





E TRANSITION GROUP PROPOSALS

Background to the Inventory/Resolution Process
.:o 1992 at the world services
ttee first suggested the need

This work represents the culmination o ocess be

fap hat

meeting in Cincinnati, Ohio. At that meeting, the Interim Co
for a slowdown in world services” activities f o .lﬂ Jok rpose of inventorying woﬂa services’
processes, structure, and project development. The 1993 World Service Comcrence 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 st ammarized in Book One of the group’s 1995 report. They had also requested
the hiring of an independent consultant to ev aTLn te the world services ystern and presented
the results of his an alvsr: 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 a second pian,
known as the Resolution Flan, 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.
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Utilizing a number of resources in luding A Temporary Working Guide to Our Service
Structure, A Guide to Service, the Composite Gmuv s Report (Books One and Two), as well as the

par? cipation of additional members invited from across the fellowship and a significant
amount of written input from the fellowsmv at large, the Resolution Group eventually offered a
seri“f: of Resolutions to the 1996 WSC: Resolutions A (a change in participants and participation
at a new WSC) B (the adoption of a single board), C2 (a SLg:*uﬁc ntly downsized s‘ta-nding

F (a world pool of i‘:us*’ced servanf:s; and G (the
TQesc'urces Panel) were all adopted in principle. At that same WSC, the

‘he World Servics Contference Mission Statern nt were
L I a o measurs z2ll world service activities acainst the raference
point of our fellowship’s core principles and primary purpose.

The Transition Group’s Work During the Past Two Years

~

Also at _?-He 1996 conference, the Transitiomr Group was formed and charged with the
resaons*:‘zl ty of developing the specific proposals that would assist the conference in the
creation of 1 ; ture proposed by the Resclutions. The Transition Group members
ratified a: +he W Saul Alvarado from Panama City, Panama; Susan bl’uc from
Pk T - —_ - b _-— iz . =
Chicago, lilinois; Rose Crawford from Tampa, Florida; Bob Jordan ‘z:o:‘ﬂ Taﬁﬁ_sc” Florid
Banner from Dallas, Texas: Pete Cole from Cra eensboro, North Carolina: David T James ¢
Manchester, i:ngiana_: Shannon Lynagh from Pittsbur gh, Pennsylvania; and Jane Nickels,

'D ey £ 3 T T2 1
i q“opock Connecticut. The First Alternate to the core group was Matt Sct
o .
Francisco, California, and the Second Alternate was Adam Vv:sce“:w n from Mor
Over the J-__aFjiS'T. yea:,.ﬂfr.‘wjever, Shannon Tv-wgh has had to rmskgn from.
emplovmentresponsibilities.
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the task before
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August 1996, and developed our working timeline, in which we lined-out our various tasks,

and set dates by which each should be accomplished if we were to finish our assigned work.

At this meeting, we also began to “break out” each resolution into its various component
parts in order to get a better idea of the kinds of detail we would need to focus on to complete
our work. For example, in examining Resolution B, which deals with the World Board, we
knew we would need to identify the recommended number of board members, their
qualifications, the functions of the board, the “spiritual guardian” component as mandated by
the amendment to Resolution B, and so forth. We had to do similar “break outs” for each of the
six resolutions at this meeting. Then, based on the workload that we saw before us, we divided
our group into two smaller work units, one to deal with Resolutions A and G, and the other to
deal with Resolutions B and C2.

We had a meeting during the weekend of 25-26 October 1996, and our work groups set
about the task of further defining our work outline, which we then presented to conference
participants. In the report from this October meeting, we also realized that we wanted to
achieve as many face-to-face input settings as possible. With this in mind, we recommended
that there be a world services meeting during the fall of 1997. We felt that this meeting, along
with the 1997 WSC in April, would provide us with a minimum of two face-to-face input
sessions with conference participants, along with the regular channel of ongoing written input
from the fellowship at large. We felt that opening as many avenues of direct input to our
membership as possible was essential to the success of this project.

We then met in January 1997, and began finalizing our report to the 1997 World Service
conference participants. Our 1997 report (the mint green one) was finalized in March 1997, and
sent to conference participants about thirty days prior to the 1997 WSC. We received a lot of
input at the conference, and, in our June 1997 meeting, began to incorporate that input into our
work. For example, the 1997 WSC participants told us to focus on Resolutions B through G.
They felt that when these Resolutions have been implemented, then world services might better
focus on Resolution A. In view of this input, we changed our work strategy, deciding not to
forward specific proposals for Resolution A for action at WSC "98. WSC '97 conference
participants’ input indicated that about 70% of conference participants were in favor of change,
but as to the direction of that change, the conference was split between the four models that we
offered as a choice for Resolution A. As a result, we have decided to simply present a report on
Resolution A to conference participants later this year.

We then met in July, in order to finalize our revised proposals for conference participants’
mput at the August world services meeting. We sent out our report (the red one) about thirty
days prior to the world services meeting in Providence, Rhodé Island, and received input at
that meeting that has been incorporated into our work that is being presented in this year’s
Conjference Agenda Report. Our October 1997 meeting report outlined the many changes to our
work as the result of participants’ input from the Providence world services meeting. A brief
summary of those changes includes: the procedure for new world service projects, World Board
membership, the role of the Executive Director(s) of the WSO, the World Board’s voting at the
WSC, the composition of the Human Resources Panel, the duties of the Human Resources
Panel, and the use of non-addicts in world services. As we reported in November, our
proposals reflect these changes as they were discussed in Rhode Island.

If Motion #1 doesn’t pass— Or, back to the drawing board
During the course of our discussions over the past two years, it became very clear to us that

it was difficult to consider any one of Resolutions B through G separately from the others. In



this ssnss, we re- -iscovered what the Resolution Group (RG) itself had discussed in their

reporting during the 1995-96 conferénce year. We, like the RG, found it impossib L to consider
the form and function f the World Board without having to consider its comumittee structure,

the World Pool and Human Resources Panel, the unified budget, and the le*w gth of the
conference cycle. All of the Resolutions adopted in 1996 made artificial divisions & e‘"w een the
various components of the new structure For convenience sake. But in reality, we found tlaL

the system had to be designed as an entire mechanism whose parts function interdependently
just i like the parts of a L,Lock Or an engine.

Because of J**e necessity of thinking of this new World Board as a series of interdependent
components, it is clear to us that we are nof presenting a series of independent “engine phrts
for the conferen«.e s consideration. Rather, with regard to Resolutions B through G, we are

presenting a new “engine,” an interdependent service delivery systern. The artificial division
between its “parts,” necessitated by our monon-ui n d CO:’E:ZT:??”C& r{w)ﬂac Report format, couh
be misunderstood to mean that one “part” might be adopted or accepted, w. hile another * ‘part”
could be revised or even removed from the wor lci service systern. However, such an
assumption would be mistaken. We have developed a new W orld Board system whose parts
are interdependent, and therefore not changeable without going back to the drawing board and
creating yet another complete “system” whose parts have been redesigned to function together.

We are therefore committed, by both practical necessity as well as legal counsel,
following course: We shall prasent Motion #1 for the conference’s consideration.
is not adopted, we do not plan to preseﬂ.f- any further motions for consideration at '*‘-'
Service Confarence. We do not adopt this course of action to li nit the conferenc
change the wouu service structure. The conference always has the ability to direct an nother
group to go back to the drawing board and develop a new system that will mest the practical
and legal requirements of a new world service system, if co_fe:erce parficipants do not agree
with “He structure being proposed. A
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We ask that all members please remember that the following system
represenits the culminadon of the entrs inventory/resolution process th
:

widespread participation and direction from our membership. In this sense
proposed _-ﬂects a collective effort that attem pts t0 be most ¢ :recenta ive of

t both conference participants’ and home group members’ input for at least ¢
\11 of their input and deliberation, along w 11‘1 all of our couecku_ve synthesis of thi
mciudmg the legal preparation that has been done to ready us for the cha
service structure, have given us a clear mandate; We wers given the
Resolutions B through G, which were adopted in principle at the 1996

Conference, a workable reality. To do so, we knew ‘hat we would need to desi
and pracncal system that w ould be created within the spirit of the

also, most iznporta_..tlw, work. All of vour input, and our deliberation, has
following four basic premises: 1) there will be one World Board; 2) the
committees of the World Board; ; 3) there will be a World Pool and 2 :Li'n an Resourcss Panel;
and 4) there will be a Unified Budget.




to proceed at this point is to give you what we have designed considering all of your input, as
well as that of our legal and financial consultants, as the new system to be adopted.

The World Service Inventory: “Steps Four Through Seven”

We have followed the conference’s lead in not presenting any proposals for conference
action regarding Resolution A at this year's WSC. Like conference participants, we believe that
the changes to our World Service Conference, and to our membership’s representation there,
implied by Resolution A will require (1) more time for the various geographical areas across
our fellowship to evolve sufficiently to make a zonal or even continental representational
format a practical reality, and (2) ample time for the fellowship as a whole to discuss, input,
and help develop a new representational format.  Because such maturation and
input/development processes can't be mandated by any service body’s action, we agree that
the most practical thing to do today regarding Resolution A is for us to provide a report prior to
the 1998 World Service Conference to help the conference frame the issue for future discussion
and eventual action.

The changes implicit in Resolutions B through G, however, can be implemented today. We
believe, in fact, that taking action to implement them now is in keeping with our principles and
with both our individual and our collective experience. Both the Composite Group and the
Resolution Group, at times, likened the world services inventory to our program'’s process of
working the steps. The Composite Group helped world services to do its Fourth and Fifit
Steps. World Services—and that means all conference participants, including our regions’
representatives, as well as the entire 1994 WSC collectively —did a lengthy inventory of
everything that was wrong with our system. Together, we identified confusing lines of
authority and responsibility, inefficiency and duplication of similar services, “turf wars”
between the various components of the system, a lack of short-term and long-term planning, a
need for better budgeting practices, the need for a more principle-based elections process, and a
number of other “defects” in our system. ... We took our inventory and, like the Basic Text
says, we “sorted through the confusion and contradictions” of our service system, in the hope
of “irying to free ourselves of living in old, useless patterns” of behavior.

We identified our defects, as well as our assets, and then we published them for the world
to see. We did our “Fifth Step” with the whole fellowship! We said, “here are all of the things

rrong with the system. We admit that they're wrong. And we do want to do better.” So the
conference created the Resolution Group in order to help us work our “Sixth Step.” In forming
our Resolutions for change, the RG helped us to see a new way to conduct our affairs—a way
that pointed out the various shortcomings of our system and tried to address them
comprehensively. They even gave us a “vision” of what we should be focusing on with the
World Services Vision Statement. And the 1996 conference participants, in adopting the
Resolutions, the World Services Vision Statement, and the World Service Conference Mission
Statement, expressed our collective willingness to change. Together, once again, we said
“These Resolutions appear to be a way, in principle, for us to move away from our old patterns,
and into our new way of doing things. And we want to change. We want to improve the way
we're doing things, and to better serve our members.” We had developed a vision of what we
could become as our goal to attain within any service siructure, and we truly began working
our “Sixth Step” when we expressed our willingness to move in the direction of the
Resolutions.

The Tramsition Group, in further develeoping the details of tie Resolutions, has iried O
increase that willingness to change. But, just as these steps work in our personal lives, no
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won't change tep out ix

the wreckage that ﬁesulits from -au'r‘ring off Step Seven iz

reason to beh ve that :he W orla Services Ni‘-_"_‘v‘_l"-.tOij'”
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principles.
been attempti gf t & past £ 3

Isn't it just l ike us to call something “temporary” and 3
have edged up to the moment of change for over a decade but When 'L:H time came—we
backed away. Fear and lack of trust kept us time and agai into faith, and mto
change. Isn't it tim for world services to become more e" icient, more produc?ive, more
responsive 0 our members, and more prepared fo dea the reality of the increasing
ch E;T]_e:rﬂ,—-{;‘s that face us as the result of our growing inte ! :ne_doekshﬂp" Isn't it time to
take one step closer toward realizing the day when 7o addict, regardless of language, ¢ culture, o1
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one step closer to developing a world service system that can be more respon isive t© our
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members, so that NA communitie rorld services can truly work together in unity and
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cooperation to carry our message? To take one step closer to the day when wor 1d services’
“"bhc relations eiz e solidly urified than ever before u:) ~LJt> ensuze that NA really

Veniory that seems now to have
Hgng Of\ 17-, 790"7 ”T- not now, i3 T::;Lev
strongly believe that the time £

world services to work emphasizes “progress” over
“perfection.” We know that implementing the work won't "’rr;rac*.ﬁous'i_'v"'
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solve all world services’ “"asle_*;: just as our first attempt at surrendering to the Sevenih Step
does not result in our becoming “pe In fact, we believe that to fully im; i
described in Moton ."1 (the World Board), Moton =2 (the Unified Budge
World Fool and the Human Reso 17Ces f’ar_el\ and \/WLA v #4 (the WSC Co-!
take about two Vears. 1
the Hme necessars







RESOLUTION B AND C-2—
THE WORLD BOARD AND ITS COMMITTEES }

Background

In developing the proposals for the World Board and its con -'L:tees, we reviewed
comprehensive list of all duties and re ponsﬁblhv.es of the current world services system. We
agreed that, to simply reproduce that list in its fotality would be to risk re-inventing the same
:vs*sx*r- that world services has spent so much tme, effort, and resources to move toward
improving upon. However, we have also ensured, in creating the proposed board and
committee structure, that all of our f Ilo“rs”\_lp s service funciions remain vital components o
the new system. We therefore are making general recommendations (what our trusted servant
have come to call “External Guidelines”) as to the duiies and responsibi r
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tes of the new syste
in order to allow the new board and its commitiess some latitude in definin

g their ?rocesses.

In other words, we have identified general areas of esponsi ibility
committees, bm as to how they acco::ph X
Guidelines”), we nead to allow the board oy

upon what actually works v\‘*"“tr: the new a:‘:_d asﬂyet ur-_-'am'-_hsr sy‘ste-:n. -o do orhe-_x'fzsc
would be to attempt to write “Internal” guide];ines ase mrelv on i-_hﬂorv and not on
experience —prooabiy not the best way to proceed.
as H&l, Pi, literature development, and L_ans1aL.Oﬂ
the new board’s commitize siructure, maintai
continuity, and consist

upon.
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We are recommending to form the World Board during the

assuming responsibilities on 12 June 1998. Part of the new board’s ¢
1998-1999 cor-je:ence }ea* will be to further refine its operating pr
committess’ The new board would then be -
procedurss and respornsibilifies for conference review in 1999, Wa
the new boa would take place in 1998 for at least two reasons: (1
allowed to devel it “Internal Guidelines.” Rather than cre
out the new and operational procedures, the new

T 1 I 1 - 3 : y
Objectives with the added benefit of not having to S;’JET‘-d its first
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previous group's eifforts. No: er how thorough the Transiton Grot
n or aniy group to have all the answers 1 up front as to what th

with in developing their processes and procedures.
And (2) The inventory/resolution process is now
services to move forwardg, reassuming their p primary responsi

message and thereby dcvelo*‘mg projects and sarvices more closel
principles. It's time, wea believe, for world services to work its “Seventh Ste
long-awaited manges to our service structure,

For more

g

-depth background to Motion 1, please see Addendum A.



Combining Two Corporations

Metion 1 also involves the combining of our two existing non-profit corporations (the
World Convention Corporation and the World Service Office) into a single non-profit
corporation that will be known as “Narcotics Anonymous World Services, Incorporated.” Also,
even though they’re not legal entities today, the World Service Board of Trustees, as well as the
WSC comumittees, will also be combined into this new entity in order to best streamline the
entire world services system. This name change thus reflects the larger scope of the new
organization over the present way world services is organized, with its confusing lines of
accountability, divided budgeting and budget reporting mechanisms, and sometimes
overlapping duties and responsibilities. In streamlining our legal structure, we will also
simplify our budget reporting, so this new corporation really refiects a legal entity that is more
in line with the spirit of the resolutions for a downsized, more efficient and more responsive
world service system adopted in principle during the 1996 World Service Conference.

In the new World Board, we have designated board members as simply “members,” rather
than “trustees” or “directors.” This simple designation helps to allow for the considerable
change in the board’s responsibilities which are greater than those of both the current
“trustees” and the current “directors.” It also has the added benefit of reducing the kinds of
expectations and “baggage” that prospective new board members may bring to their role as
World Board members by not associating their new responsibilities with either of our present
boards and their respective responsibilities.

In order to maintain a working administrative, decision-making body between the and of
WSC ‘98 and the legal commencement of the new board on 12 June 1998, Motion #1 outlines
the way in which the Interim Committee will need to remain in existence immediately after the
1998 World Service Conference. In this way, we are ensuring that there will be a body in place
to act on the conference’s behalf between the end of the 1998 WSC and the beginning of the
new board’s implementation. Doing so also allows for the legal necessity of having a decision-
making body in place through the combining of our legal entities into a single 501c3 non-profit
corporation.

All motions relevant to the Fellowship Intellectual Property Trust and to the Internal Use
document in this vear's Conjerence Agenda Report will be presented by the WSO Board of
Directors and the World Service Board of Trustees. Since the WSO board planned to present
other housekeeping motions to the FIPT and the Internal Use document, it seemed the easiest
way for the fellowship to review and consider all possible changes at the same place in this
year's CAR.

Changing for the Future
We understand that some of the language that follows is legalistic and maybe even a little
cary. But the fact is, we're no longer a fledgling organization like we were when the legal
entities of the WCC and the WSO were first formulated. Further, the laws governing non-profit
organizations have changed pretiy significantly since the early and mid-eighties. The
Transition Group has worked with our attorneys and accounting consultants every step,of the
way to ensure that the World Service Conference remains in charge of the world service system.
We believe as strongly as vou do that our service boards and committees are “directly
responsible to those they serve,” and that our leaders are trusted servants and do not govern.
Nothing in any of our proposals contradicts these core principles of how our service structure
e requited Ly law 0 state many of the World Board's

responsibilities in a way that would be legally recognized by a court of law. We hope that
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will operate. Mewvertheless, we ac



Motion 1: To implement Resolutions B and C-2 by adopting the following External
Guidelines for the World Board. Further, that elections for the World Board be heid at
WSC 1998 with the new corporation taking effect 12 June 1998. The current Interim
Comumittee, World Service Office Board of Directors, and the World Convention
Corporation will continue to function until 11:539PM 11 June 1998. The Interim
Committee will be responsible to make necessary decisions affecting NA world
services and to assist in preparing the agenda for the first meeting of the new World
Board.

Intznt: To implement Reso
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Resolution C-2: To approve in principle a significantly downsized standing committee

structure responsible to the World Board.

Financial Impact: The curreni expenses for
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Il cost aj *::c*c: nately 550,000 ¢

We have not iwch{f’ od individual crence commitiee meetings in calculatin
the current or proposed system. These meetings fluctuate from year fo year

ned.  We muc ;L_vo :zof included administrative expenses L"o

World Board External Guidelines

World Board's Mission

The mission of the World Board is to contribute fo the comtinuation and growth of Narcotics
Anonymous. The board serves as a primary resource for the NA Fellowship by p?'@t’iaz'n

HESSacE w;’"zlﬂ ensuring that the service and support provided are of the highest

_faccou-ltﬂbllzw Statement
The World Board is the service board of the VWorld Servt fererice. As such_ By
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In accordance with the principle of delecation described in our Third Concept, the World Service
Conjerence, on behalf of the groups, delegates to the World Board the authority to provide effective

services.

Purpose of the World Board
The purpose of the World Board is to:

Carry the message of recovery to addicts who still suffer from addiction.

Provide support to the Fellowship of Narcotics Anonymous in their efforts to provide the
opportunity to recover from addiction.

Qvuersee all the activities of NA world services, wcluding the fellowship’s primary service
center, the World Service Office.

Provide service to individuals or groups of addicts seeking recovery from addiction and assist
the public in understanding addiction and the Narcotics Anonymous program for recovery
Jjrom addiction. Such assistance may include direct and indirect communication with
addicts, organizations, agencies, governments, and the public.

Ensure that no resources gemerated from Trust Properties are utilized to engage in any
activities or exercise any powers that do not further of the primary purpose of Narcotics
Anorymous, which is to carry the message to the addict who still suffers.

Hold and manage in a trust for the fellowship the income produced by any world service
activities in a manner that is within the spirit of the Twelve Steps, Twelve Traditions, and
Twelve Concepts of Narcotics Anonymous.

Hold in trust for. the Fellowship of Narcotics Anonymous the rights to the exclusive control,
use, printing, duplicaiing, sales, and use of all the intellectual properiies, logos, trademarks,
copyrighted materials, emblems, or other infellectual and physical properties of the WSC, or
the Fellowship of Narcotics Anonymous as a whole in accordance with the will of the WSC.
Control and manage the exclusive production, printing, manujacture or reproduction of the
properties or the licensing for production, printing, manufacture of the properties of the
Fellowship of Narcotics Anonymous and offer these properties for sale to the fellowship and
the general public.

General Duties

The duiies of the World Beard shall be undersiood to be adminisiraiive in nature. So that it can fulfill its
mission and the will of the WSC, the general duties of the World Board are to:

a

Communicate all world service activity to our membership in accordance with the vrinciples
. ~ i

embodied in our Eighth Concept.
Oversee the operations of the fellowshin’s vrimary service center, the World Service OfFce.

P g J ! JJ
Admunister 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 for all world service meetings.
Plan and budget for basic service provision and project development.

< ' i 4
Be accountable for all world service budget responsibilities.

Select commutiee members for project development and completion.

Overses actr
society.

fies associated with how our fellowship and service structure inferact with

Oversee development of neww literature, veriodicals, and franslations.
¢,



o Address philosophical issues and questions about our traditions and concepts, developin
position papers Wi
e Muake necessary decisions affecting NA world services when the World Service Conference 1s
not in session, always f,rrq’*‘b_l of the priorities previously established by the World Service
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Membership
The World Board will consist of twenty-four members elected by at least 60% of the World Service
Conj’arencz. These conference-elected members will have equal participation rights, mcizmmo DOt
f}re board a ./;"’ at the World Service Con_r’e?emg. Board ‘T”E:’.'T'b rs may not, however, voiz on iiems
have been submitted to the groups ir the Conference Agend L@po- t, or on any other items of Old
Business at f’fr.e ‘.\b el Sevt‘“ca Conrerence. The Executive Director(s) of the World Se vice Office will be
non-voting members of the board.
Membership Qualifications

y, frustworthiness, and
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71 add
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tior 1o the qzzaimes expressed in Concept Four such as humility, inte
strong conmmitment to open communication, the joHo:uvru wuﬂ:r? ations for nomination and election r’o

the World Board are written to express the variety of skills and experience necessary &

s

optimum cperation. A single tndrvidual may not have all cr’ 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 compleiing work independently and working well within a group.

o Familigrity with and commitment to the World Service Conference vision of a global

_r’eIZoz"shﬂ* vﬁﬂi@ﬂ&'u?liﬁd through world service or personal life experience.
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o to atiend meetings, travel, and to fulfill the additional

® ce of i Twelve Steps, Traditions, and Concepis.
Clean Time Requirement
All board members must have a minimum of ten (10) years clean
Terms

of the board are eligible for election

for two consecutive feris.
oard members, the Worid Board will be initiclly formed by
one-ithird of board seats rotating er;-ery fwo years, the firs
-year ermi, or:e—i‘;irci :87"'1?1- a four-year term, and one-thire

be chosen by volunteers
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Quorum and Decision-Making, Internal Elections, and Removal of Members

Quorum and Decision Making: The proposed quorum for regularly scheduled meetings of the World
Board equals one half of all seated members plus one (e.g., were there fwenty-four seated members,
quorum would equal thirteen: one half the seated members — twelve — plus one). While the board should
Strive for comsensus, its process requires a minimum of a majority of seated board members to vote in the
. affirmative (i.e., a minimum of thirteen “yes” votes) io represent a decision of the World Board.

Participation and Internal Elections: All board members shall have the right to full participation.

All voting members of the Executive Comumittee of the board will be elected by the board. Election to am
URRES BICI ik ; : ) Y

position on the board will require a simple majority vote.

Removal of Members: Members may be removed from the board by a two-thirds majority vote for the
following causes:

1. Failure to attend fwo meetings within a fwelve month period.
2. Relapse as defined by the Fellowship of Narcotics Anonymous.
3. Conwviction of a felony or equivalent offense during their term of office.

4. Declared to be of unsound mind by a final order of a court.

5. Misappropriation of Narcotics Anonymous World Services funds.
6. Breach of siatutory duties relating io a board member’s standard of conduct as defined by the

law of the state of incorporation.

Once removed from the board, former members may only be reinstated by an action of the World Service
Conference. Removed members retain no rights of attendance andfor participation until such tme as
they have been reinstated by the WSC.

In the event of vacancies on the World Board due to removal or any other cause, the World Board may
not fill such vacancies. Only the World Service Conference can elect World Board members, and all
vacancies will remain until the World Service Conference elections.

Committees of the Board

The World Board accomplishes much of its work through its five committees: an executive committee; an
events commritiee; a public relations commitiee; a fellowship relations commities; and a publicaiions
committee. There is also a group within the board known as the “guardians.” All members serving in a
leadership capacity for each committee will be board members in order fo provide for clear lires of
COMMIUTIICALION.

Accountability
Committees are answerable and responsible to the World Board. In keeping with Concept Five, the
B 2

World Board, in furn, is directly accountable to the World Service Conference, thus ensuring definite
and direct lines of accountability across all world service operations.

Role of the Committees

The committees provide a resource to the World Board and to the fellowship in specific areas of

operations.
]
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The following will be the commitiees’ and guardians’ composition and responsibi

1. The Executive Committee

The Executive Committee will consist of the following members:
1. The Chairperson of the World Board
2. The Vice-chairperson of the World Board

3. The Treasurer of the World Board

4. The Secretary of the World Board
5. The Executive Director(s) of the WSO —in a non-voting capacity
General Duties: The Executive Commiitze will uphold the d es of the corporation and its officers in
17 ST

accordance with all applicable laws; divect the activities and ! the annual performance rev mo of the
Executive Director (s frm’ WSQ; retain rvstTTSsz!:rjjori feracting with the executive direcior(s)
between board meetings; remain responsible for the general administrative duties of world services;
and meke necessary decisions affecting NA world se:”ai:: es when the World Beard is not in session,

7 = 7 59

always mindful of the priorities previcusly established by the board.

Election and Removal: The Execuiive Commaiiize, with the e-hce:'r’zon of the Executive Director(s) of
fr’ze WSQ, © 'IZ be elected by a iZL’LC)“""j vote of the board. Officers of the board can be removed from office
by the board with a two-thirds majority vote.

II. The Events Commitiee

The Events Commuitiee will consist of four (4) board members, with any additional commi

being selected as necessary from the World Pool.

General Duties: The Events Committee will be responsible for ihe logistical planning for WSC
meetings (agenda tiems are actually set by fhe fuii board), the T’\/ow'r Conwvention, and other world

service meztings, while SETTING as & resource jor
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IT7I. The Public Relations Comumittee

The Public Relations Committee will consist of four (4) board members,
members being selected as necessary from the World Pool.

onal commitiee

s Commirtize will be responst wle for activities associated with how
T :’ei';‘hce vith society. The committee will also guide the way we

=

ing all public relations with the medical p?‘ojession, the cruminal

;
2 non-governmenial organizations, and the media. The Public Relations

Com ",“.:?""8 izl rve as the | imd PI contact fov our jellowship and its local service commitiees.

tiLe

iV. The Fellowship Relations Committee

T 3, & S 177 7 1 JAizs ;
The Fellowship Relations Commitiee will .,o,vsbu of four (4) board members, with additional commitiee
members being selected as necessary from the World Pool.



General Duties: The Fellowship Relations Committee will be responsible for activities associated within

our fellowship and service structure, conference policy and procedures, proposed changes to our service
structure.

V. The Publications Committee

The Publications Committee will consist of four (4) board members, with additional commitize members
being selected as necessary from the World Pool,

General Duties: The Publications Committee will be responsible for overseeing the development of our
Jellowship’s new literature, while coordinating and prioritizing the translations of existing literature,
mundful of the need for conceptual fidelity of translations and literature. The committee will also be
responsible for the revisions of existing literature, while serving as a resource for area and regional
literature committees and local translations committees.

V1. The Guardians

The Guardians will consist of four (4) members appointed by the full board from the board’s conference-
elected membership.

General Duties: These members will serve as a resource to the fellowship, the World Board, and fo the
Worid Service Conference. Acting as a kind of “bellwether™ for our fellowship and for the World Board,
the guardians shall address principle-related issues confronting our membership. A group whose
responsibilities involve the very core principles of our program, the guardigns are charged with the
responsibility of moving proactively on such jellowship issues by developing position papers, though they
also may provide guidance to our membership on issues as identified by the Jellowship as problematic,
controversial, and/or topical. Remaining the “quardians” of NA's Traditions and Concepts, this group
will also guide the World Board in philosophical discussions that affect the continuation and growth of
NA.

* bellwether: Refers to the practce of “belling” a member of a flock: indicates “one that takes the lead or
X o

inidative.”
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RESOLUTION E—THE UNIFIED BUDGET

Background
Under our current budgeting practices, world services develops three separate budgets each
rear: one for the World Service Conference and its related aCLIVl':lES one for the World Service

4

and one for the Werld Convention Co-oorau on. The unified budget proposal is actuall
proposal to coordinate all of this separate financial information into a single, comprehensive

financial plan encompassing all of world services” activities. The current budget vear for the
43 o
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World Service Office and fhe World Convention is 1 January u-ﬁugh 31 December. The
current budget vear for the World Service Conference begins on 1 June and ends 31 May.
For an examinaton of how the Unified

current systerm, pleﬁ se see Addendum

Provided that Motion 1 is adopted, the following will be presented:

Motion 2: To implement Resolution E by adopting the following Guidelines for the Unified
Budget for NA World Services.
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ed toward world service projects and/or
doet

get year. This includes those items

» Variable Operational Funds — funds allocat
activities that vary from budget year to bu
priovitized by the World Hem*r? Cornferenc

. Capz_al Funds— funds allocated toward the planned use of cash to offset the effect of
LLEPIEI:ILIIZO?I, ITrI‘U."OLE asset Lﬂlbib’, pPr ovide _’;L."MZI’ICHI! TE50UTCES fessary o EJ"‘ECJ‘Z E"y

address the intellectual property management called for in the E‘L T, or to acquire any
fixed asset that has a depreciable value.
* Reserve Funds —those allocations that are set aside to meet current andfor futur
financial needs.
The fiscal year end for Narcotics Anonymous World Services, Inc. will be 30 June.
[The new World Board will spend the remainder of 1998 consolidating world services’ funds. The
board will then develop a unified budget for the first six months of 71999 prior to presenting the first
annual umj fied budget covering the penod of 1 July 1999 through 30 ]um 2000 to WSC 1999. This
allows the conference to impact the upcoming budget year.]

Beginning with 1999, the world services annual *eporr’ will *'-ﬂd-'de the decisions made at the
conference, and will be issued within 90 days ajter the end of the fiscal year. In addition to the
already established protocols for an annual report an,d an annual audit, the World Board will issue
juarterly financial reports to all conference participants.

New project proposals can be forwarded from the fellowship and from the board itself. One of the
duties of the World Board 1s to develop project plans which include budgets and timelines for all
prospective world service projects. The World Board will report to the bonfereuce on all ideas that
they receive, and will choose to propose some of those ideas to the conference for further discussion
and eventual prioritization. The board will decide witich items they believe are desivable, practical,
and achievable and develop pr OJECL plans for Lﬂese itemms. These will be forwarded to conference
participants prior to the /VSC for eventi : zation at the cnnﬁzrﬂnce No project proposal
would be considered for prioritization or action o’ uring the same WSC as it was originally proposed.

All project ideas submiited to the board from the ret'owsth will be considered and ail forwarded
projects, along with the board’s decisions as to which projects will be further developed, will be
reported to conference. participants. In the event that conference participants do not agree with the
board’s decision to not develop an item for prioritization, the conference may provide direction that a
project plan be developed and presamed to the next World Service Conference for prioritization.

While there is no mintmum or maximum number of projects that may be offered and/or prioritized,
all project-related decisions will, of course, be limited by available resources, both human and

fne _.zc,cﬂ For the purposes of bz{doe-*' development and oversicht, the World Board will be
J purp i 2 8

"esporfswle jor determining Basic Services, which will appear under Fixed Operational Funds in the
budget proposal. The conference will then prioritize projects based on available resources that will

appear under Variable Operational Funds in the budget proposal and finally review and adopt the
W.L-_ger_r v the upcoming conjerence cycle
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I RESOLUTION F—THE WORLD POOL
. RESOLUTION G—THE HUMAN RESOURCES PANEL

Background

The inventory process has revealed our elections process to be less principle-based than
conference participan like it to be. The WSC self-assessment from 1994 stated that
slections were often ”s aky wheel”-oriented, meaning that elections seemed often to be
perscnality-driven and not necessarily based upon sk

ills and experience. Members have also
Is to be opened up, providing everyone with the eqg
opportun "V fo serve 'o bv crea _T‘g an. open, ecu'taule, ana T i
slection/s eheu: 1L process. ‘94 WSC self-zssessment stated that mom_h services n
to better utilize the now largely unt pped esources that
and w orld P ol lakes
ce Conference to base :
rather than familiari
vill allow members nominated

We believe that the creation of a Hun
an eiecf:ion/ selection process that wil
servant choices upon the principles of
personality. We hope too that the HRP and

from around the world to recsive dus to be present at the
conference. While current conference procedure certainly allows | ominatons, the new

that exists
for world

pzocess ~vhich tﬁ do so.

cess to take L
re the first

Provided that Motions 1 and 2 are adopted, the following will be presented:

t Resolutions F & G by adopting the following External Guidelines
I and the Human Resources Panel. Further, that elections for the
Panel be held at WSC 1598,

and G previously adoptad bv WSC ‘84 as
approve in principle the adoption of a World Poeol of experienced




Resolution G: To approve in principle the adoption of a Human Resources Panel as a
means by which the WSC may choose trusted servants based on the willingness to serve,
experience, and knowledge.

Financial Impact: We estimate that this committee will need to meet several times in their first
year to create policies and criteria for presentation io the conference. With three meetings the first
year, we estimate that this group will cost approximately $32,000. Without specific experience in
providing administrative support to this group, it is not possible to estimate the cost of necessary
staff resources.

External Guidelines for the World Pool and the Human Resources Panel

Guidelines for General Eligibility and Implementation

[Additional eligibility requirements for the World Pool, criteria for selection of nominees, and
administrative policy for the World Pool will be developed by the Human Resources Pamel for
presentation to the 2000 World Service Conference.]

Purpose of the World Pool

The purpose of the World Pool is to constitute a pool of trusted servants willing and qualified to serve on
the World Board, the WSC Co-Facilitator positions, the Human Resources Panel, and the World Board’s
committee profects. The pool will consist of a compilation of members’ service resumés demonstrating a
variety of recovery- and service-related experience as well as any skills necessary for the successful
completion of world level assignments.

Clean Time Requirement for the World Pool
Eligibility for World Pool inclusion requires all prospective pool candidates to have a minimum of five
(5) years clean.

Purpose of the Human Resources Panel

i3

The purpose of the Human Resources Panel is to:

» facilitate an election/selection process thuat will allow the World Service Conference io base
trusted servant choices upon the principles o Fability and experience.

> allow members to be nominated from around the world without having to be present at the
conference fo recetve due consideration.

®  Creale a more Open opportunity for world services to benefit from our collective resources by
providing an established and recognized process by which to do so.

uties of the HRP

D
The Human Resources Panel provides a list of qualified candidates to serve the fellowship by:

7

L. Developing a description of the desired skills and experience necessary to complete the
upcoming conference cycle’s profects and services based upon the World Board’s formal
request,

Unlizing all available resources for the purpose of soliciting candidates’ service resumés

Lo

. )
worLiawiae.

L

S screeming apphcants’ resumés jor the purpose of identifying gualifications and skills.
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4 Informing va,edu.a- candidates as to the g necessary to serve on the World
Board, the terms of office, as well as of the general duties of the VWorld Board, its commitiees,
and the Worid Service Office.

5. Imformung potential cz:mt_d erve as the WSC Co-
Facilitator or as a member o

6. Providing the World Service Coﬂr”erorfco with a list of 1 s best quzzi:'-—’;e:l for election

to the World Board, the WS C Co-Facilitator positions, the Human Resources Panel.
These lists for the purposes of elections at the WSC will not be governed by any minimum
mfv’o mouu}ﬂ rPre HRP should strive to always offer the conference a choice in candidates.
um candidate-to-opern-yosition ratio should also have a limit of no more
dates for each open position up for election.
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7. Providing the World Board with a list of individuals’ resumés (addicts and non-addicts) jor
agjvoimm nt to serve on commitiee projects. (Clean time requiremenis are not applicable for
non-addicts.)

8. Maintaining a pool of individuals’ resumés for commitice appointment in the event of a
vacancy.

9. Having a face-to-face meeting or comjerence calls (wohen ﬁecessm‘*) prier fo the World
Service Conjerence io review csmuz.,;a:sa’ resumés jor World a i
n&:ferminmg the need for interviews of prospective candidates.

10. Being aoailable during the comference election process fo answer pa ‘ticipants’ gquesiions.

Howezer all information about the panel’s internal discussion about specific candidates will
F Resources Panel.

be kept strict E:; confidential by members of th
Nominations

“Nominat TO."ESU to the World Pool consist of submii ration to the Human
Resources Panel. _".LL members who meet the min
While local s boards’ a:rzf;. Ccﬁ".m,:ees’ nominations of candidates to the World

recommended, they are not required for nomination to the pool.

I im the YWorld Pool.
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Pool are

The Husnan Resources F'mei w?.'l‘ make nominasions to the Worid Service Conference for election to the
positions of World Board me 7, Conference Co-racilitator, an Human Resources Panel posi

_\fu?mu tions may also be made fof' each of these powron: by conference pariicipants, bui
recormmended that all prospective candidates go through the World Pool/Human Resources process.

The Human Resources Panel 1§ accou imtable to the World Service Conjerence.

consist of four (4) individuals e

fice for the Human Resources Panel member will be one (1) conference cycle. All members

7-gza,~7 -«.n election ,:o trvo (2) consecutive ferims




Membership Requirements

As well as holding no other world-level service commitment by the time they assume their duties on the

Human Resources Panel, all prospective Human Resources Panel members should demonsirate the
Jollewing: _
*  Trustworthiness — possessing integrity and the ability to provide leadership (as discussed in
our Fourth Concept).
* Discretion — possessing the ability to fulfill their responsibilities with the conference’s
confiderce that service resumés’ confidentiality will be protected.
Experience — members should possess previous world service experience, and should
demonstrate some personnel/human resources experience.
» Ability to read English.
° A working knowledge of the Twelve Steps, Traditions, and Concepts of Narcotics
Anonymous.

Clean Time

Human Resources Panel members must have a minirmum of eight (8) years clean.

Participation by WSO Staff

WSO staff will be responsible for ensuring that communication is forwarded though all available
channels regarding the needs of the World Board, The communication will identify the types of skills
and experience needed for participation on the board and its commitices, The stajf will also have

admmnistrative and clerical responsibilities for the HRP as well as facilitate the meetings of the HRP.



WSC CO-FACILITATORS |
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WSC Co-Facilitators Guidelines

Purpose of the WSC Co-Facilitators
The

purpose of the WSC Co-Facilitators is to pre over the business meeting of the World Service

Conference.

Clean Time Requirement for the WSC Co-Facilitators
WSC Co-Facilitators must have a minimum of eight (8) years clean time.
Duties of the WSC Co-Facilitators

The duties of the WSC Co-Facilitators are to:

1. Preside over the bisiness meetin

o

Communnicate with the World B !

g of the World Service Conference.
oard as necessary in order to be prepared for the conference
meeting.

4

Qualifications for the WSC Co-Facilitators
The qualifications for the WSC Co-Facilitators are:

i A LI‘E:T”O?T.SJFLEQ CI.DILI“’ 0 p?"’S‘lﬂ‘? over business 7’1“'88?2?103
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A working knowledge of WSC conference policies and procedures.
A working knowledge of Rober#'s Rules of Order and ge

Ly
i3

neral parliamentary procedure.

4. Demonstrated organizational skills.

3. Holding no other world service positions ov responsibilities at the time of assuming the co-
facilitator’s duties.

6. A working knowledge of the Twelve Steps

ps, Iraditions, and Concepts of Narcotics
Anonymous.
Accountability

WSC Co-Facilitators aie .,if_(_U'LuI:ablf to the World Service Conference.

Composition

The WSC Co-Facilitators are two (2) individuals elected by a simple majority of the World Service

Confe fererce.

Term

The term fo* each position will be one conference cycle. The Co-Facilitators may be elected to two
COTISecuiive terms.



TWO-YEAR CONFERENCE CYCLE

L our current one-year conference
e cycle is, for all practical purposes,
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interaction between world services and our membership that could be made possible by th
lengthened work cycle.

Cost-equalization and full-funding

We believe that moving to a two-year cycle may reduce the overall expense associated with
the World Service Conference, thus making it possible for the first time to consider funding all
board members, as well as all regional delegates, to the conference, either through cost
equalization, full funding, or a combination of the two. This advantage of a two-year cycle
could 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 could allow world services to reduce its overall
expenses and activities pending such changes in the conference. In essence, the two-year
conference cycle could be seen as the first stage of the conference’s transition process.

There is no addendum for this motion.

Provided that Motions 1, 2, 3, and 4 are adopted, the following will be presentad:

Motion 5: To implement a two-year conference cycle beginning at the end of WSC 2000.
Prior to implementation, all changes to conference policy will be presented to the
World Service Conference by the World Board.

Inteni: To change from an annual conference cycle to a two-year conference cycle
beginning after WSC 2000.

Financial Impact: The current direct cost of the World Service Conference is approximately
$140,000. The cost of the World Service Conference under our proposal is approximately
$120,000. The stajf time and associated expense for the conference itself is not included in either
of these figures bui should not change drastically. Both figures do include $30,000 for the
Development Forum.

to ‘SI-E0,000 per meeting. Under the system being proposed in the Transition Group motions this
year, expenses would amount to $120,000 per meeting. With the two-year cycle, such expenses
would be incurred every other year, as opposed to our present annual expense. Some of the
savings from a two year cycle would potentially be offset by worldwide workshops and/or increased
assistance to funding participation of regional delegates. Since there are no real plans on how
these workshops or assistance to participants would work, there is no way to estimate what this
expense might be.

Exrvenses associated with the conference meeting under the current world service system amount
(=]



| CHANGES TO POLICY RESULTING FROM THE |
TRANSITION GROUP’'S MOTIONS
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1. Unaffected Policies —these will remain unchaneed in the transition from the old

system to the new.

Policies relevant to the WSQO:

E

2;

The purpose of the WSO remains unchanged.

Except that the office will be overseen by the World Board (rather than the WSO
Board), the description of the WSO and its duties remain unchanged (with minor
wording changes, ie., the NA Way editorial board will no longex consist of
conference and board officers, but instead of World Board members).

Policies relevant to the WSC:
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The purpose of the WSC remains unchanged.

The NA World Services Vision Statement remains unchanged.

The WSC Mission Statement remains unchanged.

The basic format for the WSC remains unchanged.

The procedures for amending guidelines and conducting business stay the same.

Most of the description, guidelines (with word changes to reflect old and new service
posificns and bodies) and duties of the WSC remain unchanged. (There are some
exceptions, however: the committees” duties and the description of the RAP will be
removed, but these guidelines will be forwarded to the WB. Also, the procedure for
seating new regions remains in effect, but the deadline for input to the WB for the
CAR would be changed to 150 days to reflect the current practice).

Consensus at the WSC will still be determined by a majority vote.

The WSO will still perform its duty as the WSC secretary.

With appropriate “housekeeping” wording changes, all literature review and
approval guidelines will stay the same.

With appropria'te “housekeeping” wording changes, the process for input to the
conference stays the same.

All previously adopted motions, unless otherwise noted below, stay the same.

With appropriate “housekeeping” wording changes, the PI Contingency Plan stays
the same.

With appropriate “housekeeping” wording changes, the guidelines for the Conference
Report stay the same

The guidelines relevant to the CAR will remain the same, but may change after the
implementation of the two-year conference cycle.

The Public Relations Statement of Purpose stays the same.

~

With appropriate “housekeeping” wording changes, the World Service Translations

Policy stays the same.

With appropriate ”Tﬂouc*"eap'ﬁ > wording changes and some deletions based upon
the elimination of the Interim Committee, the World Services Travel Guidelines stay
essentially the same.

The World Convention Zone Rotation Plan, including procedures for bidding, site

o

selecton, and local host commitice guidclines, stays the same.



- 2. Eliminated Policies —these will be removed from world services” policy as a result
of the changes to our structure.
This category can be subdivided into two sorts of policies that (1)
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Policies Simply eliminated:

1. removed from the TWGWSS
- Z All references to the Officers of the WSC and the Committee Chairpersons will be
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Nominations for any elecive WSC position are accepted from conference
participants, but it is recommended that nominations pass through the Human
Resources Panel’s process.

For the purposes of all world level attendance at professional conferences and other
activities, world services will be responsible for registration fees and transportation
of the public information booth (as opposed, in the old policy, to these expenses
being equally shared between the WSO and the WSC PI Committee).

The World Board (rather than the former WCC) is authorized to change the date of
the World Convention.

The ownership of all NA's intellectual and physical properties will be held in trust by
Narcotics Anonymous World Services, Inc., rather than the WSO, Inc., as the former
policy stated. This name change is relevant wherever the WSO has been formerly
named as the holder of these kinds of trust responsibilities.

. Brand New Policies—these will be created as the result of our new service

struciure.

. All External Guidelines described in Modon #1 for the World Board and its
commitiees will be added to the TWGIVSS.

2, All guidelines described in Motion #2 for the Unified Budget will be added to the
TWWGIWSS.

8. All External Guidelines as described in Motion #3 for the World Pool and the Human

i

Resources Panel will be added to the TWGWSS.

All guidelines as described in Motion #4 for the WSC Co-Facilitator positions will be
dded to the TWGIVSS.

m



: ADDENDUM A: THE WORLD BOARD DISCUSSION |

World Board Duties
The list of World Board duties is comprehensive, encompassing in a general, administrative

way all of the duties and responsibilities of the entire world service system, including those of
" - vl
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the board’s comunittees. 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 a clear single point of decision-making, wrote that:
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 suppord
communication or focusing on the primary NA mission to support the suffering addict
through recovery” (CR 6). That report continues: “Additiona 1
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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 committees to better expedite the board’s work. 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.

Given these clear lines of accountability and authority, the board, when it meets in full
session, can and does oversee and administer the activities of each of its committess. 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 boa;d s authority and responsibility derive.

The corollary to this delineation of accountability and authority is that in truth the
comumittees are the board. Given the overriding princi ple that the board is greater than the sum
of its parts, it should therefore be siruch "“;'?V impossible for the committees to ever be in
competition with one another. The committees exist to accomplish those tasks which the board
finds more expediently completed by a smaller group of individuals working on the board’s
behali.

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 commitiees for full board
review and approval all of the activifies 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 Weorld Board directs and administers WSO staff. ...

This second premise is that WSQ staff is responsible for doing much of the actual hands-on
work that furthers the board’s duties and activiies. 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, by and large, be undertaken by special workers at the
direction of the board and its 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 all of the actual writing, editing, and communicating about this volume of work
while working as volunteers from around 'he world, serving a growing worldwide fellowship.
Of course, at the same tme, it is necessary to qualify this statement Hy ecognizing that board
members will, from time to time, be directed to carry out specific tasks on behalf of the whole
board. In order for the new board to be accountable for these activities, though, its members
will 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 majority of the work themselves. By
ssuming the responsibility for world-level ac'd.vii:}-', the board is therefore the body which
Dro wdes duegnon_ to the staff so that the work which has been prioritized and approved by the

m

World Service Conference can be acccmvasned.

In "eal.._v, this scenario is ahaadv in practice an :i’andard operating prnr;d-rn'-:_» far wozld
service projects, as well as in basic service provision at the world level. In many, perhaps most
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staff carries out the day-to-day functions on behalf of the existing boards and
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board will not be elected in its entirety again) needs to fall upon no single group other than
World Service Conference participants.

Regarding the second issuse, that some delegates wanted ample time to gather nominee
from their local NA community, we believe that a lead-time of several months is plenty of
notice for local NA communities to provide the conference with many excellent candidates for
the new World Board, the Co-Facilitators, and the Human Resources Panel positions. The
report that originally accompanied the resolutions, called for the initial World Board to be
created from within current world service leadership. What we are proposing is very different
from this original proposal, and as we have previously reported, will be “open to all.”

=

If the conference adopts the proposed changes, we are advising you now of the need to be
prepared to conduct the World Board, the Co-Facilitators, and the Human Resources Panel
elections. We are sending out resumé forms with the requirements from our proposals for each
position, along with this proposal to all areas, regions, and conference participants in December
19597, almost five months before the WSC. This is a much larger distribution list and a longer
review and notification period than is normal world service practice. All of this information is
being made available in six languages: German, Spanish, Portuguese, French, Swedish and
English. Nominations may be forwarded by any region or conference participant.
Nominations for these positions will not require a second, although we ask that any regional
nominations be signed by the delegate for verification only. The WSC Administrative
Committee will then develop the best way to proceed with the actual elections themselves, if
the conference agrees with our proposal to implement these proposals at WSC '98. In this way,
we are providing as much lead time as possible, and the most open process for WSC elections
that has ever been offered, both in terms of the solicitation and the nomination process.

193]

So that there be no misundesrstanding, we need to emphasize that we do not see the
implementation of the World Board, the Co-Facilitator, and the Human Resources Panel in 1998
as anything like a “done deal.” Only the World Service Conference participants can make that
determination. What we are saying is that, if the majority of participants agree with our reasons
for implementation in 1998, then we must all be responsibly prepared to move forward. Thus,
regions, areas, or individuals whe wish to provide nominations for candidates to these
positions may want fo begin seeking out members and securing their willingness to serve. In
the meantime, the WSC Administrative Committee will prepare the standard election
procedures as they have always done, in the event that the conference does not implement our
proposals. Either way, we will all be prepared to carry out the will of the conference.

Voting .

World Service participants at the 1997 world services meeting also raised a question about
the voting rights of the World Board in Old Business. Qur recommmendation will be that the
board members may vote only on those issues that have not been sent out for group review in
the Conference Agenda Report, as well an on any other items that fall into the category of Old
Business at the World Service Conference. Board members will then be permitted to vote only
on “New Business” and elections, just as world-level voting participants do today in similar
numbers.

World Board Qualifications

At the world services meeting in Providence, some members raised the concern of the
Executive Director(s) being members of the World Board. and others raised the quection ac to
whether some seats on the World Board should be reserved for intermational members.
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actually serve to lis international participadon. For these reasons,
recommending international seats on the board.
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the “Introduction”) according to which all projects that come before the World Service
Conference must have received prior consideration by the board, must be prioritized by the
WSC, and must be accompanied by a timeline and budget. Moreover, because the committees
are committees of the board, the board will maintain administrative control over the
committees’ operations, thus ensuring clear lines of responsibility and accountability regarding
project oversight.

Regarding “turf wars” and duplicaticn of services, the RG stated:

Long recognized as a serious problem in world services, “turf wars” received significant
mention in board and committee self-assessments. The Board of Trustees stated that
“World service boards and committees do not communicate openly or frankly when
communicating their positions on issues or projects to other boards and committees.
Most of the time, boards and committees design their communications so as fo protect
their territory or limit the disclosure of useful information” (CG 101). Similarly, the
Interim Committee identified “turfism” as a significant problem, stating that “pet
projects continue to be championed by individuals” (CG 107). The World Service
Conference itself recognizes “turf wars” as a significant problem, stating that “Leaders
compete for tasks and projects to perpetuate their jobs” (CG 63).
Duplication of services, a corollary to “turfism,” was also identified as a serious
problem. The World Service Conference stated that duplication of services, undefined
boundaries, and a general lack of direction were all serious problems, resulting in:
“Overlap of services (Hé&I, PI, Outreach). Blurred lines between WSB and committees
when assigning tasks. Top-heavy structure (too many boards). Inconsistent criteria for
establishing priorities. Committees become specialized, create turf wars” (CG 68).
Similarly, WSC Policy stated that “Policy work is duplicated by other boards and
committees. Policy work is overlapped (for instance, WSB Internal Affairs worked on
nominations while Policy worked on elections). There is no single point of
accountability between conferences” (CG 120). The Board of Directors also stated that
uplication of services in world services is a problem, springing from “conilicting

r

policies and jurisdictions” (CG 145).

j o
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We believe that the new system also addresses the problems of turfismi and duplication of
services, because the board’s committees should never be in conflict or competition with each
other. The conference decides project pricrities, and the board outlines basic service priorities.
Given the clear lines of delegation in the new system, committees should have clear
assignments, definite budgets and pricrities, and timetables within which to accomplish their
urfism, duplication of services, and vying for limited world service resources should be

nd Composition of the New Committees

.
)

ave held considerable discussion regarding the constituency and duties of the
committes structure. We heard the conference’s concerns quite clearly that two board members
do not constitute a committee, and so we decided to expand each committee to four board
members along with additional committee members selected from the World Pool when
necessary. We arrived at this configuration for at least four reasons.
First, the group believes that this configuration will allow for the continuity and experience-
base necessary to the vngoing vitality and viability of the commuttees. At the 1997 WSC,
conference participants stated very clearly their concern that standing committees need to



open to new blood by allowing i

Confersnce, nor even

PO11S1 3"‘.Lv thi Th

the sa,__Le tHme eliminates the

e

,A
et

3
("
s

t
S

Y ,‘

commmittees meet with conference

opportunity fo interact with

vittes system in w

5
ns will be staggered according to the boazd’s PIop
i

1sh specific tasks further ensures that the system wil
the development of a pool of individuals who will acquire
In this way, members need not be present at the World

mvolved in regional service, in order to be considered for

vel experience ther’tbewe

stem, L.DZ.'L._

nembershin’s representatives

ase {0 ensurs juality of service provision
committee alwavs consists of at

T
s d»na ¢ configuration of committee membership
ribed in our Fourth Concept.

assign World Pool-screened members o desicnated
T

Frratla o

et B ot

appoiniment. Under this new sysiam, many more members than merely those

vices will be eligible (and, most importantly,
i lci) 'or comumitiee assignment. We believe, in fact,
respect, than our present system could ever be.

oved manr

P T ar=Y

LT

members o hear our members’ concerns, suggestions, and input as giver

delegates.







| ADDENDUM B: THE UNIFIED BUDGET DISCUSSION |
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New System Will Be Less Forgiving

Given the better accounting mechanisms and the improved ability for strategic planning
within the new system, sc-callad “emergency” funding allocations should be dramatically
reduced. Because world services’ resource allocations should be far more predictable and exact,
our membership can expect more accurate cost-projections and reporting. The overall system,
therefore, will be far less forgiving than our present system in terms of budget “forecasts,”
project costs, and financial reporting.

Friendlier, More Comprehensive Financial Reporting

Finally, a unified budget will enhance world services opportunity to eventually move into
an activity-based accounting system, because the financial reporting mechanisms will allow
much more accurate assessments of activity-related resource allocations. The unified budget
will eventually help us to have a much more accurate representation of world service resource
allocadons based upon the enhanced resource analyses and reporting mechanisms, particularly

when it comes to project-related costing.
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isn't significantly improving the elections process over our present process. In order for the
allocation of resources associated with their duties to be a worthwhile expenditure for world
services, and in order for the HRP to truly assist WSC participants during elections, we believe
that the HRP must be charged with the responsibility of sorting through the many resumés on
the conference’s behalf, and then presenting the best gualified candidates for nomination to the
respective positions.

Nominations from the floor of the World Service Conference

The issue of whether or not to propose the ability to make nominations from the floor of the
WSC has been a difficult one for us. Believing that the conference’s elections options should not
be limited as a matter of policy, our recommendaton is to leave the process open to
nominations from the floor. However, the conference should always be encouraged to use the
Human Resources Panel process in order to be assured of the best qualified candidates for
election.

Administration of the World Pool

The Human Resources Panel will have as part of its responsibilities the administration of
the World Pool. However, the criteria for nomination to the pool, as well as the guidelines for

maintaining the pool (for example, how long members’ resumés are to be kept in the pool, and
so on) should be determined by the first HRP during the first year after their election.

The use of Non-Addicts in World Services

The Transition Group has held significant discussion about the use of non-addict members
on the board and committee system. Participants in Rhode Island were also very vocal about
the concept of the use of non-addicts in world services. Foremost among your input was the
objection to non-addicts sitting on the World Board. This input surprised us somewhat, as
people seemed to believe that the Transition Group itself had opened up world services to non-
addict participation. In reality, non-addicts are currently eligible for election to the Board of
Trustees, though it has been some years since we have had any non-addicts serve in world
services.

We are recommending that non-addicts may not be elected to a board position, but they

may serve as committee appointees at the board’s discretion. We believe that there stll may be
instances where non-addicts have much to offer us in the way of experience and expertise. We
therefore believe that some avenue should be left open to the board to avail themselves of this
potential benefit. Because the board has the authority to remove any committee appointees at
any time, we feel that recommending that non-addicts could serve as committee appointees
would zlleviate members’ concerns about non-addict involvement, but stll allow an avenue for
non-addict participation in world services. '

The group agreed that no essential distinction should be made, in principle, between both
addicts’ and non-addicts’ ability to serve on the committees. We clearly recognize that, up to
this point, the world service system has not been especially effective in its use of non-addict
servants. The TG believes that world services needs to hold serious discussions regarding its
potential benefit from the involvement of non-addict volunteers. World services also needs,
perhaps, to recognize that, in the past, it has demonstrated some prejudice against non-addict
volunteers. Until such time as world services is willing to hold such discussions, it will
probably have difficulty appointing non-addict volunteers to the committees.
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