact of what the Resolutions have thus far outlined
only in principle. The following proposals are therefore presented for your discussion at the
world services meeting in Providence, Rhode Island.



Introduction: New Conference Process and a Two-Year Conference Cycle

The following proposals for structural change to the world service system are predicated upon
two fundamental changes to our conference processes: (1) a new process for the development
of new world service projects, and (2) a two-year conference cycle. In order for our proposals
regarding Resolutions B, C2, E, F and G to make sense, we must first discuss our proposals for
the new project process and the two-year conference cycle.

The Procedure for New Projects

According to our proposal, all prospective projects in the new budgeting system will follow this
procedure: The items that will be included in the Conference Agenda Report will be chosen by
conference participants at the WSC meeting. A maximum of five project-oriented items will be
identified and prioritized at the conference. Conference participants will also identify a
“theme” for each conference cycle—for example, a principle-based issue, or a topical problem
confronting our membership — that will be the subject of fellowship discussion for the following
conference cycle. In keeping with the World Services’ Vision Statement, the identified items
must help to further the growth of NA worldwide and work to improve the unity of the
fellowship for our members.

Delegates’ ideas and suggestions for both the project items and the conference cycle’s theme
would be forwarded to the World Board during each cycle for possible inclusion in the next
cycle’s Conference Agenda Report. One of the reasons for the World Board’s review at this point
in the process is that, under this new system, no projects will be prioritized or considered by
the World Service Conference unless they are accompanied by a project budget and timeline.
One of the duties of the World Board is to develop project budgets and timelines for all
prospective world service projects. The World Board will report to the conference on all ideas
that they receive and may choose to propose some or all of those ideas to the conference for
further discussion. To help avoid surprises at the World Service Conference, any initiatives
brought directly to the conference by a delegate must be submitted for the World Board’s
consideration over the following conference cycle. Only after that consideration may such an
initiative be presented to the conference for prioritization. For the purposes of proper planning,
budgeting, and fellowship consideration, no project proposal would be considered for
prioritization or action during the same WSC as it had been originally proposed.

Proposal: Two-Year Conference Cycle

The Transition Group is also proposing a change from our current one-year conference cycle to
a two-year cycle. We should clarify that all of the following proposals for the World Board, the
standing committee system, the unified budget, and the Human Resources Panel are based upon a two-
year conference cycle, though they can be altered to fit a one-year cycle should conference participants
desire the continuation of our present annual meeting. We have five major reasons for this
proposal: (1) a two-year cycle will lengthen the actual work cycle, making world services more
productive overall; (2) the two-year cycle will allow for lengthened review/ input and
translations processes; (3) the two-year cycle will allow world services to be more proactive,
particularly with regard to fellowship development and the Fellowship Development Plan’s
proposed world-wide workshop system; (4) the two-year cycle can make the principles of cost-
equalization and full-funding a potential reality for world services; and (5) the two-year
conference cycle will allow world services to reduce its overall expenses and activities until
such time as the fellowship is ready to initiate the sweeping changes described in Resolution A.
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Lengthening the work cycle

Our present “one-year” conference cycle is, for all practical purposes, actually a six-month
work cycle. Each year in April, we hold our annual WSC. Office staff and trusted servants
alike then scramble afterwards to shift priorities to accommodate the recent conference’s
actions, as well as to report on the proceedings. For all intents and purposes, the actual work
mandated by conference actions starts up in June. The Conference Agenda Report deadline is
December 1. The result? A six-month window, from the middle of June until the middle of
December, to complete all board and committee work assigned by the conference so that the
CAR can be distributed in January in time for CAR workshops across the fellowship.

The two-year cycle will lengthen the actual work cycle to approximately eighteen months—a
far more realistic time frame in which to complete conference-prioritized work.

Lengthened review/input and translations processes

Two commonly held complaints about our current system are that (1) our membership rarely
has adequate time to review and input world service projects, and (2) our translations are either
not timely or, when they are produced within a timely fashion, prohibitively expensive.

The two-year conference-cycle will allow for far greater fellowship review and input, especially
in light of the new project development and prioritization process (as described under
Resolution E): in essence, there should be no surprises at any WSC from world services,
because the fellowship will have had ample time to consider all world service projects and
initiatives. Additionally, the two-year cycle will allow for longer translation windows, thus
reducing translations expenses for service-related communications and reporting. The other
advantage offered by the lengthening of the review/input time-frame is the fact that our
membership will have had communication from world services during the life of all world
service projects, and so they’ll be better prepared to deal with those projects prior to the World
Service Conference every two years.

Proactive fellowship development and the world-wide workshop system

Moving to a two-year conference cycle will also allow for the creation of a fellowship-wide
interactive workshop system as described in the Fellowship Development Plan by (1) freeing
up resources! that might have otherwise gone toward conducting the annual meeting; and (2)
by making possible increased face-to-face interaction between world services and our
membership beyond the limitations of the current annual meeting-based interaction—a new
kind of interaction that is made possible by the lengthened work cycle.

Cost-equalization and full-funding

Moving to a two-year cycle will significantly reduce the overall expense associated with the
World Service Conference, thus making it possible for the first time to consider funding all
board and standing committee members, as well as all regional delegates, either through cost

! These resources include not only the financial impact associated with the annual meeting, but also the
staff’s logistical and administrative support, which represents a substantial commitment of WSO

resources in our present system. In the two-year cycle, both financial and human resources usually
associated with the successful convening of our annual meeting could then become available for world
service projects and for supporting the worldwide workshops.
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equalization, full funding, or a combination of the two. This advantage of a two-year cycle
would also make the playing field far more level for international participants, as well all
members who might not otherwise have the personal resources to serve at this level.

Reducing overall expenses and activities until the implementation of Resolution A.
Conference participants at the 1997 WSC indicated during the small group meetings that they
wished to see an eventual change in representation at the conference resulting in a downsized,
more efficient WSC. However, they also indicated that such a transition should be gradual.
Moving to a two-year conference cycle would allow world services to reduce its overall
expenses and activities pending such changes in the conference as discussed last year. In
essence, the two-year conference cycle could be seen as the first stage of the conference-
recommended transition process.

Con: Communication Value of the Annual Meeting

The one argument that was raised in our discussion against moving to a two-year conference
cycle was the loss of communication value that an annual meeting affords our fellowship. We
recognized that the annual face-to-face gathering of regional delegates from around the world
is of considerable value to our members in terms of maintaining communications between
world services and our membership at large, as well as between the regions themselves. This
could be affected by the move to a two-year cycle. We believe that the proposed worldwide
workshop system could alleviate this potential “con,” but we have nevertheless put it forward
for the purpose of further discussion and input in Rhode Island.
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Resolution B—The World Board
e e e e e R s e R e e g s e e ]

Resolution B:

To approve in principle the adoption of a World Board, replacing the current World Service
Board of Trustees, WSO Board of Directors, WCC Board of Directors and the WSC
Administrative Committee and further that within the consolidated World Board, there be a
specific group whose purpose fulfills the role and function as originally defined for the WSB who
remain guardians of the traditions and ensure the spiritual nature of the checks and balances that

they provide. -

Mission, Membership, and Duties
We are proposing the following mission, accountability statement, membership, membership
qualifications, clean time requirement, and duties of the World Board for discussion:

World Board’s Mission:
The mission of the World Board is to contribute to the continuation and growth of Narcotics
Anonymous. The board serves as a primary resource for the NA fellowship by providing the
support needed to carry our message while ensuring that the service and support provided are of
the highest quality possible.

Accountability Statement:
The World Board is the service board of the World Service Conference. As such, it is accountable
to the final authority within our service structure as stated by our Second Concept — the groups,
who retain the final responsibility and authority for all NA services. In accordance with the
principle of delegation described in our Third Concept, the World Service Conference, on the
fellowship’s behalf, delegates to the World Board the authority to provide effective services.

Membership:
The World Board will consist of twenty-four members elected by the World Service Conference,
and the executive director(s) of the WSO. Every member will have equal participation rights,
including voting on the board and at the World Service Conference.

Membership Qualifications:
In addition to the qualities expressed in Concept Four such as humility, integrity,
trustworthiness, and strong commitment to open communication, the following qualifications
for nomination and election to the World Board are written to express the variety of skills and
experience necessary to the board’s optimum operation. A single individual may not have all of
the qualifications listed below. These qualifications should not be viewed as a list of absolute
requirements, but rather as an expression of the qualities and experience that will help the board
to best serve our fellowship:

e History of both completing work independently and working well within a group

e Familiarity with and commitment to the World Service Conference vision of a global
Jfellmnship demonstrated through mnvld sevoice or personal life expevience

e Familiarity with Narcotics Anonymous service structure
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Administrative skills Tek s é@
Experience with plan development and financial forecasting ) uy@g‘g‘ :
Organizational and communication skills M ’
Personal resources to make the necessary commitment X " g A~

A working knowledge of the Twelve Steps, Traditions, and Concepts.

Clean Time Requirement:
We propose that the clean time requirement for board members be a minimum of ten (10) years

clean.

General Duties:
So that it can fulfill its mission and the will of the WSC, the duties of the World Board are to:

Communicate all world service activity to our membership in accordance with the
principles embodied in our Eighth Concept.

Oversee the operations of the fellowship’s primary service center, the World Service
Office.
Administer the activities necessary for the successful operation of the World Convention.

Hold our fellowship’s intellectual properties in trust in accordance with the Fellowship
Intellectual Property Trust.

Provide support and administration of world service meetings.

Plan and budget for basic service provision and project development.

Be accountable for all world service budget responsibilities.

Select committee members for project development and completion.

Oversee activities associated with how our fellowship and service structure interact with
society.

Oversee development of new literature, periodicals, and translations.

Address philosophical issues and questions about our traditions and concepts,
developing position papers when necessary.

Make necessary decisions affecting NA world services when the World Service
Conference is not in session, mindful of the priorities previously established by the
World Service Conference.

Quorum and decision-making:
The proposed quorum for the World Board equals one half of aIZ seated members plus one (e.g.,
were there twenty-six seated members, quorum would equal fourteen: one half the seated
members — thirteen — plus one). While the board should strive for consensus, its process can
allow for majority decision-making when necessary.

World Board Duties: Discussion

The above list of duties is comprehensive, encompassing in a general way all of the duties and
responsibilities of the entire world service system, including those of the board’s standing
committees. The rationale for this all-encompassing list is clearly based in the results of the
inventory process itself. For example, the Resolution Group, in addressing the need for a single
board with clear lines of accountability, wrote that
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The Consultant’s Report states very clearly that our current system is not working. In
that report, the consultant affirmed that “The complex NA organizational structure of
two boards and a large number of committees was not supportive of good
communication or focusing on the primary NA mission to support the suffering addict
through recovery” (CR 6). That report continues: “ Additionally, the organization is so
intertwined in committees that two results have occurred: 1. Not exercising its full
potential of leadership. 2. A lack of clear objectives that must be identified and
accomplished. Because of the overabundance of projects, directives and committee
involvements, a series of objectives aligned with the vision are often not properly
prioritized” (CR 102). (RG 35)

Thus the inventory process up to this point indicates the need for a board and its accompanying
committee system to be the single point of decision and accountability in the new structure,
with clear lines of delegation and responsibility. We are proposing that the World Board, as the
single point of responsibility and authority acting on behalf of our fellowship, must necessarily
be held accountable for all of the activities occurring in world services. To divide that
accountability among other world service entities, including the standing committees
themselves, would be to compromise the principle of a single point of decision and c;%/v’
accountability embodied in our Fifth Concept, and worse, to re-create a splintered and '
conflicting world service system that the inventory process has revealed to be at odds with

itself and therefore largely unworkable. S

However, such a change in our system necessarily implies at least two ideas that should be
carefully considered. In order for this change to be feasible, the following two premises of the
new board’s operations are at the heart of this proposal: (1) the board is greater than the sum of
its parts; and, (2) the World Board directs and administers the progress of WSO staff, who are
responsible for fulfilling work as outlined by the World Board.

The board is greater than the sum of its parts

This premise assumes that, just as the World Service Conference delegates the necessary
authority to the World Board in order to carry out the will of the conference, so the board itself
delegates specific responsibilities to its own standing committees to better expedite the board’s
work throughout the conference cycle. In this sense, the committees can under no
circumstances seek to act autonomously beyond the general scope of responsibilities and
activities assigned them by the World Board. The committees serve to undertake and complete
specific projects that the board needs to delegate so that the board may fulfill its duties
successfully. This is the sole reason for separate standing committees within the board.

Given these clear lines of accountability and authority, the board, when it meets in full session,
can and does direct the activities of each of its standing committees. The board is greater than
the sum of its parts, for only the full board may make decisions that might initiate, change, or
eliminate specific committee duties and activities. It is only by this means that the board can be
held accountable for the activities of the committees, and therefore the board’s oversight of
committee activities on behalf of the WSC is without exception. Similarly, the board is in turn
held solely accountable for all world service activities by the World Service Conference, from
whom the board’s authority and responsibility derive.

The corollary to this delineation of accountability and authority is that in truth the committees
are the board. Given the overriding principle that the board is greater than the sum of its parts,
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it should therefore be structurally impossible for the committees to ever be in competition with
one another. The committees exist only in service to the full board, allowing them to accomplish
those tasks which the board finds more expediently completed by a smaller group of
individuals working on the board’s behalf.

Therefore, whether the board’s duties and responsibilities are accomplished by the full board
while it is in session, or they are accomplished by separate committees for full board review
and approval, all of the activities associated with the above list of duties remain the purview of
the World Board, who are in turn legally and spiritually bound to act in accordance with the
will of the World Service Conference.

The World Board directs and administers WSO staff. . . .

This second premise is that WSO staff is responsible for doing the actual work that furthers the
board’s duties and activities. While board members, acting either as full board participants or
committee members, must direct and oversee the work that is to be accomplished, the work

itself will be undertaken by special workers at the direction of the board and its standing
committees.

The board, as the above list of duties demonstrates, is responsible for literally all of the
activities associated with providing world level services. It would be impossible for them to
undertake the actual writing, editing, and communicating about this volume of work while
working as volunteers from around the world, serving a growing worldwide fellowship.
Therefore, in order for the new board to be accountable for these activities, its members must
direct and oversee the work carried out by staff at the board’s initiation and under the board’s
supervision rather than attempt to carry out the work themselves. By assuming the
responsibility for world level activity, the board is therefore the body which provides direction
to the staff so that the work which has been prioritized and approved by the World Service
Conference can be accomplished.

In reality, this scenario is already in practice and standard operating procedure for world
service projects, as well as in basic service provision at the world level. In many, perhaps most
cases, the WSO staff carry out the day-to-day functions on behalf of the existing boards and
committees by administering conference calls, undertaking research, developing minutes and
reports, organizing travel arrangements, and providing a host of other services that help keep
world services functioning. The Transition Group desires to state explicitly what is already an
every day occurrence in many areas of world service responsibilities and activities so that there
can be no confusion as to the direct lines of accountability and responsibility within the new
world service system. The TG therefore acknowledges what is already working well within our
present system, and wants to incorporate those processes into the new system.

Implementation

We will make a motion in the 1998 Conference Agenda Report seeking to form the World Board
during the 1998 WSC, with the board assuming responsibilities on 1 June 1998. Part of the new
board’s responsibilities during the 1998-1999 conference year will be to further refine its
operating procedures and its various committees’ responsibilities. The new board would then
be required to submit those procedures and responsibilities for conference review in 1999. We
believe that the seating of the new board should take place in 1998 for at least two reasons: (1)

The inventory/resolution process is now into its fifth year: it’s time for world services to move

on to their primary responsibility of helping better carry the message; and (2) Rather than
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create another group to flesh out the new board’s duties and operational procedures, the new
board can achieve these objectives with the added benefit of not having to spend its first year

re-interpreting the previous group’s efforts.

Time to move on.
By inventorying ourselves and moving toward solutions, world services has made an implicit

promise to our membership: we have said “We're trying to change to serve you better.” It's
now time for us to make good on that promise. The fellowship has been very supportive and
understanding regarding the inventory/resolution process in world services. In point of fact,
our membership has seen considerable expense and resources devoted the improvement of the
world service system. We have inventoried ourselves, identified some of our major problems,
and developed solutions to address them: it’s time now to move on, and to return to focusing
upon our primary purpose, helping the groups to better carry the message throughout our
fellowship.

Let the board design its own processes

No matter how thorough the Transition Group’s work, there is simply no way for any group to
have all the answers up front as to what the new board will be faced with in developing their
processes and procedures. Rather than creating yet another “Implementation Group” to further
develop the new board’s responsibilities, let’s allow the new board to discover the best way to
proceed as they begin to get up to speed with their duties and responsibilities. The added
benefit here is that, unlike the Resolution Group and the Transition Group, the new board, in
developing its own processes, won't have to spend the first year of its existence trying re-
interpret the previous group’s work and its relevancy and /or meaning to the work before
them.

Elections

With regard to the initial election of World Board members, we will recommend that the World
Board be initially formed by an election at the conference that is open to all nominations. We
believe that with a board this large the conference will keep enough experienced members for
continuity of service. To establish one-third of board seats rotating every two years, the first
board will have one-third serving a three year term, one-third serving a five year term and one-
third serving a seven year term initially.2 The standard length of term for all subsequently
elected board members will be six years. The length of term for the initial board members
should be chosen by lot. Board members may stand for a second term. We believe that it
should be left to the conference to decide by their vote if an individual should serve a second
term. This is an example of the checks and balances available to the conference.

2 The reason for these numbers is that, if the two-year conference cycle were adopted, there would be no
conference in 2000. Thus the initially elected board members elected in 1998 would, depending upon
their initial term of election, roll off in 2001, 2003 and 2005, while subsequently elected board members
(elected in 2001 and each serving a six year term) would begin to roll off in 2007. In this way, the board
would maintain its continuity of rotation while preserving experienced members on the board during its
initial years of operation. In the initial election, candidates must receive a vote of 60% or greater to be
elected, while all subsequent elections will require a 2/3 conference majority to be seated on the board.
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