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of newer N.A. members in mind. We would naturally

seek the assistance of the WSC Literature Cpmmittee
in the selection of material for inclusion in such a vol-
ume.

Sales and printing costs would be about the same
as for the low-cost text. However, because this in-
troductory guide would be a new product, we could
sell it under its own discount schedule. We would
prefer not to offer any discount greater than 10% on
this product. Income available from each book
would be between $1.25 and $1.65.

Because, we believe, this product would not reduce
Basic Text sales, the introductory guide would have
no negative impact either on World Service Office in-
come or local service center sales. Infact, a new
item of this sort, aimed especially at newcomers,
would probably generate additional sales income.

CONCLUSION

As we said before, we recognize the potential of a
low-cost text to increase our fellowship’s ability to
carry the message to more addicts; therefore, at least
in principle, we support the low-cost text. However,
we must tell you that if the World Service Conference
mandates production of a low-cost text without also
supporting measures to mitigate the impact of low-
cost text sales on WSO and RSO income, the confer-
ence will, in effect, be closing both down.

If the WSO's general financial position were better
than it actually is, we might be more willing to take a
drastic risk, knowing we had the resources in reserve
to accommodate any dramatic shortfall in income.
Unfortunately, that is not the case. Given the poten-
tially grave impact, we have struggled to find a way to
publish the low-cost text without placing the office at
undue fiscal risk. We believe the six measures de-
scribed at the end of this report move the risk in-
volved in publishing a low-cost text from the "undue”
to "acceptable” category of risk.

There are no certainties when examining this ques-
tion, only the best opinions that we can muster based
upon the facts at hand and our experience. We are
confident that the participants of the World Service
Conference understand that the issues surrounding a
decision about the Basic Text may have a profound

effect on our ability to provide service w uw enuw-
ship. We also have confidence that the fellowship
can understand the issues and make reasonable de-

. cisions as a result. We sincerely believe that we have

a responsibility to address the needs of the fellow-
ship, and will implement whatever decision the World
Service Conference makes. We only request that
participants come to the conference with some flexi-
bility as it relates to this very important decision.



IMPACT OF LOW-COST TEXT SALES ON AREA,
REGIONAL OFFICE INCOME AND OPERATIONS

So far, we have only discussed the impact on the
WSO. However, there is a fairly certain impact that
would occur in the general fellowship as well. Right
now, area and regional service offices primarily exist
on the margin between their discounted Basic Text
purchase price and the amount they sell the book to
their customers for. It is reasonable to presume that
most would have to close if their revenue from text
sales dramatically decreased. Thie would force areas
and groups to purchase literature directly from the
World Service Office, with increased order tum-
around time and likely at an increased price. Those
local offices that remained open would probably have
to operate from smaller facilities, using exclusively
volunteer staff, resulting in a likely reduction in the
quality and timeliness of local literature distribution

services.

A PROGRAM TO MITIGATE THE
IMPACT OF LOW-COST TEXT SALES

In principle, we support the proposal to publish a
low-cost version of our fellowship’s Basic Text. We
recognize the low-cost text’s potential to increase our
fellowship’s ability to carry the message to more ad-
dicts. However, at the same time we discuss pub-
lishing such an item, we also have to seek ways to
mitigate any negative impact such an action might
have on other fellowship services. The following are
six measures that should be taken in concert with the
release of a low-cost text.

Measure One. The first measure has to do with the
terms of sale for the low-cost text itself. We should
sell Book One of the Basic Text, published with the
same quality paper, binding, and cover you would
find in a mass market paperback book, at a retail
price of $3.00. We should offer a maximum discount
of 10% for large purchases of, say, more than 500
coples. Finally, we should sell the low-cost text only
to fellowship buyers—-N.A. members, groups, ASCs,
RSCs, and local N.A. offices.

In order to be able to restrict sales of such a book
to fellowship buyers only, we would have to negotiate
with our largest non-fellowship customers. The U.S.
Fair Trade Act requires that if a manufacturer offers
one version of a product to all its customers, it must
offer all versions of that product to all its customers.
We would have to negotiate an agreement with our
two big catalogue-house customers in order to be
able to offer one version of the Basic Text only to the
fellowship. We have a fair degree of confidence in
the goodwill of both our major non-fellowship cus-
tomers, and believe such negotiations would very
likely prove successful.

Measure Two. We should reduce the pfoduaion :
standards and costs for the current hardcover Basic
Text, while continuing to sell the book at a retall price

- of $8.00. When we began publishing the Basic Text,

production standards were set at a very, very high.
level, giving our customers a book designed to last a
lifetime. Some reductions in the production stan-
dards for the hardcover text could be affected with-
out noticeably effecting the appearance of the text,

and would significantly increase available revenues
from each unit sale.

Measure Three. We should reduce the production
standards and costs on the softbound Basic Text
(Books One and Two) even further, publishing it in
the mass market paperback format, and we should
sell it at a retalil price of $6.50. Currently, we sell the
paperback text for the same $8.00 retail price as the
hardcover book. Consequently, in 1990, we sold
only 10,745 softbound texts—~only 3.69% of total Ba-
sic Text unit sales. By offering the softbound Basic
Text at a significantly lower price than the hardcover
book, we would almost certainly increase paperback
unit sales. However, even given an increase in sales
volume, we would still have to substantially reduce
the paperback publishing standards and costs in or-
der to come out ahead. But since production stan-
dards for the softbound book we currently publish
are exceedingly high for the paperback market, we
believe we can do so successfully.

Measure Four. We should reduce the discount
rate we offer our top non-fellowship customers from
40% to 25%, while simultaneously lifting their resale
price ceiling. We believe that, by allowing these
customers to set their own resale price for the Basic
Text, they could eliminate the impact of such a re-
duction in their purchase discount rate. Such a re-
duction in the discount rate offered our largest cus-
tomer last year would have brought in close to
$148,861.20 in additional income, reducing our 1990
net loss by nearly 58%.

Measure Five. We should reduce the discount rate
we offer our top fellowship customers from 35% to
30%. In 1990, while the World Service Office posted
its first annual net loss, most of these customers
showed income surpluses. We do not believe a 5%
reduction in their discount rate would drastically af-
fect their ability to continue serving their regions and
areas.

Measure Six. We should publish a compilation of
already-approved N.A. literary items in a pocket-sized
Introductory Guide to Narcotics Anonymous, offering
the book to all our.customers at the same price and
under the same terms as the low-cost text. Such a
book would be designed particularly with the needs





