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conscience. No matter how right we think we are, our respect for group conscience
in N.A. must always prevail.

The ability to accept criticism is another characteristic of good leadership.
Constructive criticism may provide new perspectives or information that will modify
positions our leaders have taken. Sometimes, after receiving criticism, a member in
a leadership position will still disagree with it. Though he may hold his ground, he
accepts the criticism gracefully. If those in leadership positions are unable to accept
criticism, our fellowship has fewer options for growth and development at its
disposal.

There will always be those who offer harsh criticism that may seem to be less than
constructive. But the Ninth Concept requires that our leaders hear these voices
well. Some truth may be contained even in personal attacks, and a good leader
must be able to look for the truth and discard the rest.

Effective leadership will always be highly prized within our fellowship. Our service
structure can only be as good as the individuals who serve in it. Therefore, we must
constantly elect good leaders, men and women of integrity, to N.A. service positions
at every level.

- 7. Our service boards and committees ought to be given the ability to

determine which decisions fall within their own defined authority and
which will be brought back to the delegating body for further
consultation.

This concept gives our trusted servants the discretion and latitude they need in
order to act effectively. The Seventh Concept gives them the freedom to decide,
within the framework of their responsibilities, how best to respond to problems and
situations as they arise.

This concept is closely related to Concepts Three and Four. Concept Three calls
for the delegation of authority in a measure that matches the delegation of
responsibility, and Concept Four notes that the final point of delegated authority
should be singular. The Seventh Concept places the responsibility on each service
entity to determine whether or not a specific decision or action falls within one's
own sphere of authority as established under those two concepts. Such judgment
calls required while performing N.A. services then become matters of conscience
rather than matters of enforcement. The recognition of this ability is grounded in
the assumption that the principles of our program, as applied in the lives of trusted
servants, build into our service units a basic integrity that can be trusted.

The Seventh Concept works most effectively when those responsible for our
services make regular reports of all significant actions they take. This, along with an
active commitment to consult with others before making important decisions, serves
as a safeguard against possible abuse of this ability. As a spiritual fellowship, we
look with love and understanding on inevitable human error--including errors in
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365 judgment. No one can be expected to exercise this ability perfectly. But through
366  practice--sometimes trial and error--each service body and each trusted servant will
367  work out an understanding of how to most properly apply this ability.

368

369 8. Allthose entrusted with substantial responsibility for our services

370 should take part in the decision-making processes affecting those

371 services.

372 The Eighth Concept seeks to insure that our service structure will always be
373  designed to include active, experienced trusted servants in the decision-making
374 process. There are many roles at the various levels of N.A. service. There are
375 elected representatives, committee and subcommittee officers, board members,
376  group officers, and volunteers of various kinds. At each level it is important to
377  identify the roles that entail "substantial responsibility for our services,” and to
378 include those people in the decision-making process at that level. Each board or
379 committee at each level of service will necessarily make its own decisions
380  concerning the application of this concept.

381 N.A. service is a team effort. The voice of each member of the team is of great
382  value as we seek to express the collective conscience of the whole. We ought never
383  allow a base of valuable experience to be created, and then leave that resource to
384 layfallow. Area administrative officers and subcommittee chairs, for example, bear
385  substantial responsibility for the fulfillment of area-level services. Their ongoing
386 growth and experience in carrying out their duties is an invaluable resource to the
387 area. The area committee as a whole recognizes them as full participants, putting
388  valuable experience to best use.

389 Our service boards and committees represent the best cross-section of N.A.
390  perspective and experience. Each participant's contribution to the discussion is
391  important. Clearly, GSRs should participate fully in area committee discussions.
392  The general officers and subcommittee chairs on that area committee bring a
393  different experience base, and therefore a different perspective to the team. It's the
394  conscience, the perspective, and the voice of all of these servants together that make
395 for the strongest decision-making process available to us at each level.

396 Again, a key idea throughout these concepts is delegation. We call our region's
397 representative to the national service conference a delegate, whom we expect to
398  participate fully in the conference. Freely expressed individual conscience is the
399  essential element in group conscience on any level. Our service representatives are
400 responsible to the fellowship as a whole, rather than to any specific constituency; so
401 are all the other trusted servants on the team. The delegates are the regions'
402  offerings to the spiritual mix that makes up the group conscience of the national
403 service conference, and the rest of the trusted servants with responsibilities on that
404 level make up the balance of that same mix.
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There is no firm rule about how to best apply the principle of participation to
every situation. In an atmosphere of love, mutual respect, and frank, open
discussion, each service body decides these things for itself. N.A.'s principle of
spiritual anonymity is the foundation for the kinds of decisions a service body must
make with regard to the Eighth Concept. This principle points our fellowship
toward a leveling of the individual's relative importance as a participant in N.A.
service. The Eighth Concept, with its emphasis on equalizing the relative weight of
each voice on the team, puts the spiritual principle of anonymity into practice.
Though we don't all participate in every decision, we all have the right to participate
in the decision-making process in proportion to the level of responsibility we bear.

9. Our service boards and committees have the responsibility to carefully
consider all viewpoints in their decision-making processes.

This concept acknowledges that all sides of an issue ought to be carefully
considered by a service body before decisions are made. Voices of dissent against
majority opinion perform a valuable service by forcing thorough debate on
important issues. Well-heard dissent protects us from the dictates of a misinformed
or hasty majority. In the best interests of the fellowship, any member of the service
structure should be encouraged to enter debate or issue minority reports on matters
at hand. The body should always take the time to hear them well before making
final decisions.

Members may at times feel that decisions made by those with delegated authority
have the potential to be harmful to the fellowship, or are not consistent with the
spirit of our steps, traditions, or concepts for service. Voicing dissent at such times
is not simply the right of those members, it is their responsibility.

One way such responsibility is exercised is in the presentation of reports. When a
decision is reached, those who spoke against that decision can prepare a report
outlining the reasons for their objections. The chairperson of the committee,
conference, or board in which the decision was made may specifically request such a
report, or the dissenting parties may choose on their own to prepare it. In any case,
those responsible for implementing the decision then have the responsibility to
carefully consider the points raised in the dissent.

In some cases the decision may even be overturned; in others, it may stand. Our
decision-making process is not perfect. This concept encourages us to continue to
consult group conscience when the wisdom of a decision is questioned. On the
other hand, once thorough debate has been held, and a decision still stands, the time
comes for all to accept and cooperate with the final decision.

The expression of the individual conscience to the group is the foundation of group
conscience. Without it, we block out the guidance of a loving God who is our
ultimate authority. The majority whose position is being challenged should always
treat such input with great respect and careful consideration. This concept,
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cherished by the majority and minority alike, is vital to the delicate overall balance
of our concepts for service.

10. Any member of our service structure may, without fear of reprisal,
make petition for the redress of a personal grievance.

The Tenth Concept provides an important safeguard in the overall design of our
services. Petitions for the redress of personal grievances may be made when any
trusted servant feels he or she has been treated unfairly. This concept builds into
our structure a sense of respect for the individual.

The Tenth Concept is designed especially to protect those who exercise the Ninth
Concept. Together, the Ninth and Tenth Concepts support an atmosphere in which
all participants in a service board or committee feel free to express themselves
frankly on the matters at hand. This open atmosphere is essential for the exchange
of widely varying viewpoints necessary in effectively developing a collective
conscience. If, after having demonstrated the courage of their convictions,
individuals become the subject of reprisals initiated by those who disagree with
them, the Tenth Concept allows them to petition the appropriate service body for
redress of their grievance. Thus, the respect of our service structure for the rights of
the individual N.A. member are guaranteed. In a fellowship such as ours, whose
success is based upon mutual support and cooperation, that kind of respect for the
individual is irreplaceable.

This concept is applied in various ways, depending upon the particular kind of
service body in which the issue arises. An area or regional committee might
consider such a matter during its sharing session. The board of directors of one of
our service centers, on the other hand, may have more formal grievance procedgrgs
written into its employment policy to accommodate this concept. However it is
applied in a given situation, the right to petition for the redress of a personal
grievance should be accessible to all members of the N.A. service team at all levels
of our service structure.

At the same time, members should not exercise this right hastily. We consult with
others, check our motives, and ask ourselves honestly, were we actually wronged by
an inappropriate action? If we have open, frank discussion, and sound application
of our recovery principles in our services, this right will seldom need to be exercised.
It is included here as an assurance of our respect for each individual member.

11. Atall levels, the N.A. service structure should take care never to
accumulate funds beyond those sufficient to operate.

The Narcotics Anonymous program is a spiritual one. One way of understanding
that is to say that it is a "non-material" program. The essential act that defines N.A.
is one addict freely helping another apply the principles of recovery, asking nothing
in return. No payment is ever made for this service. No fee is ever charged. This
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keeps the spiritual essence of what we do primary, and keeps troublesome
diversions from that spiritual essence at a minimum.

N.A. groups, as the primary vehicles for carrying this message, function best when
they are not diverted by conflict over money. Only through experience will a group
learn how much money is truly needed to keep the group's work going, and how
much causes controversy. Groups that do not take on the distraction of managing
large sums of money can give their full attention to freely giving away the spiritual
message of N.A.

Does this mean that groups should not pass a basket at every meeting, or that
members should feel that there is no need to place money in the hat at meetings?
No, it doesn't. N.A.'s principle of self-support holds that we accept no money from
outside sources, so our own willingness to provide the money for N.A. services is
essential to our primary purpose. If the area, for example, is to provide adequate
public information, phoneline service, literature for institutionalized addicts, and all
the other services it is responsible for, money is required.

This concept acknowledges that money is needed to effectively carry the N.A.
message. For the group, it is a statement that its expenses should be paid, that a
small sum should be kept to cover unforeseen expenses that may arise, and that the
remainder should be passed along to the rest of the service structure.

At all levels of N.A. service, the same principle applies. The size of the budgets
may vary greatly at different levels of service, but at no level should there be an
excessive hoarding of funds. If we've delegated a particular responsibility to
someone else, it becomes our responsibility to provide them with the means to carry
it out. It is always unacceptable to have a large sum of money sitting idle, begging to
become the subject of squabbling over what to do with it.

Money in Narcotics Anonymous is always used to further our primary purpose.
The group uses it to buy literature and pay expenses related to renting the meeting
room and purchasing supplies. At other levels it is in various ways turned into
services. All of this is done in support of N.A.'s spiritual aim--to carry the message
to the addict who still suffers. .

It is not likely that we will ever see in N.A. an accumulation of money that is
greater than the need for our services. That is our best safeguard that this concept
will be upheld by our fellowship as a whole. It is entirely possible, on the other
hand, that a given service committee might wish to engage in fundraising efforts to
accumulate large sums, hoarding the money in an excessive reserve fund or making
poor decisions about spending priorities.

In order for our service efforts to be effective, our service boards and committees
must handle money responsibly.! Committees should have clearly established
priorities, and should measure each expenditure against that priority list. There is

1. Footnote for U.S. edition only; For more information, see the Group Treasurer's Handbook, available from the
Fellowship Service Office.
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526  often more on the priority list than our budgets will allow. Until the fellowship
527  grows and is able to provide more money, only the highest priorities can be funded.

528  This is a familiar picture to most committees, and one that points clearly to the
529  importance of properly applylng this concept.

530 In setting priorities, a committee may be tempted to look at its own needs only,
531 holding on tightly to its own funds and spending money on its own projects,

532  neglecting its role in providing needed funds to the next level of service. That kind
533  of thinking is contrary to the Eleventh Concept. High on the list of priorities should
534 be a commitment to further the goals of N.A. as a whole. Our service boards and
535 committees need money to do this, and they are given that money by the other levels
536 of N.A. service. For N.A. as a whole to deliver the services necessary to keep
537  growing and fulfilling our primary purpose around the world, the flow of funds must
538  not bottleneck at any point in our structure.

539 Money is needed to provide internal support and guidance to our own committees;
540 to produce, translate and distribute our message in written form; to bring our
541 members together in a worldwide service community committed to the vision of
542  spreading our message to those in need--particularly as we spread into more and
543  more countries and across more and more cultures. It is needed to inform the
544  public about N.A. and to reach addicts who can't get to meetings. These needs will
545  always challenge our ability to meet them. That's why it's important that we do not,
546  at any level of service, interrupt the flow of funds needed to accomplish these
547  important goals. We set budgets that are appropriate to the size and nature of the
548  tasks at our level of service, we establish a modest reserve so that those services are
549  not interrupted if unforeseen financial problems arise, and we pass some along to
550  other levels of service. If we do this within a framework of budgeting priorities that
551  holds our primary purpose always foremost in mind, the spirit of this concept of
552  service is well served.

553

554 12. Our structure at all levels is one of service, never of government. No
555 one element of our service structure should have unqualified authority
556 over any other.

557 Taken as a body, the Twelve Concepts for N.A. Service go to great lengths to spell
558  out guidelines for effective delegation of authority. At first glance, such authority in
559  the N.A. service structure may seem more like government than service. This
560  concluding concept serves as a reminder that this may never be so.

561 But we have been using the word "authority" throughout these concepts. Doesn't
562  the use of that word imply a degree of government? No. In Concept Three, we
563  briefly described the sense in which we are using the word here. "By authority," we
564  stated, "we mean permission to exercise judgment and take action to accomplish the
565  service tasks for which one is responsible. Authority of this kind originates at the
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group level, and is granted by the groups to the other levels." Government would be
the other way around.

The area committee has the authority to develop and implement an approach to
H&I, for example, without asking every member of every group in the area for his
input on just exactly how to do that. The groups have sent their GSR to provide that
kind of input. The GSR has the authority to participate in those discussions on
behalf of the group, and helps shape that H&I approach without having to ask each
individual member of his group what to do. The area committee has been given
"permission to exercise judgment and take action to accomplish the service tasks for
which [it] is responsible," tasks which in this case will introduce addicts to the
recovery message through the presentation of H&I panels. That's service--service
provided to the addict who still suffers, service that supports the groups' primary
purpose. On the other hand, if the area committee claimed authority to tell the
groups how to conduct group meetings, the area would then be attempting to govern.

The kind of authority that's delegated to our boards and committees is the
authority to serve, not to govern. The service structure does not have the authority
to mete out punishments. When individual trusted servants appear to have acted
incorrectly in some way, actions of a punitive nature must not be taken by any of our
service boards or committees. Even if, after careful study, it seems clear that an
impropriety has occurred, the service board or committee affected should not

respond with punishment. The committee might offer the opportunity to make

amends, and seek assurances that the problem won't come up again. It might even
choose to remove the trusted servant from office, should that be necessary for the
protection of the fellowship. But a board or committee which offered punishment
as a response to impropriety would not be serving the highest ideals of our spiritual
fellowship. Our boards and committees are created to serve, not to govern.

The service structure doesn't rule the groups; the national service conference
doesn't run the regions. Those things are clearly implied in this concept of service.
But there's another side to the Twelfth Concept. "No one element of our service
structure should have unqualified authority over any other." Groups delegate
responsibility to their area committee to administer certain services. The groups
grant the committee the authority necessary for it to fulfill those services. The
groups cannot get their full measure of service if they constantly "pull rank” on the
committee, giving it explicit instructions on every detail of its work. The same
principle applies in all matters of delegation at all levels of service; even ultimate
authority and responsibility must be tempered--"qualified," if you will--by trust and
common sense.

No element of the service structure has the authority to govern another; all, rather,
serve together as a team, striving toward a common goal, "that no addict seeking
recovery need die without having the chance to find a new way of life." It is our
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sometimes hard-won experience that quality recovery and service can only be
accomplished in an atmosphere of mutual respect, mutual support, and mutual trust.

concepts: September 18, 1989, at 4:51 PM PST
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