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A Financial Histnrjr of the World Service Office of
Narcotics Anonymous

' A note on the sources —

The following is a comprehensive hisiory of the financial developments of our WS0 sinos its
incepton, as best as it can be reconstructed from official documents, comespondence,
perodicals, and Board of Directors’ Minutes. While these sources’ complsteness and veracity
may be called into question, at times, throughout this namative, this researcher has attempted to
comoboraie as much information présented &5 possible through referencing other legitimate and
available resources, For example, when a claim is made in the Mewsline or in a plece of
camespondence, | have tried o verify that clalm within BOD minutes, or within some other plece of
documentad official correspondence. This methed is, of coumse, far from foclproof, but it remains
the most verifiable and refable means of reconstructing “history™ from wiitten materalks,



I. INTRODUCTION

“| believe the fellowship is faced with a difficukt choice. We could
say to ourseives we are doing all we can or we could take steps to
increase the resources available for growth. Many ideas have
besn developed to increase financial resources at the world level,
but often these ideas are not implamentaed because they may not
be well recaived by the fallowship. The fellowship is not interested
in financially or personally supporting activities they do not
understand; thus, we are trapped in this negative spiral.”

(Execidie Diredor Joe Cosselt's Comments from BOD Minwtes, Mareh 241, 1002}

A. Purposa

Fomner Executive Director Joe Gossett's comments from the Board of Director's
Minutes in 1992 point up one of the basic ironies of the funding of services within
Marcotice Anonymous. The fact of the matter is that, over the years, NA world
services have indeed tried a number of ways to generate resources in order to
maintain the expenses of the many services we provide. Unfortunately, the
fellowship at large does not often see the benefits of these services. (And, quite
frankly, some of the things that have occurmed in world services in the past may
not really have held much readily apparent benefit for them at ali.)

In any case, as you are about to read, there really have bean a number of
attemnpts to help us avoid the situation we now find ourselves in, which is not a
favorable one. However, as Gosselt recognized in 1992, world services in
general, and WSO in particular, have never done a very good job demonstrating
the relevancy of what we do for our meémbers across the world.

That, therafore, is one of the purposes of this history: to provide you with the
background necaessary to be able to educate members in your local NA
community about what the WSO does, why it doas it, and how much it costs to
do it.

A1. Why are you telling us all this stuff?

Why is such an education process necessary? Because the WSO executive
management team, along with the Board of Directors, have recognized the
following reality: the WSO, and World Services in general, will not,
eventually, be able to continue to provide their present level of services on
current income and donation levels. Period. Like not-for-profit organizations
all over the United States, NA is now confronted by a potential long-term crisis
which, quite frankly, will threaten the continuation of our services as we now
know them unless definite and deliberate action is taken.

Action without adequate information, however, is dangerous. as we know from
our personal recovery. Thus, the WSO has commissioned the study which you



hold in your hands. Indeed, we are, together, faced by as series of challenges.
However, it is very difficult to answer the questions which trouble us, and to
make decisions about them, unless we are as informed as we can be about
those questions.

Some of these questions include:
« Whai, exactly, does the WSO do?
» How much does what they do actually cost?
= Why do they do what they do?
« Who made the decisions that allow them to do if?

These are extremely serious questions. They are also questions that, in many
ways, our fellowship has already had answered, and approved of — indirectiy.
But indirect answers just won't do for questions which move to the heart of our
program, our mission, our use of NA money, and our integrity. Your WSO
believes wa need to take these issues directly to the “people” — members at the
group level. But we can't do that without giving them enough information to
make good decisions.

Thesa are tough issues. Yet they are issues which we must endeavor to
address for the continuation and growth of NA as a worldwide phenomenon.
That is the purpose of the information in this report. We want to tefl you how we
came to provide the services we offer. We want to demonstrate to you what the
philosophies were, at the time, behind things like pricing policies, service
provision at the WSO, and the use of literature profits to fuel NA's growth. We
want to inform you what all of these services we provide actually accomplish, as
weil as how much they cost.

And then we want you to begin fo decide where we should go from here.
E. Publication of the First Edition of the Basic Text

Realistically, it is with the publication of our Basic Text that the “financial history”
of the WSO truly begins. Certainly, Jimmy K.'s early efforts to maintain the WSO
in its formative years deserve mention and high praise. His tireless service for
as we know it today. Yet his efforts ware severely limited by a lack of money
with which to provide the services he dedicated his life to providing.

The early frustration with these limitations is evident in entries from early Board
of Director minutes. Directors’ minutes dated October 17, 1980 indicate that
money flow at the office was “fair, we are keeping abreast of things but will not
be able to expand until more monay is available. A word processor or some
similar storage and refrieval system is needed" to keap track of order entry and
mailing addresses. Si minutes dated January 8, 1881 state that “We
[Jimmy K., Betty K., Chuck ., and Phil W.] have started what Chuck, Betty and



Jimmy have proposed in the past, to set aside as much of the donations as
possible toward new equipment.”

Yat even though efforis as early as these to create a “prudent reserve” for the
office were being discussed, there was an obvious lack of resources at the WSO
during the latter part of Jimmy's tenure. An open letter to the Fellowship of
Narcotics Anonymous dated April 23, 1981 reiterates the WSO's early financial
hardships quite clearly. The letter stated that

If we are fo be a responsible Fellowship and adhere to the
Traditions, we must take a look at the Tth Tradition. The newly
elected Board of Directors of the WSO in its plan, has found itself in
a posiion of asking the question - ‘ls it possible to serve this
Faﬁnwshq:wi'hﬂmprmﬁfmﬂha?‘ The anawer we arrived at was

. . .. We at this time, as well as seeking funds to update [our
aqu.npimnﬂ Iy, the cverworked and desperate siuation our
Manager is in [sic], are seeking input from every region area and
nmuhﬂ‘ﬂmtwiﬂhesnkirdutnhﬁpminmhdrﬂmﬂmum
transition. Many meetings becoming aware of the dilemma, are
passing the basket one maore time for the WS0. Many ame planning
functions specifically to support the WS0. Rummage sales are not
an uncommon practice for an area to mise monay. . .. The call is
going out, we need your help. PLEASE RESPOND!

if the thought of addicts holding “rummage sales” to help the WSO brings a
smile, it also reinforces the fact that the office was desperately in need of
additional rescurces.

About this time there appears a cryptic handwritten reference on a BOD agenda
dated May 26, 1982, item #10 which reads “upgrading of prices below the

line —", This mysterous reference may be somewhat clarified in minutes from a
June 3, 1882 BOD meeting, in which a motion was passed to "raise the cost of
[the white book] to level out the loss and income of all iterature.” Because the
BOD projected that the Second edition of the Basic Text would be “a break even
proposition,” the directors voted to raise the cost of the Little Vhite Book to 50
cents.

Similarly, minutes from a July 10, 1982 meeting indicate that the board feit the
need to inform the fellowship — "if we are truly coming of age, that we
desparately [sic] need financial support from the Fellowship, volunteer help is no
longer adequate in view of the work load.”

’“sic“ilimetritlmﬂimm.hmﬂrﬂhwlﬂhmmrum

this is how it appeared in the ofginal version, and I'm only transcribing, a5 accurately as | can,
what the onginal said.” In other words, I'm just letting you know that | know it's wrong.

Thare are a kot of grammatical, spelling, and typographical emors in eary BOD minutes and NA
publications, =0 you'll be seeing this a lol.



August 28, 1982 minutes state unequivocally that "discussion followed on how
much book will cost after 1st. [sic] edition. It was consensus that books need o
cost twice as much as publication costs. one-half [sic] to go for the support of
the office, one-half to go for future printing costs. We are a World Wide
Organization and cannot run adequately on volunteer help.”

More definite direction appears to have been taken by the directors during a
December 11, 1982 meeting, in which “the idea of raising Iterature prices was
discussed. mpﬂmuﬂlhunmdunﬂuﬁﬂuftham (25%)" Yet minutes
dated February 12, 1983 suggest otherwise. "Discussion of raising prices for
literature arose, no decision was made since complate information was not
available. Need for paid help at office was stressed.”

It is thus clear that the office, bafore the publication of the Basic Text, was
operating under constant financial hardship. it would not be until the publication
of our text, first releasad on April 27, 1983, that the office would realize financial
solvency (for a ime) and explosive growth, both in terms of matenal resources,
staff, and equipment, as well as in terms of the kinds of services the office would
become able to provide.

Yet there has long been controversy surrounding the WS0's provision of
servicas, It is dear from these early documents that, even then, the office
manager and the Board of Directors viewed the office as somathing more than
simply a literature distribution center. Yet some members have always falt that
tM%DﬂmHhﬂﬂumﬂmad&ﬂhuﬁmmhmm and
that our literature should be priced in such a muin'plyaﬂsupmmg
and distribution costs. A letter from the South RSC to the WSO,
athhu@ﬂd&mﬁ&ﬂhmlmmmwsﬂmtamgfmhhg
Iterature prices (dated December 15, 1991), states this position clearly:

It is our belief that the first appropriate measure to be taken, if the
W30 is under financial hardship, would be o cut all those
mﬂﬂmnﬂnmﬂeﬂwﬂﬁemr&nﬂmmm
i.e. conference coordination staff members, etc., before prices
mﬂbmummmmm“memhm
purpose of the WSO and should probably become the sole

purpose. (1)

The controversy which surrounded the publication of the First Edition of the
Basic Text speaks to the heart of this matter. It remains a controversy or set of
assumptions which, in some ways, continues to influence the way we may think
about the questions which face us.

B.1_Fourth and Ninth Tradition controversy

Having no expernence in publishing a fulHength book, the World Service Office
found the publication of the First Edition a very difficult job indeed. In addition to
mq'urpmhlmuwimmupnntermtﬂydmnmPubhh the book, conceplual
problems arose. Inﬂ'mmaufm approval-form book for
publication, it was noted that portions mmunrmdiﬁanmande

S



made it appear that the NA service structure should not be considered a part of
Nareotic Anonymous. The following are the two paragraphs in question; note
especially the talicized text:

From the essay on Tradition Four. "Are we truly autonomous? What about our senvice
commitisss, our offices, activides, hot-lines, and ail the other things that go on in NA? The
answer is that these things are nof NA. They are services we uliize to help us in cur recovery
and to further the primary purpose of our groups.  Marcotios. Ancmymous is 8 Fellowship of men
and women, addicts meeting in groups and using a given sat of spiritual principles 1o find freedom
from active addiction and a new way to live. AF aise is nof N4, Those things we mantioned are
the result of members cafing enough to reach out and offer their help and expenance so that our
road might be easier. ihether we choose [o uliifze these services 5 up lo the group.”

From the essay on Tradition Mine: "The Minth Tradiion goes on to define the nature of the
things that we can do to help NA, It says that we may create service boards and commitiees fo
serve the needs of the Fellowship. None of them has the power lo nide, cenzor, decide, or diclale,
They exist solely 1o serve the Feliowship, bot they are nol a part of Narcolics Anonymous. This is
the nature of cur Gervice structure &5 it has evolved and been defirgd 0 the NA Senice manual,”

After much discussion, the WSO Board of Directors and the World Service Board
of Trustees agreed that the portions a above in italics should be
removed before the publication of the First E In response, the chairperson
of the WEC mmcmmmmwmmmmwmmmf
rights to the Basic Text. However, when the World Service Conference met in
May, 1983, no mofion was made to uphold the literature chairperson’s action.
On the contrary, new WSO by-laws were accepted, clearly stating that NA
literature should be heid in a charitable trust by the corporation.

However, our Second Edition cama as a resuit of an amended maotion that
passed which directed “that our book be completely retumed to its [original]
approved form in subsequent printings” (1983 WSC Minutes 14-15). The
Second Edition was thus released on Seplember 28, 1983, with the missing lines
reinsared.

The year after the conference had directed the WSO to reinsert the missing lines
from the Traditions essays in the Basic Text, the WSC decided that the issue
should ulimately ba settied directly by the membership of Marcotics Anonymous.
In 1984, regional service representatives were asked to poll their groups on the
following question: Should the wording of the essays on the Fourth and Ninth
Traditions be as reflacted in both the onginal approval form and the Second
Edition, or as reflected in the First Edition?” Their responses were to be mailed
to the conference chairperson within sixty days of the conference, and prior to
the printing of any more books by the World Service Office. A change from the
language of the Second Edition was to require a two-thirds vote. The resufts
were to be published in the Newsiine (1984 WSC Minutes 32-33).

The question was submitted to the fellowship in a seven-page document which
inciuded the proposed changes, plus the reasons both for making the change
and for keeping the text as approved. The response was thirty-six votes in favor
of changing the text, and gight against changing the text. Therefore, at the next



printing — the Third Edition — the words crignally deleted from the Approval
Form in the First Edition were again deleted, this time in response to a direct
vgl;ﬂnflhaﬁﬂlhmhh. The Third Edition was formally released on October 20,
1 "

Ancient history. And yet the basic philosophical division which this controversy
pointed up seems to have continued to influence the ways in which we, as a
fellowship, often think about our service structure, and particularty our area and
regional offices, as well as (and most especially) the World Service Office,

How so?

Hm:ﬁn‘mnyrnf-lag understood that business and money endanger our more
spiritual mission?~ That "money, property, and prestige” will most certainly taint

* This remains 3o for many of us, even though specific WSC actions have mandated otherwise.
For example, 1588 WSC minutes state: It was MSIC "To delele from the Temporany Wanking
Guide to Our Service Structure (1987 edition) the foliowing two paragraphs of the saction on the
WE0, beginning on page 21, and ending on page 22, including the fooinote, and insart the
replacament parsgraphs below:

The World Servica Dffice is our Fellowship’s main service center and as such is the focal
poent of cur worldwide service acliviies, To meet our needs as a growing Fellowship, our services
nead to operate as efciently and effectively as possible within the spiritual principles of the NLAL
Program

The W50 is a regictesd, non-profit erganizstion in scoondancs with the lews of the Siale
of Caiffornéa and the United Stafes Federal Govemment. Within the by-laws there are specific
sections which state the purpose and retationship of the W30 to the World Sennce Conference of
M.A. and our Tweble Tradithons. mwmmnmumm
o make speciic commendatons o the WSO regarding s general operations.

The W50 Board of Direciors is made up of 12 members who are directly (3) and indirectiy
(WSC elected pool members) elected at the annual meeting of the WSC by the participants
gathened from throughout the Fellowship. The three directors elected annualy Serve OnE=year
{erms, whila those members drawn from the pool sarve altemating three-yesar terms, The termes of
those members from the pool are roteted so there are always members. sarving with previous
EXperence,

The Direciors of the W30 are responsible for the direct management of the Office:
selechon of principle workers, establishment and mipementabion of operational polices and
procedures, and supervisions of the overall operations. The Office provides a detailed annusl
report io the Conference in addition io providing pericdic reponts and shudies requesied by the
Conference. The WSD also sarves as the general secretary of the Conference s commitiess
anfd boards.”

The Viote: YES — 64 NO -6 ABSTENTIONS - 4 MOTION CARRIED AS AMENDED BELDOW
[The language which these paragraphs replaced read as follows: “All these functions
make it necessary for our World Service Office to be more of a “business™ than a part of
the Fellowship. WE0 = separste from MN.A., but works for MA. WSSO0, Inc. functions as a
non-profit corporation, with managers, departments, administrators, paid employees,
subsidiaries, and the like. The corporation has five (5)* regular members who act as the
Board of Directors of W30 and are its officers: president, vice-president, treasurer,
director, and secretary. WED, inc. operates undor a standard st of comorate y-lyes with
this amendment: “The Board of Directors and any additional boards or committees shall be




thWHMMhmwwrmumm. a loving Higher

Thus, the idea that our literature should be used as a commodity with which to
fuel our expanding provision of services at the local, regional and world levels is
troublesome to some peopla, for it raises the spectars of “monay, property, and
prestige” which our own fraditions wam us to avoid.

Yet, we must examine these age-old assumptions. Do we not need money to
camy our message? To pay the rent so that addicts can have a place to meet?
To buy literatura o addicts can hold our written message in their hands at night?
To pay our phone bills so that an addict in trouble can find help on the other end
of a helpline? To help transiate our lterature so that addicts who don't read
English might someday hear our message and find a new way to live? What
makes these operations, even though they all involve money, any less “spiritual”™
in nature than a home group member sharing his or her recovery in a meeting?

Make no mistake — the growth of NA has been driven by the dedication of
trusted servants at all levels of service. But the “gas” that has made the World
Service engine run sinca 1583 has largely been profits from the sale of our Basic
Text. As historical documents reveal, the elevation of the price of our book was
a calculated act, a move geared toward achieving this very growth and
development.

Yet, as we shall also sae, this means of funding our growth and developmeant
has also sometimes been a troubled, and at times perilously unreliable, ona.

subject to and abide by the Twelve Traditions as stated in the book entitied Narcotics
Ll

Anonymous.

Qur office is administered by our World Service Board of Directors and acts upon the
directives of our World Service Gonference. W50 Is truly a business: iis raw material is
the program, its product is recovery and its function i service.™

*Mote: The corporation has changed its by-laws and added seven memberidirectiors since
this paragraph was adopted by the WSC.]



Il. History of the W30's Pricing Fnlcf and Accompanying Service
Provision

In examining the WS0's Pricing Policy for literature over the past thirteen years,
along with the increasing provision of services to the fellowship and to the
conference which that policy has made possible, at least three conclusions can
be drawn.

First, the pricing policy, which consists of inflating the price of our
literature in order to pay for the expenses associated with providing
services to the fellowship and to the conference has worked. NA has grown
from an essentially localized phencmenon in Scuthem California to a global
fellowship, existing in over fifty countries with literature either developed or being
developed in over forty languages. Much of this growth is direclly attributable to
the services made possible by the pricing policy of our literature.

Second, the W50's practice of relying solely upon literature profits to fuel
the growth of NA worldwide and to buoy the WS0's financial solvency has
been an unreliable and insufficient practice nearly since the beginnings of
the WSO as we know it today. Even though we have experienced tremendous
growth, NA world services’ finances, including those of the WSO, have almost
always been precariously perched upon the brink of disaster — a fact bome out
guite clearly in the sarly ninaties. when Basic Text sales daclined and the WSO
was neariy rendered inscivent by the loss in sales.

Finally, a sound and reliable business plan geared toward the future

success of Narcotics Anonymous world services must rely much less

exclusive on profits from the sale of our literature than it currently does,

and much more upon alternative sources of income such as direct

:;::Iﬂﬂ-m which directly support our fellowship’s international service
ns

An examination of the WS0Q's income and provision of services demonstrates
these three conclusions clearly.

e i e LE 2 3

in the April 15, 1984 Fellowship Report, the recently hired Executive Director
Bob Stone, wrote to the fellowship at large:

* Ofien, the terms “Pricing Policy” or “Price Policy” and “Sales Polcy” were used interchangeably
throughout the history of the WS0. Here, for darity’s sake, “Pricing Policy™ and "Price Policy”
simply refer to the pracice of maintaining the cost of erature above production costs in order to
defray the expense of providing vaie-added service to the WSC, its Boards and Commitiees, and
o the fellowship ot large. Later, the term “Sales Policy” will designate the discount struciure for
volume iterature purchases, along with the licensing agreements mads in the sightiet and early
nineties between WSO and Germmany, Ineland, the United Kingdom, and Australia,
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The price policy provided that for an interim period of time the
“price® of each item would be set arificially high in order to
establish sufficient flow of funds so that immediate goals could |

by mutual agreement. Certainly these service arms could have
performed as in past years and done their own secretarial work.
However, with the assistance from WSO their work was more
efficient and they were more productive. The Fellowship is the
specific beneficiary. The additional expense that would be
generated by a continued reliance on this ralationship would
increase, but should be worth the cost. (17)

The Director could not have been more right about the notion that the continued
reliance on the World Service Offica to provide such sarvices would result in
increased expense to the WSO. This pattern — of the policy attempting
to keep pace with a rising expenditure of human and resources
allocated toward providing services to the WSC and its boards and committees,

aswellastoa expanding fellowship — is traceable throughout the
MdhﬁﬁiﬂMMdemﬁﬂm.

1983-1984
Gross income for the WSO had reached $436,303.00 during 1983-1984.

As Stone's earlier noted comment from the 1084 Fellowship Report reflected, the
office had begun to provide significant service assistance to the Board of

* April 27, 1983 BOD Minutes indicate this decision by the Board: "The special edition of the Book
is out and the reguiar edition will be eardy next week. The cost of the reguiar edition with mailing s
$5.00. A motion was then passed by the directors “The change for the regular edition be $8.00
plus postage, Seconded, Passed unanimously.” itis clear from these minutes and others that the
Board intenticnally approved the price of the Sacond Edition to generate income to fund services
provided by the office and fo improve condiions and equipment in the WSO,
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Trustees, as well as other conference committees, during 1983-1884. Infact. it
is clear from Stona's "Special Report to the Board® dated July 30, 1984 that the
very structure of personnel assignments and office operations at the WSO was

being shaped by Stone's vision as to how the offica, eventually, would come to

assist the conferance in performing its vanous sernvices:

My assistance with the Select Committes, the H&I Committee,
preparation of work for the P| Committee, participation in Trustee
matters, the magazine and the Fellowship Report have been
consuming most of my time. And the more of these types of things
that | do, the more | see what has to be done.

When | visited my counterpart in AA last year after the N.A
Convention, | was not surprised to leam how their staff was
organized. | had already envisioned that the W.5.0. would be

|
:
g
2
%
:

| do not think for 2 minute that the Fellowship, in the long run, could
do without these additional people. It has been in my thinking o
simply wait until each of the
staff time and assistance. | felt it was important to wait for the
commitiees to ask for that staff tima,
suggesting it. In this it would allow them
rather than giving the impression of the WSO attempting to take
over anything.

Such a revealing passage! [t not only indicates a definite philosophy (on Stone's
part. and certainly sanctioned by world services' volunteers) for the growth and
development of Narcotics Anonymous' worid services, but also provides some
insight into the political pitfalls which surrounded WSO operations in those days.
The important thing for us to note, of course, is the marriage here between the
provision of services for the WSC and its related operations, and the pricing
policy for literature, mm“mmﬂhawﬂmmfhrﬂm
most part, bring great stndes in the office’s and conference’s abilities to provide
sefvices to an exploding national and even intemational fellowship. In fact, so
influential was Stone's vision for what the WSO should be that, in essence, the
nfﬁnamshﬁprgunm.mhmam around the various functions and
responsibilities of conference boards and committees.

As the 1885 Fellowship Reporf would later indicate, the WSO aleo providad a
number of services to the fellowship at large during 1983-1984. According to

i
|
5
i

g
E-
3
:
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that Report, the average number of requests for Starter Kits for the year was
approximately five or six per weel. The 1984 Fellowship Report indicates that
the office also —
« assumed the respoensbiliies for the fledgling publication, The NA Way
« began the task of recording and maintaining group registrations
{appammhlymmparvfnh} ) )
« began to develop a worldwide meeting directory
« provided legal and financial assistance to local NA communities in the
United States
» acted as general secretary to the Board of Trustees and fo the WSC
respondead to phone calls each week from newspapers and radio
stations providing Public Information assistance
answered mail inguires about NA literature
provided meeting refemals to addicts across the nation
provided early translation assistance
began the Loner Group effort
and of course maintained the production and distribution of MA
literature. (16-18)

in addition to these services, April 7, 1984 Board of Director minutes indicate that
even as early as 1983-1984, the WSO was providing funds and services to help
the WSC accomplish its work. Those minutes read:

Discussion ensuad on the action of the WSC to request from WSO
funds to pay for the shorifall in income in order that WSC mi

complete its work schedule without delay or financial hardship. It
was M/S/C "to authorize an expenditure not to exceed $10,000 to
b-umndutu‘wﬁﬁﬁmumrupmm&rm during the next 60

days.™

Thus, the office was helping the WSC financially, along with providing various
services to its boards and committees in 1983-1984. In addition to this financial
and clerical assistance to the WSC, the office was also, according to a motion
passed by the Board of Directors, utilizing all donations sent directly to WSO to
cover the costs of sending free literature and materials to addicts in institutions.
According to June 9, 1884 BOD minutes,

The manager then discussed the difficulties he experienced in
handling large numbers of letters from members of the Fellowship
and individuals desiring to join the fellowship who were in
institutions who were unable to provide funds with which to pay for
materials that would be essential to their recovery. It was then

* However, it should be noted that the WSO was biling the Conference for some services it was
providing. According to Board Minutes from November 3, 1984, “The Executive Direcior then
reponed on a biling that had been sant 1o the Treasurer for the World Service Conference in the
amount of $11,991.72 for services and expenses thal were expended 1o provide assistance to the
World Service Confanence since the baginning of the World Service Conferense meeting in April,
1584, He reported the anticipated pavment of thia amount will b in the misteehy noar fuburs *
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However, all of this assistance still left the World Service Conference short of
adequate resources, for the Newsiine in 1983 had lamented to the general
fellowship that

At each of the WSO Board meeting [sic] there has been discussion
of one or another requests for financial assistance by W50 to sub-
committee operation of the WSC (H&I and then Literature). Both
requests are the result of reoccurring shortage of funds available
from the Fellowship for the operation of WSC. The WSC is the
decision-making arm of the Fellowship, they create new |ferature,
establish programs and policy, but without funds to operate with,
they cannot get the job done. WSC operates entirely on the
contribufions received from groups, areas and regions.

Some groups, areas and regions have been consistent in with [sic]
their support of WSC, others have not been supportive at any time.
Tﬁum&dpmmamnf[ﬂc]hmmmcmnkmﬂdimmnfnr
them to plan in advance with any certainty for their necessary
activities. The WSC Treasurer reports that the current lavel of
funds available for WSC is so low that the sub-committee's [sic]
may not receive their allotments for monthly expenses.

Iif every group, area and region consistently sent contributions to
WSC, would be able to plan reasonably for their duties.
Discuss this with your group and area committes. Your action can
makea a difference. (Nowsline 1.4; 4)

This general lack of WSC resources during 1983-4 is further reflected in Board of
Director minutes dated September 9, 1983. Amazing as it might seem to us now,
in those days money for world service projects sometimes had to be raised, in
partqrm-{rnhé:h by the commitiee responsible for the project itself. This is a
case in poi

Chuck indicated that he had received a letter from Ginni S. (WSC
Literature Sub-Committee Chairperson) asking that WSO print
copies of two items (the Twelve and Twelve and Living Clean) for
use at the WSC Literature Conference to be held in November
because there did not appear to be funds for this purpose in the
budget of WSC. There was a long discussion about the propriety
of assisting one sub-committee when financial assistance had
previously been denied to other WSC Sub-Committees (Discount
requests to H&l). Although there was a desire to fulfil the needs of
the Fellowship in the proper review of new litarature, the
Board concluded that W50 would be willi to do the printing as
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requested if the WSC Administrative Committee Chairman
requested it, otherwise the WSC Literature Sub-Commitiee would
have to provide the funds in advance.

All of these incidences of assistance to the Conference in the face of its general
shortage of resources would lead Bob Stone to recommend, in his “Budget
Proposal for 1984" to the Board of Directors, that "the price policy not be
changed with respect to the Text until or after August. Perhaps to coincide with
the availability of the Third Edition.” This recommendation is quite significant, in
the sense that i sat further pricing policy “precedent” for future WSO and WSC
operations and interactions. The fact of the matter is that, with minor variations
throughout the years, the office and the Conference still operaie in this manner,
and world services continuas to fund the majority of services it provides through
profits from inflated literature prices.

In any event, it is clear that, even with the explosive growth that had begun with
the publication of our Basic Text in 1983, the Conference Boards and
Committees were already having difficulty meeting their own expenses for the
work directed them by the WSC, and therefore received significant assistance
mﬂmmn. This would be a pattern that would only increase during 1984-

1984-1985

“PHENOMENAL., is the only word that describes what has happsned to the
World Service Office in the last twelve months”, was the way Bob Stone began
the 1984-1985 Fellowship Report (109).

That Report indicated that, from 2,200 registered meetings as of the 1883-1884
Fellowship Raport, “An accurate count of meetings in the past week [revealad]
over 4,400 meetings in Narcotic Anonymous” (108).

Gross income for 1984-1985 climbed to $618,045.00, and Basic Text sales —
as of April 27, 1984 — had climbed from 36,741 in 1983-1984 to 85,664 as of
the time of the 1984-1885 Fellowship Report (108).

with these increased revenues, of course, came the accompanying
increase in services provided by the WSO, both to the World Service
Conference, and to the fellowship at large. For example, the 1984-1985 Report
mmudmmhaﬂﬁmhndmﬂwﬁ.ﬂmpimdmnﬂhmms
Conference Year, and the number of literature orders per month had doubled
from 600 to 1200 (128).

The level requests for Starter Kits increased from an average of five or six
wﬁfﬁﬂﬁmmm‘ previous year, to “ten or more every day” (131) during

Additionally, the office continued fo assume the responsibilities for —
= maintaining general accounting responsibilittes for the Word Service
Office
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improving inventory and fierature production procedures

continuing to publish and distribute the NA Way Magazine

keeping track of group registrations

continuing to update, publish and distribute the World Direclory

lending legal and financial assistance to group and area committees

and activites

« providing Public Information assistance to NA by answering requests
from newspapers and radio stations

» franslating NA literature into German, French, Italian and Spanish

Servicas provided to tha Conference increased as well, according fo the
Feliowship Report. “The World Service Office during the last tweilve months has
provided additional direct administrative and secretarial assistance to the World
Service Conferenca and subcommittees. This has been of value to both
individual subcommittees and to the work they are to accomplish™ (131).

Additionally, the WSO increased its provision of services to the Board of
Trustees:

Tha World Service Office has during the last twelve months
functioned as the general secretary to the Board of Trustees. The
World Service Office manager or assigned staff member sits with
the Board of Trustees and takes minutes of the meetings. These
draft minutes are prepared for Trustee review and final submission
to the membears of the Board for their approval. The Office hac
during the yaar substantially increased the amount of time directed
towards answering Trustee comespondence and communications.
The Office alsc acts as a direct resource for the Board of Trustees
in telephonic communications. (131}

Not surprisingly, the above assistance, combined with the financial burden of two
major projects (it Works and the video Public Service Announcements) once
again raised the issue of the office’s financial solvency, and spoke directly to the
Iiterature pricing policy:

For both projects [if Works, and PSA development] the World
Servica Office was requested to expend considerable sums of
money and enter contracts [sic] with non-N.A. antities to produce
matenals or tocls to be used by the Feliowship. The World Service
Office firmly believes it has the responsibility to acquiesce to such
appropriate well-developed and reasonable requests for joint
projects, wherein the World Service Officce [sic] is asked to
advance funds to accomplish work the Fellowship needs. These
are examples which illustrate the necessity for having a World
Service Office that is finandially solvent The term solvent,
however, must not be interrupted [sic] to mean that we simply pay
our bils on time. Solvency in this situation must mean the office
has sufficient prudent reserve which can be used for these unusual

and sometimes large evpenses, aven if thay necur at the sama
time.
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This illustrates one of the basic elements involved in decision
making conceming the price of ierature the World Service
charges the Fellowship. and the general public. If the
Servica offica price policies wera or
manner which would inhibit the accumulation of these necessary
prudent reserve funds, then the World Service Office would nat be
able to provide funds for projects of this type.

This substantially highlights the dilemma involved when there are
calls from members of areas to reduce the price of lilerature. (141

)
This concem for the growing financial dependence of the WSC upon the WSO is
refterated in a “WSOMSC-BOT Finance Memorandum,” dated August 27, 1984,
from Bob Stone and addressed to Tha Board of Directors, the WSC Chair, and
the WSB Chair. In that memo, Stone wrote:

During the thirty years of Narcotics Anonymous prior to this year,
there was simply never enough money available to do the things
that the Fellowship needad. During the period of the last year the
World Service Office has n to generate more funds than our
daily operation required. is a direct result of a price policy
geared to development of an income surplus.

The World Service Conference hit upon this sumplus income as a
source of funds to do all the things they ever dreamed of but could
not do bacause the Fellowship was broke. This pushed aside the
prior intentions, plans and commitment of the WSO Board of

Directors concaming the price policy.

The WSO Board had established the cument price policy, which
has prices higher than needed, in order to generate funds to obtain
for tha office the necessary revenue fo build the office into a
functional unit for the Fellowship. The price policy has succeaded
and the WSO Board would otherwise be in the position to reduce
pnicas in the near future.

:

Hm.mlnwrﬂlinmnfmnnhlwgnmtﬁdhy
WSO has forestalled the ability of WSO Board to reduce prices.
The budget adopted by WSC for operation of the WSC, Board of

Trusiees and the Select Commitiee requires a amount of
money than the WSC will generate during the year. difference
between WSC generated funds and their anticipated expenditures
is tremendous.

An evaluation has to be made by appropriate responsible trusted
servants conceming this situation. There are several interrelated

ISSues:
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1. What should be expected of the Fallowship in the
manner of support for WSC aclivities?

2. What should be expected of the WSO for the support of
WSC activities?

3. What policies should be adopted to govemn the decision
making process on the generation and expenditure of funds.
The motion adopted at the 1884 WSC conceming spacial
fund raising [sic] activities to be held for WSC expenses was
angidﬂa but its application has proved [sic] to be a failure
50

There are several options.

1. Continue to hope that the special fund raising activity
policy will be adopted by a larger number of groups or

areas.
2. Assign the responsibility of this special fund raising
program to a committee or individual.

3. Reduce the expenditure rate of WSC and Trustees to live
within the income of WSC from the Seventh Tradition.

4. Adopt a new policy for the generation of funds for the
WSC.

It is clear from Stone's increasing focus in his upon using WSO
funds and resources to assist in the compietion of work and projects that
there was growing concam over this development. In fact, the above
memorandum would aventually go on to recommend that “each group in the
Fellowship . . . make a contribution of one dollar per meeting, per week to the
World Service Conference,” an idea Stone had refemed to in his August 27, 1984
*Monday Moming Report® to WSO staff,

The “dollar per meeting per week™ idea never took off, however, and the WSO
continued to foot a considerable portion of the bill for conference activities. In an
effort to lend further financial assistance to the conference, the Board of
Directors would pass a motion, in June of 1985, to "pass-through” all donations
received by the WSO to the WSC:

Discussion began on the declaration made at the World Service
Conference by the Office Manager pertaining to the withholding or
pass-through of donations received by the World Service Office.
Following additional discussion, it was M/S/C to adopt a policy
whereby the World Service Office will not retain any donations
received from the fellowship and pass donations directly on to the
World Service Conference. This policy shall be in effect retroactive
to January 1, 1985. (BOD June, 1985 minutes)

In fact, by the time the General Office Guidelines were being drafted. soma time
around August, 1988, this practice of refusing fellowship donations by the WSO
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had become standard operating procedure. As the following excerpt from a draft
of those guidelines demonstrates, this practice also further locked the WSO into
the inflated literature pricing policy in order to be able to pay for services
provided to the fellowship and to the World Service Conferance:

The range and scope of services provided by WSO exceeds the
ability of the Fellowship to support through contributions alone.
This was tried in the early years of the WSO and the money
received was insufficient to provide even minimal publishing service
to N.A. At that same time, the World Service Conference was also
seaking to provide sefvices on the strength of contributions from
members, groups, areas and regions, There was not sufficient
funds even for the Conference, let alone both the Confarance and
the Office. Consequently an agreement was reached wheraby the
Office would forward all contributions it received, to the Treasurer
of the Conference. The Office, accordingly is funded entirely
through sales to the Fellowship and these outside the Fellowship
who desire 1o use N.A. Conference Approved fiterature or other
materials. (From “General Office Guidelines”: first draft 8/88)

By the end of the 1985 conference year, the WSO had grown literally from a
nomadic operation which at one point had actually been operating from the trunk
of an addict's car, to a million doliar a year enterprise supporting the efforls of a
growing fellowship services effort which continues today. The decisions which
had been made as to how thote services would be funded may, in hindsight,
have not been the best they might have been, but we cannot argue today with
their effactiveness for the time. As the 1985-1086 conference year would
demonstrate, NA in 1984-85 had only begun to witness the miraculous growth
that would continue up to the present. That growth and development would of
course be made possible by stillkincreasing (in 85-86) Basic Text sales, and the
reliance upon the money from those sales to fund service activities.

1985-1986

“If we say N.A. is growing, we make possibly the greatest understatement of the
year. We are exploding!” wrote Bob Stone In the April 28, 1986 Fellowship
Report (1).

During 1985-1888, total revenues for the WSO climbed to 51,436,108.00 (11).
Basic Text sales topped 133,526 (23). Staff grew from 14 to 30 (7). The office
equipment improvements included going from & computers to 14 (7). The
number of groups grew from 3700 in February 1985 to 8550 in February 1985, a
7% overall increase in groups (32).

The WSO also continued to —
= provide general financial mmgernantfcr the WSO and WSC
+ produce and distrbute NA literature’

" There were already, even at the 1985 WSC, attempts io formalize the transtations policies: It
was M'S Jim G. (RSR Flonga)Randy J. (RSR Chesapeake Potomac), that the translation policy
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allow credit purchases of NA literature and maintain credit-related

accounts

offer literature discounts for volume purchases to the tune of $213,875

produce the NA Newsline and other periodicals

maintain the administrative responsibilities for the World Convention

keep track of group registrations

update, print and distribute the World Directory

answer requests for NA Starter Kits (at an average of about 75 per

month)

provide general Pl assistance

provide legal assistance to local NA communities and servica offices

= put on workshops throughout the U.S. about developing service offices
and convention corporations

= administer, publish and distribute the NA Way magazine (suffering an

estimated financial loss of $11,113.00 In 1985)

Of course, umtanmtuﬂw\ﬂﬂ: along with its Boards and Committees,
continued as well.® Thﬂﬂﬂﬂﬁapadnwmmmwmmm
expenses for BOD and Committee members assumed by the office (8).°
also during l:h::yanrﬂmtﬂmwstj assumed as its subsidiary the World
Convention Corporation, an appmwdbrﬂmﬂnmdufﬂmﬂnrsinhhrdl
1886 (BOD Minutes, Mard'l 19886).""

of approved literature to foreign languages be 1) work initiated by either W30 or inlerested NLA
members through the WS0. 2) A centified translator be selected by sample of their winrk and
cedification. 3) The initiated work would be given to the transiator by the WSO, 4) Translator
would be retumed to the WSO [sic] . §) Transiator would retum work to the WSO who in tum
wadd sond this work to interested members. &) These members will be given a specific length of
time for review and input. 7) The review work would be retumad to the WSO the WSD would
return work 1o the transiator for final work.™

It was MSS/C Mary B. (RSR Lone Star) Mike C. (RSR Michigan), "o commit the above motion to
the WSO Boand of Dirsctors.”

CARRIED UNANBMOUSLY BY VOICE VOTE

* The secretarial duties which the WSO had assumed for the Conference were formakzed at WSC
'BE: i was WS/C Danny W. (Mountaineery/Bo 5 (WSB), "the l[anhguage on page 38 item Aand B
under number three the Sacretary of the Conlerence shaill be deleted and replaced by the
foliowing paragraph:

"The WSO will perform the dulies of the WSC Secretary. Thess will include keeping a
record of tha proceadings and publishing accurate minutes of the WSC within three (3) months of
the closa of the conference.” The Viote: YES-58 NO -0 ABSTENTIONS -0 CARRIED."

* In fact, a motion was passed at the 1985 WSC which further increased these axpenses: "It was
MIS/C Danngtte B. (RSR So. Cal.WGEmi S, (Lit. Chair), ‘that revel expenses ol WSO Boand
members for board meetings, be paid by WS0.' The Vote: CARRIED BY VOICE VOTE "

" This action is partally reflected in a mobon from the 1985 WSC minutes: “It was WS/C Bobby
B. (WSC Conv. Chair)Kevin F. (WS0), “That the WSO act as the Treasurer of the World Service
Office Convention Commitize.! The Vote: YES -48 No -0 ABSTENTIONS -4 CARRIED”
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Once again, however, there was a problem with the WS0's financial solvency as
it related to conference projects and expenditures:

it has been the policy of the WSO Board to accumuiate a
reasonable prudent reserve. This was fully explained in the first
WSO Manager's Report presanted two years ago. In that report a
projected prudent reserve of epproximately three month's
operational expenses was set as the desired minimal level.

Durhuwaﬁﬂ'mhﬁﬂnmmmdanmwmwmthma
expenditures which we were not able to accommodate from the
operational income d the months the expenditures were
necassary. Consequently it was necessary to utilize funds from the
resarve 1o cover thess expenses. Additionally our overall operating
expense level has risen and effectively sgueared out our ability to
return those dollars to the reserve during 1985. We have had a
slight increasa in monthly income in the first quarter of 1986 and
we have carefully minimized expenses wherever possible in order
to return funds to the reserve in 1886.

Some of those major expenses were for the public service
mmﬂpﬂmﬂhﬁpﬁhﬂmﬁﬂﬁﬂmﬂmﬂa

cost [of] more than $30,000.00. Later in the year, acting to fulfill
the action by the Conference on medallions,. an initial inventory of
medallions was obtained. This expense of $20,000.00 was also
taken from the reserve. This expense occurmed at the same time a
purchase was made of a typesetting machine which necessitated a
cumulative outlay of over $35,000.00. Anocther major factor was
the change in our inventory of copies of the Basic Text which was
Wmmmmwmw
ompcare.

We staried 1985 with a reserve of $130,000.00, but after transfers
werne made for the expenses noted above, we ended the year with
onfiy $34,603.00. (5-6)

It is alsc reflectad in the following conference actions from WSC ‘88: WSO Agenda fem #£3. |t
was M/SIC Steve B. (WSO-BOD ChairyBobby B. (WSC Conv. Chair) hat the World Convention
of Narcotics Anonymous, Inc. (WCNA 14) be acquired as a gift and become a wholly owned
subsidiary of World Service Office for an interim period of ime ending on Oclober 18, 1586 as
provided in the ancdosad motion.” The motion was adopted as amended balow. The Vote: YES -
51 NO-7 ABSTENTIONS -5 CARRIED."

“Amendment lo the mobion: It was MS/IC Steve B, (WSO0-B800D ChairVBobby B, (WSC Conw.
m:wmmmmmmmwmm

: sed moton.” and put a penod afier tha World Service

Oifice, Thu*u’mr ‘rEE l.lH.lHlHDLﬁ
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In hindsight, perhaps one of the things that seems most unusual about the nearly
$100,00 drop in the office’s "prudent reserve” (really, a working reserve, as a
later section of this history will discuss) during this conference year is the fact
that the Execufive Director seems o mention i so casually. In fact, there is
significant evidence which demonstrates that Mr. Stone was becoming
increasingly concemed about the WS0's growing burden associated with WSC
services, particularly as it related 1o the expected drop in revenues with the
projected leveling out of Basic Text sales. This pattem of dipping into the office’s

rating reserve, as revealed by documents and minutes, would continue into
%193?.%%@%&@&1@& disaster for the WSO in 1980 and
1801.

1986-1987

“[The] continued growth in the Fellowship as a whole and in the World Service
Office is not accomplished without a number of problems” wrote Bob Stone in
the 1887 Annual Fellowship Report (1).

This less-than-enthusiastic introduction, ironically, precedes EFEMIPHM
that would go on to demonstrate record growth in all areas of fellowship
development and finances. The answers as to why the beginning of the report
was s0 cautionary are revealed in the facts from the 1986-1887 conference year
themsahes,

Thea WS0O's gross income for 1986-1987 grew to $2.580.431.00. Additionally,
requests for starter kits stayed at around 75 per month (35), though fellowship
requests now included approximately 135 letters per month, and 185 enclosures
(such as literature, the Newsline, the Fallowship Raport, etc.) were mailed out to
addicts across the globe (35). Total Meetings reached a new high of 7838 U S.
and 735 international (38-9).

The internal Pl Coordinator of the office handled 25 pieces of written
comespondence per week and 5 to 15 phone calls per day (41), while the H&I
publication, Reaching Out saw its distribution reach 6,072 copies per issue (41).
Meanwhile, the WSO's literature coordinator responded to an average of 74
letters per month, and sant out 51 form letters per month [44).

Conference year 1986-1887 also saw the number of area and regional offices
grow to 28, 7 oulside, and 19 inside the U.S. (35). Accordingly, the WSO held
Aﬂnnta“g:mg' E;&i%%nm haid“m. e il

, ia ! a sernvice commitiee workshop in
Albuguergue, New Mexico in November, 1986,

In addition to these fairly dramatic increases in fellowship services, the WSO still
maintained the following responsibilities:

« maintained the WS0's and the financial records and accounts
preduced and distributed literature and other products
r[r;wad from producing the World Directory to the World Phoneline
= produced the W30 calalog of available inventory
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- Eughhﬂnud literaiure agreements with MNA communities outside the

« administered the Tape Review Procass for recovery tapes

» provided support and legal advice to service offices and convention
corporations

« maintained group registrations

« produced and distributed the NA Way to an estimated $9,209 loss

The office was also able to assign full or part-time workers to each commitiee in
1986 (46), provide continuing support to the Board of Directors, to the Board of
Trustees, and to the WSC and its committees,

This conference year also saw the first attempts at estimating actual costs to the
office for financial assistance, communications (phone, mailing, etc.) fo the Werld
Service Conference, ithmghattl'usima the WSC was still attempting fo
reimburse the office for sarvices (47-8). The Annual Report also mentons the
WEO's increasing transportation services which were then being provided to the
conference — amranging ravel, lodging, and so forth (49).

Thera was, of course, m—m'mwrgmnwn about the WSC's escalating
¢y upon the W30, ' This concem is evident in a passage from the

dependan
1987 Annual Report:

Care has been exerted on a constant basis to avoid having a
situation arise where the Conference finds itseff unable to
reimburse the WS0. To accomplish this, some WSC

requests have been delayed or denied. This has been particularly
trua in recent months. . ..

An important matter than looms on the horizon at this fime is what
happens when the Conference does not have funds to reimburse
WSO0. Should the Conference be required to repay the WSO, i
sufficient funds do not come in as contributions? So far this has
not become a problem bacausa within a meonth or so, the level of
contributions has been sufficient to reimburse the WS0O. But this
may not always be the case. (49)

In the maantime, there had been growing concern, criticism, and even
accusations among portions of the fellowship about the pricing policies for
literature. It had never been a secret that the price of the Text had been inflated
in order to improve conditions and equipment at the office, as well as to keep
pace with the ever-increasing desire for services provided by the WS0. Yet,
when members began to see gross incomes for the office of well over a million

'" This dependency had been formalized at the 1985 WSC: *It was W/SIC Susan C. (WSC
Treasurer/Leah G. (WSC Vice Chair), °| move that the WSO be requested to provide 1o the WSC
for ermergency funds if WSC income is not sufficient for minimal administration expenses.'
CARRIED UNANIMOUSLY BY VOICE VOTE"



dollars, then approaching two million, they began to really question why the
WSO continued to price the Basic Text at such a margin of profit.

The upshot of this concem cuiminated in a Motion from the Georgia Region,
which called for an investigation or impact study into the effect of reducing our
literature 25% across the board.” The request was taken quite seriously, for
Board of Director minutes from January 10, 1887 indicate that

The Board briefly discussed the Price Policy for the Basic Text.
With specific reference to a motion submitted by the Georgia
Region which would have, if adopted, instructed the World Service
Office to reduce the price of the Basic Text.  Following
considerable discussion it was resolved by consensus of the Board
to utiize reasonable means to communicate to the Conference, the
Georgia Region and the fellowship at large, the impact that
adoption of such a motion would have on the actvities of World
Service Office and the office’s ability to continue to provide the
existing leval of service to the World Service Conference.

This impact would be addressed formally in a document which has come to be
known as “the Georgia Report,” referenced in some detail later in this history.
However, a letter from Bob Stone to Bob G., a former RSR from Southem
California, dated January 7, 1986, also speaks to the matter of lowering the price
of the Text.

The letter provides a comprehensive outline of servicas which were then being
provided by the WSO, and why reducing Basic Text cost was, in light of the fact
that it provided the funds for such services, not a great idea for NA as a whole.
The upshot of Stone’s response is summarized in this guote from his letter: "As
indicated throughout this memorandum, | hope it is clear that the reduction in the
price of any significant itemn in our inventory would cause the World Service
Office to have to substantially change the quantity, quality and types of sarvices
that it currently provides.”

World Directory, for example, represented a $15,000 annual net expense; the
Newsiine, a $60,000 {not including staff ime) expense; the PSAs which wara
then being developed represented a $40,000 office expense; the H&l
Handbock, Guide to Phonelines, Pl Handbook, Convention Guidelines,
Feliowship Report, Conference Agenda Report, secretarial staff for WSC and
Committees, also represented significant expenses to the office; the Guide to
Service project represented a $10,000 expense that year, the It Works project
looked to cost about $12,000 to lit committee over a 2 year period; Braille
literature was costing much more fo produce than the office would sell it for (the
litthe white book, for example, costing $1.25 to produce;) in addition, the office
was aiso selling literature at a loss to addicts in India, Colombia, Nigeria, Egypt,

Eﬂﬂ!hphwﬂhudiﬂuihhgf“hrﬁutﬂmﬂ'hm#ﬂﬁmm'm
Basic Text"
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and Ireland, plus shipping handling, etc., in order to help NA better fulfill its
primary purpose. For all these reasons, Stone argued, we needed to maintain
the price of the Basic Text at its current level.

It is again clear that, as the vision which Stone and World Services had for the
growth of NA (and for the growth of world services' ability to provide services)
rapidly became a reality, the only way to continue to keep that vision alive was to
maintain world services’ dependency upon profits from Basic Text sales. The
early Board of Directors’ intent, that the inflated price simply be a temporary
source of income until the office had become a stable and reliable resource to
the fellowship, now had become an entrenched means of operating the world
services' vehicle. Further entrenchment of this means of operation would occur
in 1987-1988.

1987-1988

During 1987-1988, gross income for the WSO again increased, this year to over
$3,258,313.00. Once again, with this increase in revenues, came new
expansions of the WS0's and world services' areas of sernvice provision,

Afler all, there were now, at the time of the 1988 Fellowship Report, 470 area
committees, and over 15,000 meetings (including H&I) across the world. A New
Jarsey Office had been established (26), and there was even talk of opening a
European Service Office in London (28).

Fellowship requests for literature and other services were averaging 250 to 300
per month (a 120% increase from 1986-1987) (32), and Group Services was
sending out 209 starter kits per month (a 180% increase) as well as keeping up
with group registrations (33).

The H&| coordinator helped support 315 registered H&l Committees, and
dispersed over 57,000 in Ferature toward helping H&I afforts around the world,
while literature support services assisted the literature committees, whose
registration had increased from 250 in April, 1987 to 350 in 1988 (36). The Loner
Group publication, as wall, had by then accumulated 650 members , 82 of whom
were loner members (44).

As a matter of course, the W50 also continued to heavily support the WSC and
its Board and committees, offering BOT Assistance, Additional Needs ad hoc
assistance, Pl support by assisting in the attendance of 21 non-NA events (34),
and investigations from the New Jersey office into beginning a possible
relaticnship with the United Nations and other governmental and non-
governmental agencies.

The WSO also subsidized the It Works project, to the tune of about $20,000 for
19?3’;' the shortfall for this project had been approximately $7 850 for 1986 (37-
8)," as well as tha NA Way, 1o a loss of about $17,337.

¥ Thus. the WSC 87 acsion is reflected in the WSO's subsidization of the If Wovks project "It
was M/S Henry B {RSR British Columbia)Mark E. (RSR Oregon/So. ldaho) that expenses
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In addition, the WS0 continued to offer services such as the —

« maintenance of meeting lists and phoneline numbers for addicts in
nead
assistance 1o local service offices and corporations,
sponsorship of service committee workshops
maintenance of group services
mnhtanmmofﬂmﬁmldﬂirm?
production of the WSO Catalogue,
administration of the tape review process for speaker tapes,
creation of the Price Reduction Study (Georgia report)
increasad attention to Logo trademark registration

To keep up with the nead for all of these services, the office staff had by now
grown to 35 full tme amployees.

In keaping with the pattern we have already seen regarding the provision of
services versus the constant challenge of meeting their expenses, the WSO
once again called attention to the diminighing margin between available
resources and the demand for services:

The Office is unhappy to report the WS0 has experienced a new
and undesirable event during the past twelve months. This event is
where normal every day expense for office operation consumes
almost all the new income generated by expanding sales. Most
business activities amive at this situation for the same reasons we
have: low income ratio to production cost, inability to add significant
new inventory items, or support of excessive administrative
sarvices. (53) ;

nwmummwheﬂwﬂmtmﬁmmnfm“BanH&uamm
what was fo come. Similarly, in a "Special Report on Conference Finances

& & & ® & & 8 @

incurred by the Literature Commities and the Ad-Hoc commities on i Works be considersd as the
cost of producing new Berature, and as such be an expense of WSOL." Aler further discussion,
the motion was withdrawn by consent of the conference, o be considered by the Ws0.*

" Though members were still paying for approvak-form literature, as 1988 WSC minutes reveal: “it
was MSF Richard S, RSR (Greater Hew York)Eve F., RSR (Mew Jersey) That the WSD pick
up the cost for all approval form literature.’ Intent So that the donations that come from the group
icould be spent on approved literaure. The Vola: MOTION FAILED BY VOICE VOTE."

** This would change the following year, after the 1988 WSC daal with these motions: “It was
WEFM&,RER{MWMJ.FEEﬂM}MHWW
the World Directory of N.A. meetings on an annual basis.” Intent To make available an
intermational maeting list for sddicts. The Vote: MOTION FAILS BY VOICE WOTE."

"It was M/S/IC Ed §., RSR (Uregon/S. (daho) Eve FR., RSR (New Jersay) That the WSO be
dirsctad to publish a warld phoneline directory to be updailed annually.” The Yol YES - 47 Due
fo the number of YES voles the chairperson announced the motion was adopted.®
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July 20, 1987", Bob Stone wrote regarding the WSC's ever-increasing demands
upon the WS0's resources:

There is ancther financal resource used by the Conference. The
World Service Office has provided funds for the Conference during
each of the past four years. The office has not made cash
donations to the Conference Treasury. Instead, the WSO
expended funds for a variety of items for which either
reimbursement was not sought, or was not provided even if
reimbursement was sought These expenditure [sic] transportation
or lodging costs that were not detailed in the WSC budget or were
in excess of the amount authorized in the WSC budget It included
production costs for the Public Service Announcements and direct
subcontractor expense for spectfic projects such as It Works: How
and Why.

It's clear that Stone was very concemed about the conference’s growing reliance
upon WSO profits to fund its operations and projects, though he does fry to
soften the blow of his concemns in the following passage:

The WSO is not demanding or expecting complete reimbursement.
However the WSO is hopeful that the Conference will be prudent in
hmmmmmwmmmmnﬂ
$257,000 is not followed unless substantial increase in WSC
Contributions [sic] is expeniencad. (53)

Lﬂ?ﬂrﬂmﬁs, he states unequivocally toward the end of this "Special Report”
£

There is no question at all on the part of the WS0 Board that they
will provide unreimbursed subsidy to the WSC. The only question
Is, to what the total subsidy will be during the year.

This concern for the growing demand being placed upon the WS0O's income
would grow in 1888-1989.

1988-1989

The gross income for the WSO during 1988-1989 reached $4,199,117.00.
with this increased income came the everd to
growing range of services to the fellowship mw WSC. Sy sh

The Group Services depariment was answering approximately 250 to 300 letters
per month (44), six to fifteen phone calls per day, and receiving 40 to 50 sets of
minutes from service committees each month. They sent an average of 180
wkﬁmpﬁrmﬂh-—m altogether over 2,100 starter kits were sent out in



The number of trusted servants registered with WSO for Pl and Phoneline
committees had reached 670 in 1988-1989 (39), and the Pl News was mailed to
700 committees and trusted servants quarterly (39). In addition, the office
assisted in the attendance of over forty non-NA events, including “one each in
Australia and Sweden” (40).

The literature department received an average of 50 pieces of comespondencs
and 15 phone calle per week (41), while the number of literature committees
increased to approximately 400 (41). Additional support went to the continuing
development of the If Works project, which cost $47,987.00 (42) for 1988, for a
cumulative net loss of $167,951.00 to the WSO from 1986.

There were 362 registered H&I Committees in Narcotice Anonymous in 1988-
1989, and the Office printed and mailed approximately 10,000 copies quarterly of
Reaching Out, a 25% increase over 1887 (42). Additionally, $5,447.60 was
disbursad for H&! literature and services (42).

Meanwhile, the Loner Group operation now had over 800 members, 125 of them
loners (48), and the NA Way suffered a net loss of $23,180.55 (48).

The office continued to provide “administrative, clerical and logistical support to
the Conference Administrative Committee, the standing and ad hot commitizes
of the Conferenca, the Board of Trustees and its committees, and the Joint
Administrative Committee” (38). An example of increased services provided to
the WSC boards and commiliees, as Bob Stone wrote, was the expanded
assistance 1o the Trustees: “The WSO expanded its assistance to the Board of
Trustees this year. At the first meeting of the Trustees for this year, the WSO
made a commitment to have a project coordinator work with each of the separate
Trustee standing committees. This has continued for each of the Trustee
meetings” (49).

The WSO also provided administrative support to the Additional needs ad hoc
(48), along with providing assistance to the development of local for
conventionsioffices. In 1988-1288, there were over twenty offices of one type or
another in the fellowship (49). The office also assisted in preparing legal
documents for these operations (49).

The Office maintained the World Phoneline directory (49), and the WSO C
(50). but closed the New York Area Branch Office after brief trial of operation to
determine its value and affordability (50).

The office provided and assisted in the ongoing work with “the growing
international fellowship® (53), while continuing to develop printing agreements
outside the US (55).

The WSO also had begun investigating the possible purchase of an office for NA
(as an altemnative to paying rent on multiple buildings) (55) and had expended
“considerable effort [on] an archive system” (61).
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The WSO also continued to provide speaker tapes (58), and to coordinate the
tape review process (58).

While these services continued to be provided by the WSO, there was still great
concem over the precanous finances of the office, and of world services more
generally. As Donna M., then the chairperson of the Board of Directors, had
writien in that year's Fellowship Report,

in response to any Conference or Trustee request. However, the
Board is beginning to guestion how it will handle requests for
financial support when thare are little or no surplus funds available.
[. . .] | would encourage the Conference to give attention to such
matters as a Budget Review Committee, a fund flow
recommendation, practices that may be adopied at all levels of
service to ensure greater financial accountability, and ways to
encourage more Seventh Tradition contributions.

Her concemns would eventually manifest in a continuing effort on the part of the
Board of Directors to develop a Business Plan, which this history examines in
greater detail elsewhere., The point here is that, even though the WS0's income
had continued to grow throughout the eighties, it was siill unable to keep pace
with the expenses of providing such a wide array of services to both the
Fellowship at large, as well as to the World Service Conference.

In fact, the end of conference year 1588-1889 began to show serious
weaknesses in the office’s finances, which would become a source of grave
concem for the entire feliowship for the next two years. The first inkling of
troubles to come was found in an April, 1889 “Month End Financial Report,” in
which Bob Stone wrote

As a clesing note about finances; Our financial picture has a flaw in
it ag of the time | am writing this reporl. We are short of cash and
will be for some tima. As noted . . . we have been expending funds
at a high rate as we increase our inventory value. [ ..] We are
transfefring [sic) funds from savings, getting money from several
service office customers and the Conference to meet [the bill for

the third printing of the Sth edition). . . . However, | expect that to
smooth out because each major buyer sells their supply of
iterature at different rates.

Mr. Stone's tempaorary optimism would prove to be ill-founded. As historical
documents demonstrate, conference year 1988-1990 would present the WSO
with increasing financial burden along with the reaiity that income was going to
eventually decline. Though income for the next conference year would rise,
there would ba growing concem that the leveling our of Basic Text sales was
imminent, and would present a grave situation for the WSO in the immediate
future.



1989-1980

Although during the 1889-1890 conference year, gross income for the WSO
peaked at $4,994 613,00, there was growing concem as to the financial
condition of thea WS0O. Bob Stone's assessment of these concems is stated
clearly in the 1990 Fellowship Report;

The WSO achieved a new level of financial growth. However, the
finances are not really very rosy. Despite a higher gross income,
there are concems in the analysis of the financial figures.

The overall financial picture of the WSO is not encouraging. During
the 1989 fiscal year, there was an increase in gross income, but
the level of expenses was greater than the income. There was an
increase in the value of the inventory, which represents par of that
expense over income, but that was only part of the story.

The key element was the unhappy news that the number of Basic
Texts sold during the year did not rise nearly as much as in recent
years. While preparing this report, we discovered an emor had
been made in the addition of figures reporting the number of texts
sold last year. Even after the adjustment was made, the
comparison of texis sold this year was not as exciting as we are
usually able to report. (2)

in response to this concem, the Board of Directors’ section of the 1980
Feliowship Report stated:

mﬁmmm“ﬂmm , thera was a
increase in sales, This was true until this year. As
reported in the executive director's Annual Report, there i concem
over the number of Basic Texts baing scld. Considerable research
has gone into this to discover what happened and what affect [sic]
it has on the fellowship.

Each summer there has been a drop in the sales of Iterature
generally. By October, the sales lavel has usually retumed to the
level prior to the summer slump. This year, that did not happen
until the beginning of 1850.

This had a general affect [sic] on fiterature sales within the
Fellowship. It required some offices to rely more on money from
other sources. Despite the general leveling of sales, the WSO still
had an increase in the net income. The impact, therefore, was
that the scope and extent of services which could have been
provided were curtailed. For example, the European Service Offica
was affected by having less money available for its operation.

There ware months when we did not have cash on hand to
pay all of our bills. As a result, a large part of the reserve WSO
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Review of the sales information contained in the executive
director's report indicates that the dip in the rate of increasa of
Basic Text sales was related more to non-fellowship purchasing
than to sales within the fellowship. The dollar value of sales within
the fellowship confinues to increase, although not at the rate
prior years. We have discussed this with a number of people, both
in the fellowship and in the treatment industry. The single factor
everyone seems to point to is the reduced coverage insurance
companies are providing for addiction treatment. With this
reduction in funding, many cermters have fewer new patients, and
therefore spend less on literature.

-8

While this matter iz of no real consequance to the existance of N.A.
in a philosophical sense, we will confinue to make adjustments as
such forces impact literature sales. Narcotics Anonymous will exist
and operate to meet our needs, regardiess of such outside forces,
We felt it important to discuss this issue, s0 as to alleviate any
fears that WSO might be devastated by such fluctuations in sales
outside the fellowship (8).

In spite of these serious hardships, &mﬁﬁﬂmﬂm to provide significant
services to the fellowship and the WSC.™ The Group Services department, for
example, answuﬂdiﬁﬂtnﬁﬂﬂﬂt&mparmnﬂw[aﬂj. and mailed out an
average of 180 starter kits per month (39).

The number of trusted servants registerad with the WSO involved with Pl and
phonelines was around 850 (34), and there were nearly 50 area and regional Pl
commitiees registerad (35). Meanwhile, WSO expenses for non-NA events
topped $20,000 for attendance at some 40 events (35).

During 1889-80, literature support services received approximately 30 pieces of
comespondence and 15 calls per week (36), and helped to address the needs of
433 registered literature committees across the fellowship (35). Additional
literature support inciuded the i Works project which, for 1989, represanted a
$15,841 WSO expense (36).

“Ewnﬁmmmdﬂnﬁhuh‘im 1980 WSC minudes indicste that the WSC ofifl desired
the same basic provision of services from the office, as the failure of the following motion
suggests: "It was M/S/F Rita §. (RER, Mid-Atlanfic)/Bob F. (RSR, Morthemn Mew Jersey) "That
WEC recreals the position of WSC Secretary and that WSO provide all material suppodt
necessary to accomplish the tasks.' MOTION FAILED BY VOICE VOTE.”
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The HE&I services depariment assisted some 479 registered H&l commitiees
(37), and saw fo it that over 2,000 letiers from addicts and professionals were
responded to. There were over 10,000 issues of Reaching Out mailed quarterly,
and $4,278 43 worth of lterature was disbursed across the fellowship (37).

The WSO continued to maintain the World Phoneline Directory as well as the
Loner Group operation, which now included over 1,175 NA members, 170 of
whom were lonars (43).

The WSO continued fo provide BOT and additional needs assistance, along with
supporting the WSC (39).

It is important to note that many of these services were accomplished as the
result of "robbing Peter to pay Paul.”™ That is, in order to provide services and
maintain everyday operating expenses, the WSO had begun to seriously deplete
whatever “prudent reserve” had been accumulated, as the Fallowship Report
indicated:

There was a substantial depletion of the funds held in savings
accounts. Funds kept in savings are intended for short and long-
term unusual expenditures, but especially when there is a shortage
of funds. Because WSO expenditures during the year were greater
than the income it was necessary to spend $142,180 from savings.
We do not expect that the 1980 income/expense balance will
permit retumn of funds to savings accounts this year. In the interim,
the WSO continues to operate with a minimum prudent reserve. |t
has been necessary 1o use more of the reserve since the beginning
of 1990. (2-3)

These practices continued to worry WSO management. |n a letter to the Board
of Directors from Bob Stone dated December 7, 1988, regarding the 1590
budget, the Executive Direclor wrote:

We have reached a place in the office growth where we need o
change our attitude about some expenditures and to what level we
will allow some expenditures. It is essential, | believe, to apply
maximum expenditure authonzation for some tems and then live
within that authorization. While | am not certain that in eight
months | will be of the same opinion, at the moment it seeams a
prudent decision and one which that as a Corporation we need o
learn to apply. (1)

*" Simitarty, in a letter to Bryce Sulivan, WSG Lit Chairperson, dated December 19, 1989, Bob
Stone wrobe:

With all candor, | must point out that we are beginning to tace a financial situation that was
discussed at the World Service Conference in prior years. In 1988 and 1887 | advised the
Conference that the time would amve when the Wond Service Office would not have the excess
funds available that it had in 1886 and 1887 to provide additional service 1o the fellowship. We

are quickly reaching the point whane the routine oparation of the office consumes all of the funds
that are avaiable through Eterature sales.



32

There is a real sense of foreboding in an entry from the March, 1990 Board of
Director Minutes which would prove all too accurate and assessment of things to
come:

Discussion then ensued on the current financial position of the
WSO and its effect on the fellowship's ability to provide services.
Stone explained that hiz reports to the WSC in 1985 and 1988, he
remarked about the eventuality of reaching the point whare income

present some difficulty. The price of the Basic Text has not been
increased since the original process was set in

increase it now may only provide a temporary solution. Adding any
significant tems to the WSO inventory such as another book or
video ires the consent of the WSC, and nothing appears to be
near to produce and sel.

We will have to advise that this is an urgent situation and i affects
the fellowship as a whole.

Thisﬁrming concem would prove to ba only the beginning of the WSO
hardships, as historical documents from 1990-1991 reveal.

1990-1991

For the first time since the publication of the Basic Text, its sales declined during
1990-1991, resulling in a lowered gross income for the WSO of $4,338,890.00.
This conference year was the beginning of the most serious threat io the long-
term wviabilty of the WSO to date, and the Felfowship Report, as well as other
historical documents, reveal the crigis in detail. The Board of Directors’ section
ufmuaa 1991 Fellowship Report speak ominously of the difficulties facing the

Prior to 1980, the WSO Board of Directors could count on office
income increasing each year, and made operating plans
accordingly. Until that time, there had been sufficient surplus
income to continue expanding World Service Office activities and
N_A. services in general. At the 1980 conference, we informed you
that we believed the nsing WSO revenue curve would soon level
out. Sales of the Basic Text, representing about 70% of WSO
revenue, had neared their peak. Since we did not expect any new
books fo be added to our sales inventory in the next year or two,
we believed we would find ourselves having to make more
conservative plans for World Service Office operations.
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Even in the face of these financial developments, the WSO continued to provide
services to the fellowship and the WSC. For example, the Fellowship services

department fielded over 400 phone calls per week, and responded to over 100
latiers and requests per week, (19). The Group Services division answenad two

hundred letters and requests per month (a slight decrease from the previous
year) (23).

"® The Newsiine, voluma B, iegua & (May 1000) reiteratos thin growing reality:

“As thi fellowship has grown larnger and stronger, the demands on the limited amount of money
generaled within the falowship have grown faster and larger. At every level of service thare
SBETYS 10 be 3 growing shortage of funds. This is parbicularly evident ot workd kevel.

In recent years, the WSC has exisied on a growing budget, but the adivifies of the conference-

supponed board and committees nave been sirained bacauss the availlable funds are always less
than the board and commitiess need, During the last two years, some mestings and activities of
the boand and commitiess wene delayed or cancelsd because adequate funds wena not svailable.

Even the WSO has reached the position where extra funds are no longer available. As repored
by WSO 1o the conference m 1985 (and several tines since), the time woukd come when the
routing operational costs of running the office would consume all the funds genarated by iiterature
sales. The WSO reached that position last year. The WSO no longer has the opportunity to
provide financial assistance or guaraniees o the conference-funded board of commitees without
hawing impact on the activites that the office parforms.

The office has in fact had to make critical adjustments in its operation and planning. &t reached a
standstil with creating new empioyee positions, has had 1o establish infiexible budget ceiings for
marry expanditures, look for ways to educe some expndiures, snd look for ways fo increase its
sakes income” (11).

“This may be the first small bedl ringing about the current stuation, but it will not llkely be the last”
(12}
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The H&| departmant addressed 1708 pieces of mail during 1890 (25), while the
WSO provided $1400 in literature to H&| cperations (31).

The Literature department made over 174 area and regional it assignments
(28), and the Loner Group operation had 1100 members registered, 195 of
whom were loner members (28). The Pl department saw more than 1000
individuals registered for phoneline and Pl trusted servants (30).

However, the dacrease in Text sales did affect some elements of service delivery
at the WS0. There was a decrease in starter kits from 2100 in 89 t0 1350 in
1990 (29), but an increasa in general information packets. The reason for the
change, quite simply, was that “The general information kit is a smaller, less
expensive maier” (29).

Similarly, while NA had been invited to attend 112 non NA events during 1990
1991, we attended only 16 due to financial hardships (31).

This decrease in financial solvency also threatened other areas of service
delivery, as the Feflowship Report pointed out regarding the European Service

It costs a great deal of money to run the European Service Office.
When the ESO was first openad, our finances were such that we
could open a London branch with full knowledge that it might not
become self-supporting for a3 number of years. Today, we must
take a much more conservative view of such matters. In coming
months, the WSO Board of Directors will considar if it will continue
H':L-nndnnhmmhnrmnmEEDtnnEwmnn city where
costs are lower. If finances become extremely poor, we
nﬂybur%rmdtndthED (4)

In truth, the office was in even worse shape than the bottom fine made it appear
in 1891, because the 1890 accounts receivable was down $91,458, and
inventory was down $158.403 (57). Additionally, Basic Text sales were down
approximately 18% — about $502,383.00 — in 1980 (73). Additional evidence
suggests the extent to which the WS0 was in financial crisis.

For example, BOD folders in the WSO archives from 1891 contain a draft letter
soliciting individual donations for the WS0. The packet also contains information
regarding Levels 1 through 4 emergency procedures at the office, which range
from withhoiding 5% of employees’ weekly salaries to layoffs of employees in
order to save operating expenses.

This information is corroborated by Board of Director minutes, dated July, 1991
— after the 1990-1981 conference year, but relevant to our examination here.
The minutes read:

Joe [Gossetf] then discussed the emergency layoff plan. One of
the ideas was to discuss cutting back hours as opposed to fully
lefting employeas go. He then discussed the idea of keaping a



percentage of employees wages that would be paid back at Ia;hr
time. Discussion toward layoff incured and that it wo
necessarily depend on seniority. It was M/S/C “to adupt
Emergency Resource Conservation Plan as presented.” The Vote:
Yes — unanimous” (8).

The seriousness with which the Directors were discussing these issues is bome
out in the following motion, which passed unarﬁmml,ratﬂ'm July, 1991 meeating:
“It was M/SIC ‘that we are in Level 1 Emergency.’ The Viote: Yes — unanimous”

(8).

All of these developments would lead George Hollahan, in a special section of
the Fellowship Repori, to observe the following:

Most of us are not comfortable dealing with money issues but, in
our cummently straitened circumstances, we must. N.A. services
cost money. The World Service Office lost a quarter-million dollars
last year, and may lose more in 1991. Approval of a Low-Cost text
may further reduce Basic Text sales, even if measures are taken to
minimize the impact. Various means of enhancing WSO revenues
are currently being discussed, butﬂ'mrmajmi shortterm solutions
to our financial problems. The only long-term solufion is the
development of a major new book. (40)

Similarly, a BOD draft in the archives. titled “What is the Financial Condition of
the WSO7?", points out the grave financial concemns of the WSO clearly, though
in language that calmiy belied the actual state of emergency.

As an analogy, our boat took on considerable water last year and it
i5 still leaking. We have decided to stay with the boat because land
is in sight. The boat may continue to get harder to row and we may
all get our feet wet, but that altermnative is till befter than jumping

In summary the BOD has determined that our cument combination
of debt and budget reductions are appropriate. YWe could efminate
our short-term financial problems by eliminafing major areas of
. expenditure, but we would then not be able to meet the goals given
by the conference in the short-term and we would not have
additional products or stafiing capability to assist in the creation of
additional products in the long run.

It is clear both from George Hollahan's report, as well as from this draft of a
Board of Directors report to the fellowship, that the WSO and its Board were still
counting on the pricing policy of literature to fund world services and WSO
operations. In retrospect, this may not seem to have been the most prudent
possible course of action. However, given the increasing entrenchment of the
pricing policy as the means by which world services and the WSO funded
service provision, it is an understandable course of acfion to have assumead.

Eﬁ
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Agweslmllm. however, its viability continued to be questionable during 1891-
1992,

18811992

Gross income for the WSO again decreased during 1991-1992, to
34,176,327.00. Nonetheless, the WSO continued to provide senvices fo the
fellowship and the WSC, as the 1982 Annual Report demonstrates.

The H&l depariment, for example, recaived 1,510 pieces of mail, 1,710 from
addicts, 100 from professionals {though their ability to respond was severely
affected by staffing difficulties — as the note below describes). They also
responded to 120 queries from mambers involved in H&I service, and provided
administrative coordination for WSC H&I' Reaching Out. In addition, the H&I
team sent out 77 Basic Texts, Emmmﬂnnkhﬁ,ﬁ,ﬂﬁzmmhts 875 Behind
the Wails, and 87 Intmchmmwﬁlmﬂ#ﬁ}

The Literature Depariment answered approximately 450 pieces of
correspondence and abowt 350 phone calls, and sent B8 maikngs to the WSC
literature committee, which included “Three separate daily meditation review
batches, consisting of about thirty pieces each, [that] were sent to over seventy
regunmllammmmwﬁu’ﬂﬁ}

The Translations Depariment served the new Translations Committee created at
VWSC '91: they prodiced Spanish and Pertuguesa Basic Texts, sixteen different

and booklets, keytags in three languages, three language editions of
the bimonthly Conference Digesi, group readings and posters in two languages
during the conference year, and also mailed out approximately 150 pieces of
mail and answered about 250 phone calls (15).

Conference Services continued to provide for the administrative and cencal work
associated with the Administrative Committes, the JAC, Interim (created at WSC
‘81), as well as conference calls for WSC, the WSEB and the BOD, while sending
out monthly mailings to conference participants, responding to tax questions.
and providing information about corporations (15).

Trustee support continued in the form of taking and developing minutes, sending
out mailings, setting up conferance calls, and helping to coordinate meetings
(18).

Group Services received and filed minutes from 74 regions and 138 areas (18),
and the Loner Group operation expanded to 1,108 members, 217 of whom were
loner members (18).

The Public Information department found its staff reduced from 3 to 1 staff
members, though they continued to provide clerical, editorial, production support
for the Pl Newsletter, and the NA Update; A Newsietfer to Professionals (18).

Other losses suffered as a result of the financial difficulties included tha Shipping
and Receiving department, which lost one of ite six employees in 1592, As the
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Fellowship Report stated, "Because of the cash crunch, we are not sure when or
if we will be able to fill that position again” (12).

Similarly, the Hospitals and Institutions Department had one coordinator and
one support staff member. However, batwean July and November 1901 there
was no HE&l support staff, resulting in a reduction in service to the WSC HE&I
Committee, area and regional H&! committees, and the addict whao still suffers in
a hospital or institutional setting (14).

These dire financial straits had a number of other negative effects upon the
WSO, and world services more generally. Consequently, the 1992 Annual
Report focused upon this latest development gravely:

In 1991, for the second year in a row, the Word Service Office
suffered a significant financial loss, expenses exceeding income by
slightty more than a quarer-million dollars. The single largest
factor contributing to that loss was, once again, a decline in Basic
Text sales. We sold 254,661 copies of the hardback text, 8.21%
fewer than in 1990. That alone resulied in a 5217,648 drop in
revenues. We were able to continue operating only by stretching

out payments to our suppliers.

Though we soid almost $4.3 million worth of literature, 23% of that
was eaten up by discounts, with cosis of merchandise taking
another 32%. Of almost $2.2 million in expenses, the study shown
on pages 8 and 9 attributes 82% to fellowship services rendered by
the WSO, shﬂmmifmmn&mmmmm the trusiees,
literature development, fellowship communica new groups,
and the Bke. (1)

Given these developments, W50 management and the Board of Directors
scrambled to keep the office afloat in the midst of the dally financial chaos of
attempting to meat operating expenses, provide ongoing services, maintain
inventory, and fill and ship Iiterature orders:

** One conference action of 1992 attempted to deal with these dificultios by suggesting that the
WSO relocate. At the 1962 WSC, "It was WS/ Dawn F. (RER, Canolina)Pete C. (WSB) moon
#18. 'Carolina Regional Service Commitiee moves that the WSO be moved to the Carolina
Region. If tis i not posaible, that the W30 BOD explone the possibiity of moving the WSO o a
location in the Eastem or Southeastern anea that would be more cost effective.” MOTION
COMMITTED as foliows:

It was M/S/C Dewn F. (RSR, Carolina)’ Bob J. (RER, YWisconsin) To commit the motion 1o the
W20 BOD with instructions to take the following motion: "Have the WSC form an ad hoo
commities o research and expiore the possibility of moving the WSO to another site or establish
branch cffices. Suggested research sites are: (2) Eastern USA, (2) Midwestern USA, (1) Upper
West LISA, in addiion fo outside the USA as mpul”™ MOTION TO COMMIT CARRIED BY
VOICE VOTE."
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Given our financial status, the WS0 Board of Directors had to saek
ways to bath reduce our expenses and increase our income last
year. To reduce our costs, we took the foliowing steps:

1. We reduced administrative costs by limiting purchases of office
supplies and cutting our travel budget as much as possible.

2. We reduced inventory floor stock, accepting the certainty that
some back-orders would build up.

3. We extended in-house production of service handbooks and
newslettars that had once been sent to outside printers, accepting
the production back-up that would result.

4. Mmm&udahlmmfm&za on new staff and deferred the

employees.
5. We mdumd mmmm@mmﬂsm“m
6. We changed the binding and paper used in publishing the Basic
Text.

We also took steps to increase revenues:

1. We considered a direct donation plan that would have
encouraged NA members to make contributions to WSO,

2. We produced new sales products (Introductory Guide, Spanish
and Poruguese Basic Texts, Basic Joumal, Basic Mug, Basic
Calendar).

3. We tested a '‘Basic Catalog' program for directty marketing WSO
products to NA groups

4, Wauma'u:ladtl'w rndu::t that is normally included in the
Mmuﬁeﬂmn&%ﬂaﬁdi&nﬂyhﬂahﬂhn‘mﬂhﬁ&m

However, even with these cost-saving and revenue-increasing measures, the
WSO Board was faced with the reality that they would have fo increase the price
of literature for the WSO to remain afloat;

Even after taking these cost-cutting and income-raising steps, our
&mmmmmmmmﬂmm By January
1992, our ability to satisfy our creditors™ had deteriorated to the

* BOD Conference Call minutes, dated December 21, 1991, reveal this concem with vendors’
credit accounts: “Flexibility with vendors is vanishings thus, naxt year's cash flow needs wil be
greater than the previous year a3 vendors are becoming kess willing and less able fo further
extend credi ko facilitade the WS0's operating capital needs™ (np),

Similarly, BOD minutes from the 272 1/82 Board mesfing indicate that — “It was also noted that
R.R. Donnelley had required a payment schedule commitment prior to accepting and processing
the order for the next printing of the Basic Text. Anthony noted that payment of Donneiey’s
culstanding payables 10 an accepiable level may not be able to be completed within sufficient time
fo ootam the naxt printing of the Basgic Tewd without the possibiity of a Besic Text beck order of
two or three weeks. One method of preventing this siuation was the renewad of a $100,000 line
of credit with Capital Bank. Considering those akematives, it was MS/C ‘that we renew the
$100,000 line of crediL’ The vole was unanimous™ {2-3).
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point where our continued ability to print the Basic Text and other
items was in jeopardy. We had two choices:

1. To shut down portions of the World Service Office, or

2. To raise our retall prices by ten percent, our first-ever across-the-

board price increase.
The proposed price increase was first considered at our October
1881 meeting, gaining tenlative approval. In the proposal

was confirmed, to bacome effective February 1. (1-2)

It is clear from these deveiopments that the WSO was indeed suffering di
financial straits as a result of declining Basic Text sales. The publication of
Just For Today meditation book at WSC '02, however, along with the
instituted cost-saving measures adopted by the WSO, would allow the
begin to tumn the financial comer in 1992-1993. The permanency
tumaround, however, must be once again called into question by most
avants in the WS0's financial development, as well shall see from this

figures.

In the meantime, however, we should note that, with the publication of Just For
Today, and, the following year, If Works: How and Why, the old reliance upon
ljitgegrgtum sales to fund world services would continue unchecked through 1992-
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“It seems that the WSO is starting to tumn the financial comer. Our sales have
been up, on average, over the last four months, It is still a litthe early to tell but
we think that maybe the rebound is beginning” (WS0 Senvice Office Updatle; vol.
92 issue 1, November, 1892: 1).

Gross income for the WSO rose to $4,784 487 .00 during 1992-1993, helping the
WSO 1o begin to turn the financial comer during that conference year. As
always, the office continued to provide many services 1o the fellowship and to the
WSLC.

For example, the Group Services Department answered approximately 100
requests for starter kits per month and entered approximately 75 new group
registrations per week. In addition, they answered 30 to 50 requests each month
for information packets, 20 -30 requests per day for phoneline numbers, starter
kits, sample guidelines, and so forth (26). Also, Spanish-language group
services were developed at the WSO during 1952 (25).

* BOD minutes for 1/11/52 reflect this action: “It was MYS/C ‘that the price of all items camied in
the W50 mventory as of October 1, 1991 be increased by 10% with an effective date of February
1, 1982 (with alliowances for rounding up o the ned nearest whole cent),” After a brief discussion
of the input received an this matter. af vole was akan snd i o trmnaanly {2-F).°
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The Translations Department saw 12 new ems published, i three
revised translations, ﬁuenmﬂynmﬂudlﬁandﬂweﬂmhmnm in 4

languages (27). They also mailed out approximately 120 pieces of mall In 19892,
plus three mailings to the Transiations Committes (27).

Trustee support continued apace (28), while the Conference Services Team
continued to provide administrative support and coordinating services to the
Administrative Committee, the H&! committee, Policy, World Lit, Pl and the
Outreach Ad Hoc (30). Conference Coordinating Services also provided
administrative support for quarterfies, and the WSC (31).

The H&! Department responded to 1,673 letters from addicts, and 103 from
professionals, along with 117 phone or mall requests from HE&| frusted servants
{21). In addition, there were 508 registered regional or area H&l subcommittees,
24 less than 1991. HQE3E¢WHEEP&HMHECH&ILHMHWFHWHH
literature to addicts in institutions (31).

Pl Services provided staff and supporting coordination to WSC Pl and its
projects. Pl publications were not very active in 1992, and the Annual Report
stated that “The conference Pl committes is cumrently evaluafing how these items
ara published, who writes them, and editorial control® (33).

Only two non-NA events were attended during 1882-1883 (33).

The Literature Departmant answerad over 400 pieces of

correspondence, and about 380 phone calls during 1992-1883. They also sent
out 70 maifings to the WSC Lit Committee, as well as drafied minutes and
revamped filing and storage procedures for computer and paper files for the
World Literature Committee (34).

The newly developed Publication Team oversaw the development and

distribution of the NA Way, the Conference Report and Digest, the WSO
Newsfine, Meeting by Mail, Reaching Out, the CAR, Pl News and NA Update
(36). This team was also involved in the /f Works and Guide to Service projects
(37).

The Shipping and Production Team was now down to four full time employees
during 1992-1993 (45).

All in all, the conference year witnessed Herculean efforts on the part of WSO
staff, as the Annual Report suggests. Work involving staff in 1992 included
production of the meditation book Just For Today, In Times of liiness; the Twelve
Concepts; and A Guide fo Service. Completion of the if Works, FIPT, and NA
Video projects was also achieved. Staff assisted in work on the Step Writing
Guides as well. There were 84 translations In progress covering 21 language
groups, as well as the completion of the legal surrounding the ilagal
Basic Text. Dfﬁnamhadﬂsnrﬁamﬂmdm facilities, and (incredibly)
ﬂuenhmsﬁﬁhadhaenmﬂfgﬂnﬂdhmteanﬁdmhuﬂmveammkl{m}
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The consequences of this toll on staff was that the Interim Commitiee, during a
world services meeting in Cincinnati, would recommend a year of world services
inventory to provide the WSO staff and trusted servants with an opportunity to
slow down and recuperate from their efforts from the previous year, as the
Annual Report indicates:

Seeing a similar patiam throughout world services, the Interim
Committee has recommended a year of inventory. The WSO's
immediate response supports a year of inventory by what appears
to be a simple act, but may be extremely difficult. We will do our
best to accurately define the volume of work we can achueve while
maintaining an accepilable quality standard. . . . Any major
additions to this work plan must have a comesponding reduction in
some other activity to maintain balance. (20)

It should ailse be noted that the WSO management and the Board of Directors
seemed badly shaken by the previous two years' experience, and that they
seemed to have resolved quite firmly to not allow the office to ever reach such a
state of emergency again. They also, however, realized fully the toll which had
been taken upon the office during the previous years:

sacrifiing quantity, quality and timeliness in service delivery in
retum for enough operating cash to keep owr doors open,
Deferming personnel cost during those difficull financial times
served us well, but we must now face the reality created by that
expense positponement. Rates of increase in staffing levels in
1893 and 1984 will be greater than in previous years so as lo
compensate for the temibly reduced levels of 1981 and
1892, (12)

While the office would benefit from the immediate influx of cash from the
meditation book and the newly adopted If Works, the !
inventory would of course represent anything but a slowdown in terms of staff
requirements for the coming year. Even so, the WSO would begin (wisely) to
plan for — and to some extent, implemeant — staff training during 1983-1884 in
an effort to begin to recover from the effects of the financial crisis e
during the previous two years.

:
k
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1993%

The gross income for the WSO during 1993 reached $5,423,915.00, an all-time
high, and the second year in a row that the office did not lose money. The WSO
management and the Board of Directors felt it imperative that the WSO begin to
recover from the previous years' struggles and hardships. Assessment and
redevelopment were thus the watchwords for 1993. A growing awareness of the
imitations of the office’s staff and financial resources, however, characterizes the
1984 W30 Annual Reporf covering calendar year 1993,

For example, it was during 1983 that the WSO Board of Directors decided to
terminate the executive director's employment at the WSO, due to his annual
performance evaluation, the way he was running the WSO, his effectiveness as
a manager, and the “poor quality of some of the projects coming out of the office”
(3). In addition, other troubling events and realizations included the growng
awareness that “the worldwide growth of our fellowship [had] outstripped the
WSO's ability to provide the services that trusted servants have mandated at
successive World Service Conference meetings and [had by then] come to
expect® (3). As the 1984 Annual Report states:

The message clearly being communicated [in the Annval Repor] is
that the needs of the fellowship-atdarge and its local service
committees, combined with the demands of world service boards
and committees for administrative and project support, have grown
bayond the WSO staffs fulfillment capacity. (3)

The Annual Report continues in this vein:

With the growth of world services and the proliferation of service
and administrative bodies, demands on the World Service Office’s
administrative support staff have become unrealistic. The three
primary administrative bodies in NA's word service system, the
seamingly endless array of administrative subunits, and the need
for virtually evaryone in our leadership corps fo review and
comment on virtuaily everything under development has created an
administrative swamp that is difficult to navigate and even more
difficult to escape. More WSO staff members spend more fime
sanvicing conferance calls and performing administrative functions
than answering correspondence from new NA groups and
developing NA communities seeking basic assistance. (12)

= The W50 began, in 1933, to designate its Annual Report according 1o the calendar year's
infiormation being published. VWhereas, In previous Annuad Reports, the Report would have been
daied according to the date of the WSC af which that year's Report would be distributed, after the
1893 Annual Report (which reported information from the 1992 calendar year) thene were actually
two 1594 Reponts — one which reported 1933 information, and one which reported information
from the 1894 calendar year. It is thus necessary to begin designating each subsaquent saction
by calendar year, 0 that information will more accurately represent the WSO Annual Report
information presiously published,



Another growing awareness among the WSO's management involved an
increasing understanding of the need for siaff fraining. During 1993, a
consultant was hired to assess the WS0's staff needs, and concluded that WSO
management had to do everything necessary to *find the means to shift [their]
focus onto training and planning for both the short and long term® (3). The
consultant further advised that, if the WSO did not achieve this shift in focus,
“serious damage to the NA Fellowships pnmary service centers operating
capacity” would be suffered (3).

In terms of service provision, 1983 saw the beginning of the process of vendor
reghtnﬂuntumsumﬂmpmhmmanhaimelmalpmpammﬂmmdm
with the Feliowship Inteliectual Property Trust (FIFT) (4).

The Fellowship Services Team oversaw the coordination of translations projects,
Group Services, Data Services and administrative support for the World
Services Board of Trustees (13). The Group Services Team increased its
Spnnhh-&anguage group services to two days a week (13), working with Mexico,
Central America and Spain, as well as South America (14). Transiations saw
144 active and pending translations projects during 1993 in twenty-six languages
(14). Data Services continued the process of trying to make the computar
systems at the WS0 in Brussels more compatibie with the system in Van Nuys
{15), while Fellowship Services continued to provide coordination and clerical
assistance to the Board of Trustees (15).

The Conference Services Team provided services to the WSC Administrative
Committee, the Interim Committee, the WSC Policy Commitiee, the WSC
Qutreach Ad Hoc, the WSC H&l Committee, the WSC Literature Committee, and
the WSC Pl Committee. Although the year of inventory was characterized by a
slowdown in these committees’ activities, the Conference Service Team was
quite busy redefining iself and its members’' responsiiliies, as well as
developing comprehensive histories for all world service boards, standing
committees, and ad hoc committees to further the world services Inventory
project (16).

Additionally, H& saw the continuation of Reaching Out, while H&Il staff
responded 1o 2,253 letters from addicts in treatment or comectional setting and
an addition 141 from professionals (17). HE&l staff also responded to 114 mail or
phone requests from individual NA members or local H&l subcommitiees.

The Pl staff answered approximately 280 lettars and over 800 phone calls during
1993 [1?&15} while continuing to publish NA Updafe and one issue of the P/
News. World Services also attended two professional conferences: the Worid
Federation of Therapeutic Communities in Kuala Lumpur, Malaysia, and the
Federal Bureau of Prisons Conference in Washington, DC (18).

The Literature staff answered about 220 letters and more than 200 hundred
phone calls, while assisting in the publication of both editions of It Works: How
and Why as well as the gift edition of Just For Today (18).
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The Publishing Team saw i’ts hﬂdﬂspﬁmwmnnsﬂiﬁassﬂﬂmm

haﬂnﬂhmmﬁgmda upwt and the Confeérence Digest (21). The Publishing
Team also began, in 1993, a comprehensive analysis of all WSO publications
(22), and developed an hhmmemiemanuﬂmhamhﬂummatﬂuwsﬂ's
publications were uniform is style and usage.

The Shipping Team continued performing its variely of tasks, including
with vandors and printers, hui!ltaﬂngtlﬁptmmlnfnulrtamhm

serving as purchasing agent for the W50 (27).

The Accounting Team maintained its responsibilities of customer order entry,
customer account management, customer service as well as internal accounting
for the World Convention Corporation, the Word Service Conference, and the
WSO, including WSO-Europe and WS0-Canada (28). The WSO received an
average of 50 customer orders each business day, and most of those orders in
1993 were processed the same day as the order was received (28).

The BOD had also authorized an audit of the WSO's human resource files
{arrmhyaafhﬁjdurm 1883. The audit identified a number of shoricomings with

el processes and procedures, fraining. employee records, and
mﬂh'lgn mdmmmtﬂ] Staff was also badly shaken (literally
and ically) by the earthquake of January 17, 1994. While damage to

the was only about $2,500, almost everyone suffered major losses of
personal property (7). The WSO staff also suffered badly the psychological
aftereffects of the strongest earthquake ever recorded in Los Angeles history.

The WSO stated in the 1984 Annual Report that the coming year would see
renewed focus upon ongoing office administration, redevelopment of WSO staff,
especially management staff, support and redevelopment of management
services, world service inventory stafing, and support for other conference
pl‘mEEtB{'l‘}_}. The WSO alsc committed itself to a renewed intemational Public
Information effort (12), yet the Annual Report staled unequivocally that the WSO
could not support any new conference projects for 1994 (12).

1994

Gross income for the office reached $5,606, 747.00, a somewhat modest
increase over the previous year's gross income. Meanmwhile, the word of the
year for the W50 was training, as the 1984 Annual Report suggests:

As the World Service Office matures as an organization, our
executive management has begun implementing a plan for staff
training and development this past year. This was the single most
important focal point of staff operations in 1994. This direction and
focus came after we recognized thal a shift in stall reSoUICEs wWas



qmmmﬂwnﬂiufnmwd and meet the growing needs of
he NA Fellowship. (9)

In addition to the implementation of the first phase of management training and
the planning for staff training, the World Service Office staff also began planning
the office’s relocation to its new home in Chatsworth, California (2). Even though
the office devoted much of its energies fo the training and the relocation
planning, there were still time and resources devoled to the provision of services
to the fellowship and to the Conference.

For example, the Group Services Team fielded 150 calis, responded to 50
letters, and sent out about 40 starter kits per week (12). This team also has the
task of maintaining as accurate a database as possible for our fellowship
worldwide (13).

The Fellowship Services Team continued to provide administrative support to the
Trustees and their committees, as well as administrative support to the
Transiations Committes, Group Services, and Tape Review (12), while the
Conference Service Team provided administrative support to the Administrative
Committee, Interim, World H&I, the Policy Commitiee, wmﬂIJLWWHPlam
the Outreach ad hoc (14). The Conference Services Team also responded to
about 800 requests for information or assistance from local service committees
{14).

The Translafions Team saw new requests from Poland, the Czech Republic,
China, Thailand, and Mozambigue (13). while the Trustees attended non-NA
avents in Prague, Hong Kong and Bangkok (13).

The Publishing Team was responsible for FIPT management, adminisirative
support, production and circulation for the NA Way, production and distribution of
the WSO Newsling and the Conference Digest, the Conferance Report, Pl News,
NA Updats, Reaching Ouwl, and Meeting by Mail, developing the coming events
calendar, editorial consulting for other teame, production of many of the WSO
inventory itams, typesetting newly franslated NA literature, and support of the
world services inventory project (15).

The Customer Service and Accounting Team maintained its responsibilities of
customer order entry, account management and service, shipping information
and coordination, maintaining budget and financial records of WCC, the WSO,
and the WSO branch operations, day to day bookkeeping including accounts
payable and receivable, all deposits, withdrawals inlemational cumrency
transactions, and money wires for 23 bank accounts (18).

The Ehipping Team fulfilled its duties such as filling and shipping literature
orders, facilitating the production of NA literature and other NA products,
arranging for stock placement among various branches of the WSO, printing
reports, minutes and periodicals, bulk mailings for the WSC and the WSO,
copying audiotapes and printing service handbocks and some translated
recovery literature, serving as purchasing agent far tha WEO (17).
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The WSO also supported the WS0O-Europe during the previous year to the tune
of a $146,532 shortfall (18).

The WSO continued to tighten its belt, too, as the effects of the previous years'
cash crunch lingered into 1994, For example, the Board of Directors, in deciding
to revise the WS0's Sales Policy {o reflect all prices in US dollars, consciously
removed Canada's “price break." which the Canadians had been receiving as a
de facto result of the currency differential:

Prior to 1994, Canadians could purchase literature at par; a book
selling for US35.00 in Van Nuys could be purchased in
Mississauga for $5.00 Canadian, the equivalent of about US$3.75.
At the beginning of 1984, the sales policy was changed to require
Canadian customers to pay the equivalent in Canadian dollars of
the US-dollar price — in other words, a book selling in Van Nuys
for US$5.00 would be sold from Mississauga for about $6.65
Canadian. (19)

Fhally.anﬁsnmﬂutm&:paﬂhdhuaaigniﬁmﬂiminﬂmpﬂmnfm
of the raw matenals used to produce a number of the WSO inventory items
caused office management to recommend to once again raise the price of
literature 5%, as the 1984 Annval Report indicates:

combination of reduced pulp supplies and mill closures in the
LISA with increased demand outside the USA for raw materials and
finished paper products has pushed publishing and packaging
paper prices up by about ten paercent and made for long delays in
vendor deliveries. Similar price increases have occumed in the
petroleumn products industry, including the sources of the plastic
resins we use to manufacture our keytags and chips. These major
increases in our manufacturing costs led us lo recommend to our
board of directors that an across-the-board retail price increase be
implemented at the beginning of 1996. The board accepted our
recommendation. (12)

In al, 1994 was a busy but productive year, thocugh not the year of "rest and
recuperation” onginally intended by the recommendation of the inventory project.
Similarly, the emphasis on training office staff and volunteers would continue into
1994-1985, as would the ever-present concern upon the WSO financial picture.

1995

The 1895 Annual Report indicates that 1995 was the first year since 1989 that
sales of the Basic Text ehowed an increase rather than a decline (4), and the
WS0's (unaudited) gross income reached $5,930,744.00.

In the face of the requirements of the previous two years' commitment to the
world services inventory on the part of the WSO, the office felt it imperative to
refocus its efforts this year back upon rervice delivery to our members in their
local fellowships:
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The year 1995 was one during which we focused on service
delivery. While great debates are going on about the resoclution
group’s recommendations for restructuring world services and the
plan for motions 39, 88 and 47 (the various mobions regarding
possible changes to our steps and traditions) individual addicts,
group. service representatives, are service representatives, regional
service representatives, convention chairs, committee members,
and group secretaries from New York to New Zealand, from
Cartegena to Calcutta, from Montana to Moscow continue to
contact their World Service Office on a daily basis for answers to
thelr questions.

It is sometimes difficult to understand the scope of service delivery
connected to the description in the above paragraph. Let's begin
with direct fellowship services. In 1995 our group Sservices
department alone fielded approximataly 3600 telephone calls. The
majority of these calls were from membars or suffering addicts

worldwide looking for meeting information. (29)

The cffice provided a number of services, as in every year since its inception, 1o

members across the fellowship. For example, the WSO received almost 7,000

pieces of mail during 1995 from members, groups, areas, and regions, each one

of which directly requested information, support, or advice. Of that quantity of

mail, ower 3000 piecos went to group asrvicea, 2000 pieces wenl o H&I, 500

hpiq-::us Eﬁ;ttn:r P1I. and over 100 pieces went to the literature committee staff
aison :

Just a bnef sampling of the issues members sought experience on includes:

B " F®FERRE R

behavior in and around the meeting place

financial irregularities and suggestions for increased accountability
violence

disharmony cause by racial disparity

child care and related issues

prescription medication

methadone

special interest meetings

banking and taxes

insurance for groups and events

the importance of NA's language of recovery

the differences and similarities between NA and other twelve-step
fellowships (31-32).

Other services which the office provided included completing and publishing 183
tems in 14 languages in 1885. Also, as the Annual Report states, Translations
efforts actually worked on 278 projects in 38 languages. “By the end of 1995 we
had NA literature being transiated into languages as diverse as Amharic, French,
Gerrnan, Hebrew, lalian, Maori, Oriya, Portuguese, Spanish, Swahili, Swedish,
Tagalog. and Urdu” (35)



There were 950 starler kits mailed out in 1995 (31), and Group Services also
provided another little known, but valuable service to our members: “"Every
January, our staff members phone all of the phoneline numbers in the entire
woridwide phoneline directory and confirm their validity. If a number has been
disconnected, we check further o see if a new number has taken its place” (31).

The WSO also has a multiingual staff in its Group Services depariment today,
which aided the WSO greatly in 1995:

We responded to more than one hundred letters in Spanish, and
we answered a muliitude of telephone calls from Latin America and
Spain about group and local service commitiee issues. We were
able o speak in German to our German-speaking members, and
we corresponded in French not only to France and Canada, but to
some of our members in the Caribbean as well. In fact, the number
of requests we receive are such that we hope to hire additional
staff with muttilingual capabilities as resources become available.
All of this allows us to proudly say that we are beginning to truly
fulfill our mission as your World Service Office. (32)

The World Service Office also edited, typeset, printed and mailed ten different
_m:lgnmd_‘ newsletters, and official reports for NA World Services in 1995,
including:

= Meeting by Mail

Fl News

H&I News

WSO Newsline

The NA Way Magazine
NA Updats (41-42)

In addition, a substantial amount of time in the Production Department was spent
producing new inventory items. The WSO has 707 items in its inventory. Of this
number, the following have been produced since January 1985: Hindi IP #1;
Tagalog IF #1; Italian IPs #1,7.9, and 16; French IPs #2 and 7; Norwegian IPs
#5 and 12; a Braille translation of the Basic Text; the Franch Basic Text on
audiotape; Sdlo por Hoy (Castilian Just for Today); Guia de introduccién a
Narcéticos Andnimos (Castilian Infroductory Guide); softcover Iif Works: How and
Why, Finnish IPs #1,5,7, and 22; Welcome through 1-year Norwegian keytags:
18 month keytags in French, Hebrew, Norwegian, Portuguese, Spanish, and
Swedish; multiple-years keytags in French, Hebrew, Norwegian, Portuguese,
Spanish and Swedish; Weicome through multiple-years keytags in Finnish,
italian, and Nederlands, sel of six posters in Brazilian and Swedish; Serenity
Prayer poster in Nam?hn: Erazilian and Swedish group reading cards;
Portuguese In Times of lliness, NA: A Resource in Your Community, and
Brazillan IP #14 (53).

® 8 B B BB F B
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As demonstrated by this list, the Produttion Department was kept busy with the
production of new items, which includes typesetting, proofreading, and printing
from ordering through delivery; reprints of all printed material; the copy editing,
proofreading, typesetting, printing, bindery, and mailing of ten periodicals;
ordering of all inventory items, including keytags, medallions, and tapes;
translations of reports and some WCC materials; WCC's flyers, programes,
artwark, and banners; creating a production process; research for new vendors,
equipment and items, ordering supplies; and all mail processing (53-54).

Another exciting development in services provided by the WSO reported in the
1895 Annual Reporf) was that, in January 15956, ﬂmﬁhrldﬁewhuﬂﬂinaiﬁgg&d
onto the Intemet's World Wide Web with our own “home page” or “website

which seems to have been of interest to folks around the globe il'ﬂ:mdmtely

upon s creation:

In its first sixty days the WSO website was accessed people
from 2937 different intemet addresses, an average of forly-nine
new such addresses a day.

Of those accessing the list of phoneline numbers, more than a third
sought information for NA communities outside North America.

mﬂbﬂnmdﬁmﬁdpﬁmrﬂymﬁhmwwﬁ
NA members in mind. That's why it came as something of
qurpﬂnathntmﬂuﬁmtﬂmtydmufmuhumupquam
fully a quarler of the documents 'hit’ or accessed were those
posted specifically for addiction professionals,

Of the seven arficles excerptad from NA Update, our newsletter for
professionals, users hit the article on how to start an NA meeting
threa times as frequently as the others, and 'downloaded' or
reprinted the arlicie from their home computers even more
frequently than they hit it visually.

?nmmhfmﬂﬁﬁTMMdm
&m ninety-one percent o average for everything on
the website was forty-four percent). (48)

In addition to these sarvices provided by the WSO, the watchwords for this
conference year continued to include training and self-assessment. - Perhaps
due to the continuing world service focus upon inventorying world service
operations, the WSO continued to train staff and volunteers in Phase Two of the
Foundation Development Plan, according fo the Annual Report:

The second phase of the Foundation Dewvelopment Plan was
implemented at the start of the year. We began fo examine in
some detail the various processes and procedures at the office,
knowing that a considerable number of them would have to be
revised ickly as we adjusted to a diffarent work anvirorment,
upgmea our computer network, and integrated our voicemail



system into our workday. We had previously identified areas of
training for individual staff members and made plans to camy out
Hmttnhngmrnughmtﬂmyw. Management continued o be
trained in various nspe-:rs quality assurance, becoming aware

that while training is a good beginning, a program which ensures
ﬂ:atnmls.ulﬂmﬂﬂn nruurm would take some time to fully
implement. (17)

In keeping with this spirt of inventory and self-assessment, the WSO and the
Board of Directors continued o focus upon ways in which the WSO, and world
sefvices more generally, could insure their survival and growth into the next
century. It was also a time for assessing the progress Narcotics Anonymous has
made over the past twelve years, while continuing fo seek areas needing
improvemeant

We have operated under essentially the same sales policy since
the mid-eighties. Back then, our fellowship looked very different
from how it does today. . . . Some of the issues we face today as a
fellowship in terms of development and growth were nothing but a
dream back then. We may have hoped to have NA terature in
more than ten languages within a decade, but we certainly never
dreamed that we'd be in a position of having lterature in fourteen
languages and having members from another twenty-plus
rangunga groups anxiously awaiting transiations of just one piece
of feflowship-approved literature for use in their meetings. (0)

Accordingly, the Board of Directors once again examined tha pricing policy for
literature, and discovered that the Basic Text remains our single largest source
of income which supports the WSO in its efforis 10 provide services:

The World Service Office still has only one major product: the book
Narcotics Anonymous, cur Basic Text. Many of us expacted that
with the creation and approval of two addifional book-length pieces,
Just for Today and it Works: How and Why, our rekance on the
Basic Text would be reduced. In 1992, the Basic Text represented
88.2% of all book sales at the WSO, [n 1985, the Basic Texi's
percentage of book sales had been reduced to 72.3%.

Thus, while the raw percentage of income which the Basic Text sales represents
has indeed declined, it still represents, nevertheless, the lion's share of the
office's revenues. Given this reality, the Board of Directors, in its April 12-13,
1996 meeting, came to some rather stark conclusions in examining the pricing
palicy of our lteratune:

The ever increasing fellowship requests for services was
discussed with an acknowledgment that literature sales alone
will never be able to pay for the demand. A furthar discussion of
:mMmmﬂhmmmmmmemﬁmsphn
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The key issues that were identified were a need to retain a
higher percentage of income, a desire for incremental change,
an ever increasing service demand, a need to take action and
get results, a responsibility to the fellowship and a need to
address them directly, a desire to improve customer seéfvice
and to grow and diversify sales. Other issues that were
identified were that the Basic Text is still the lions share [sic] of
sales, an expectation of diminishing sales, a need to obey the law,
that RSO's are one of ocur main distribution systems, a need to
identify what funds from additional revenues would be spent on, a
need to decrease our dependence on literature revenue, our long
term vision and the fact that further focus on past mistakes is not

helpful. (emphasis added 2)

While these conclusions may seem somewhat stark, they nonetheless are bome
out in this examination of our pricing policy since 1983.

Conclusions

In & Newsline article from the July, 1990 issue (volume 6, Issue 7) titled
“Farewell, My Friends,” Bob Stone gave the felowship his parting words as he
exited the World Service Office after eight years of dedicated service. In that
article, he wrote:

The admnistrative office for a worldwide organizalion, one (hat
daesires to fulfil its purpose, is an office that does more than open
the doors and ship literature. If indeed a purpose is to help camy
the message of N.A. recovery to addicts around the world who still
suffer (and it should be), then the WSO is more than simply
shipping literature.

Although there are no studies to back up this assertion, | would
venture to guess that fewer than one percent of the addicts in the
world attend N.A. meetings. Even if the number were as large as
ten percent, it would mean that millions of addicts suffer all around
us.

In the United States there are probably about 22,000 meetings in a
population of over 250,000,000 people. That is one meeting for
every 11,363 people. In most counties the ratio of meetings to
population is appalling. In France, for example, there are about 25
meetings in a population of over 68,000,000. That is one meeting
for every 2,720,000 people. In Mexico there are 45 meetings in a
population of over 65,000,000. This represents one meeting for
every 1,444 000 people. How is it possible for the addicts in such
places ever to find N.A.?

It is easy for the American fellowship to argue amongst themselves
over the lterature process. or smoking maatings, or who workes at
the W50. But we must consider the addict in less affluent



countries who struggles fo avoid starvation, or labors under
repressive systems that imprison addicts, who lives in societies that
consider drug users simply morally weak.

it has been my belief that the obligation of the office was to
comprehend the full worldwide scope of our purpose to camy the
message, and help set the course to give every addict the choice
that only N.A. freely gives. [...] | trust that the WSO will continue
to be guided by that broad understanding of its role. (10-11)

This was pretty strong stuff, but then again, it was being writien by an Executive
Director who knew he was leaving for good, and felt a strong sense of
responsibility toward the overall well-being of the fellowship, and particularty, of
the World Service Office. And, because his concemn seems to have transcended
his personal feelings about not having had his contract renewed, we might pay
special heed to his parting words, particularly when he wriles that

There is a crisis facing the office that only the fellowship at large

of addicts around the world dooms tham to an early death. M.A. ie
the only antidote, and only you the member have the key to its use.

(11)

Whatever we might say about the former Executive Director, his foresight some

six yesars ago was keen indeed. For the conclusions which this examination

Enhu significantly resemble the solutions which Mr. Stone saw upon his
parture.

In essence, the conclusions which we may draw are three, and they are clear.
To reiterate them from the beginning of this report;

First, the pricing policy, which consists of inflating the price of our
literature in order to defray the expenses associated with providing
services to the fellowship and to the conference has worked. NA has grown
from an essentially localized phenomenon in Southem California to a global
fellowship with Iiterature either developed or being developed in thirty-eight
languages. Much of this growth is directly attributabie to the services made
possible by the pricing policy of our iterature.

Sacond, the WSO's practice of relying solely upon Iterature profits to fuel
the growth of MA waorldwide and to buoy the WSO's financial solvency has
been an unreifiable and insufficient practice nearly since the beginnings of
the WSO as we know it today. Even though we have experienced tremendous
growth, NA world services' finances, including those of the WSO, have almaost
always been precanously perched upon the brink of disaster — a fact bome out
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quite clearly in the early nineties, when Basic Text sales dedined and the WSO
was nearly rendered insclvent by the loss in sales,

Finally, a sound and reliable business plan geared toward the future
success of Narcotics Anonymous world services must rely much less
exclusively on profits from the sale of our literature than it currently does,
and much more upon altermnative sources of income such as direct
donations which directly support our fellowship’s interational service

efforts.



lil. History of the WSO’s Literature Sales Policy and Licensing Agreements

The Sales Policy and Licensing Agreements pertaining to our literature have
been a source of some success, but also of major frustrations and anxieties,
over the years. As this history demonstrates, the WSO and its Board of
Directors has recognized for quite some fime that these policies need serious re-
thinking and revision.

In order to understand where we need to go with regard to our the sale of our
literature, however, it is helpful to understand where we have been. The
following history of the Sales Policy and Licensing Agreements hopes to llustrate
the development of these policies to help us all better understand the beginnings
of our current situation.

The history of the development of the WS0's Literature Sales Policy and
Licensing Agreements must examine three distinct areas of information:

1) The Licensing Agreements which had been made and maintained between

the W30 and four national fellowships — Ireland (no longer a participant in the
Agreements), the United Kingdom, Australia and Germany,

2} The Credit Policy allowing litarature purchasers to maintain a line of credit with
the WS0; and

3) The Discount Policy, which allows both fellowship and non-fellowship
purchasers to buy our literature in large quantibes at a significantly reduced rate.

The history and development of each of these three areas is, for the most part,
clearly traceable through archival material such as BOD minutes,
comespondence between the WSO and members as well as areas and regions,
the Newsline, and so forth.

Just as with the Pricing Policy examined earlier, a few cbservations can be made
with regard to the Credit Policy, Licensing Agreements, and the Discount Policy.
in essence, all three of these efforts were formulated according to two simple
directives:

First, the primary directive of the WSO was then, and remains, te help
facilitate the delivery of our message to addicts throughout the world in as
efficient and “member-friendly” way as possible, while maintaining its
ability to provide additional services through literature proceeds.

Seccond, this primary directive has always rested heavily upon the idea
that, as the central point of literature distribution, information, and
guidance to the rapidly expanding global fellowship, one of the WSO's
primary duties has been to strive to unify the young and growing local NA
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communities, wherever they may exist, with older more experienced
communities across our geographically-dispersed fellowship.

In fact, this primary directive, to assist in the delivery of our message to addicls,
as well as s accompanying efforis toward the unification of our worldwide
fellowship, ultimately rest, as indeed they should, upon our Twelve Traditions.
The Mission of the WSO has, even from the earliest days, been founded
upon the primary directive of our Traditions — we, all of us, exist to camy
our message: that is, and should always be, our primary concem in all our
service efforts.

Given these two guiding directives of the WSO in formulating its sales Policy and
Licensing Agreements in the early eighties, three motivating principles stood,
therafore, as the foundation of the WSO literature sales philosophy. Those three

principles were:

1) To help carry the message to addicts who still suffer in the form of our
Iiterature;

2) To grow and support a literature distribution network, and

3) To strengthen local services both financially and in terms of local
service delivery.

An examination of the Licensing Agreemants, and the Sales Molicy, reveals
these three principles to be the foundation of literature sales and distribution
philosophy of the WSO since 1983.

A. Licensing Agreemants

Anaarlymurtﬁn{umm1 issue 6) makes one of the first available
“official” references to the beginnings of what would eventually be known as
Licensing Agreements for our literature with NA communities outside the United
Stntﬂs That article stated the reasons as to why it was acceptable for such
communities outside the U.S. to print and distribute Ifterature, but not OK for
members here to do the same:;

The printing of kterature in such far away places [as Australia], as a
practical matter is imperative. This should not be confused with the
point raised in the last Newsling, about the unauthorized printing of
Iterature in this country. It s practical to produce approved
Iterature in this country from a single publishing source (the WS0)
and have it distrbuted within this country and Canada at a
reasonable cost. There is therefore no reasonable excuse for the
unauthorized printing of terature in this country. (2)

i‘'s clear from this article that the WSO at that time allowed the Australian
fellowship, for whom it was impractical for the WSO 1o provide literature at
reazonable owypense. to print their aen lerature, Unfortunatoly, theoo aarly
printing effc.ts were marred by local addicts deciding to subsidize the printing of



NA literature by selling advertisements to be printed within the fterature itself
{some of which even included pharmacautical advertising).

Difficulties such as these with early literature production efforts outside the
United States led the WSO Beoard of Directors to consider drafiing Licensing
Agreements which would provide developing NA communities outside the U.S.
with ways to produce and distribute literature. They were also written so as to
allow the WSO some ability to protect our fellowship's message's conceptual
fidelity, mﬂasmmmh%ﬂnmmnmhmm
sales and production to these developing communities.

Consequently, the Board of Directors passed a motion during their May 4, 1986
mmmmmsmmmnnmmmﬁgm
with England, Australia, nndGmrmy, mmmwmm
negotiations appeared in the April 27, 1987 Felfowship Report:

From the last three years of experience we have evolved an
assumption that the U.S. and Canadian membership will find it
necassary to camy the financial burden for operating both the World
Service Conferance and the World Service Office. . ..

. . . The bottom line therefore is that a great number of years will
pmbﬂmﬂmwru.s.wﬂmﬂﬂummhedﬂah
contribute substantial amounts of money to the support of the
Conference or the WSO0. .. .

Ifhmmnﬂnhmmﬂm that facilitate
growth of the Fellowship in other places can be done at H’H
economic level reasonable to the members in that urltq.r Itis
with this assumption in mind mntmaagmnh rmtiluh
other countries have proceeded. The key elements in the
agreements pertain to a royalty payment to be made to the WSO
for every item they produce and sell and an interim agreement
provision that permits WSO to sell literature to these other offices
at the approximate same cost as they will experience when the
literature is produced by them. (33-34)

HusmmmmHMaﬁmmmmumwwmm
which would be consistently sancioned by subsequent Word Service

* The passing of this BOD mation is related to the following 1986 WSC action: “It was M/S Jamie
5-H (London)John F. (WSB), ‘Be it resohvwed: that the WSC STRONGLY URGES thal the WSO
enter into a censing agreement with the Feliowships charitable trest in Great Britain, for the
printing and distribution of all N_A_ approved iiterature’ Referred to the Intermational Committes
Tor a report an Friday.”
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Conferences, to subsidize the growth and development of developing NA
communities around the world through literature proceeds from the U.S. and
Canada. The “royalty payment” referred to here (which would never materialize
in any significant way from the communities themselves) was simply in keeping
with the WS0's continuing concem with amploying literature income as a means
by which the fellowship could continue to grow and support its services:

The royally payment is essentially to be used to help defray the
cost of helping the growth of the Fellowship everywhere else in the
world. Unforiunately the expenses involved with gefting these
agreements in place uses more money than will be generated by
the royalty payments for several years, Additionally, the size of
these younger N_A. communities means that it will be a fair number
of years before the royalties amount to any large sum of maoney.

The small royaity to be paid 1o world services means that more
mnmrgmmtudmmnhuumﬁymnb:maddlreﬂﬂ?tnhﬂpmmr
the message better in their own country. This, in the long run, will
increase the literafure sales level and eventually promote & rise in
the total royalty sent to world Services.

Even though agreements have not been completed we have
continued to operate on the basis that agreement will eventually be
complsted. With this in mind we have further created a method by
which thees officoc can obtain litcrature from WSO at a minimum
rate, close to what they will experence when they produce it
themselves. The mechanism is provided for in an Inferim
Agreement which is an addendum to the draft agreement. In this
manner the cost adjusted sales of lierature is being provided to
N.A. communities in the United Kiwdmn Australia, and recently to
Germany and soon to Ireland. (34)

Thus, the foundation for the lterature Licensing Agreements had been laid,
though their lack of success (in various ways) would become a source of
perpetual frustration for the WSO and the Board of Directors.

One of the reasons for this lack of success was the complicated nature of the
Agreements themselves. An examination of eary Agreement drafts reveals
them to be very legalistic (as would be expectad in legal documents of this
nature), as well as extremely detailed and directive with regard to the duties and

* This action is reflected in the BOD's minutes March 7, 1987

“Stone reported on how recent visit to German [sic], United Kingdom and retand. He reported
finalization of the U.K. Agreement, except for flems o be discussed today. He reported giving
copies of the agresmant o the Fellowships in Gammany and retand,

It was MISIC to set the royalty payment at & percent of net sales. Following additional discussion
[séc] It was M/SIC to reconsider the vote and 2 new mation was made. WS/C ta change to 8
percent.



58

requirements which the local communities themselves were bound to fulfill in
camying out the directives of the agreement.

While most of these duties and requirements are, in retrospect, quite reasonable
and understandable, the fact remains that it took the local communities a very
long time to read through them, discuss them, and determine whather or not they

felt themselves able to comply with the Licensing Agreement as written.

In the meantime, the WSO was quite aware of the growing need of these
developing communities for NA literature, and so the four communities, Ireland,
the UK, Australia and Germany, were essentially permitted to move forward with
their individual lterature operations, even though most or none of the
agreements had actually be signed by both parties.

The April 25, 1988 Feliowship Report makes both the WSO's dissatisfaction with
these communities’ compliance to the Agreaments, as well as its commitment to
allow them to continue nonetheless with their efforts, quite clear. That Report
indicates that litthe progress had been made on printing agreements outside the
U.S. (28). In addition, the communities themselves were not honoring all of the
Agreements’ directives:

One of the elements of the agreements was that each N.A.

mmmummmlmmdmmwmm
developing communities was fulfiling its primary purpose:

As long as the WSO is unable to adequately or quickly responde
[sic] to [the dire needs of these local members], deviating from the
agreements saems prudent. However, the siluation needs to be
comected. (28)

Board of Director minutes from February 25, 1989 again demonstrate continuing
concem for the status of the Licensing Agreements, and particularly of the UK
sefvice office’s inability to honor certain portions of the agreement, as well as the
Executive Director's growing disillusionment with the Licensing arrangements:

Discussion ensued conceming the status of License Agreements
and the amount owed to the WSO, particularty from the UK service
office. The Executive Director informed the Board that the UK
Service Office Manager had indicated the UKSO was unprepared
to make complete payment of the order for 1989 as they felt that it
would exhaust all of the funds available for reserve and that a
reserve should ba maintained. The Exacutive Directar indicated
that ha consented to this arangement. However, it is the opinion
of the Executive Director that serious consideration should be given



to these License Agreements, particularly the UKSO Agreement
andthatwhunhahmmmaﬂnr&nwmaagreamabmamm
should seriously consider not renewing the agreeme

The 1990 Felflowship Report summarizes the various successes and failures of
the Licensing Agreemants up fo that point, while reaching the tentative
conclusion that, in the long run, the agreements would need to be changed, or
not renewed:

The board has discussed the status and effectivenass of license
agreements at practically every meeting over the past four years.
This expermental program, intiated in 1986, was intended to
investigate licensing as an altemnative way to supply literature to
some portions of the fellowship. The idea arose because of the
difficulties, at that time, with poor communications, cumency
transaction problems, pricing differences, excessive shipping costs,
constant shipping delays and lost shipments, and customs
charges. In some ways the experiment has proven to be
successful. However, in other ways, the experiment has not
worked wedl at all.

The successful side is that the small pamphlets—and in a few
cases the White Booklet—were more easily available to the
fellowship in the countries where the license agreements were in
effect. Since the four national fellowship communitics began
printing their own supplies of pamphlets, there has been no delay
in getting the literature, nor has the local community incurred any
extra cost for shipping or customs.

On the unsuccessful side, the agreements were so long and
complex that license negotiations were never completed and the
agreements were never signed. The provisions of the

required things of the local fellowship commumity that they were
unable to comply with. The financial obligations were seldom met.
There were royalty payments to be made on each item printed. For
those things purchased from WSO at a reduced price—texts,
keytags, medallions, elc.—there was a defemed payment
schedule. Unfortunately, the royalty payment provision and the
deferred payment schedule both proved unworkable.

Meetings were haid with tha local communities involved in three of
the four countries where the unsigned agreements were in effect.

* Bob Stone's recommendation to not renew the UKSO's Licensing Agresment is reiteraled in the
BOD minutes from August, 1589: “This discussion led directly 1o the matter of the United Kingdom
Service Office and the license agreament. Stone recormmended that daspite the letter in the
agenda from the United Kingdom Board of Directors, with suggestions from the UKSO about the
license agreement, that the Bocense agreement not be renewed, He recommended instead that a
purchase agreement be developed.”




There was general acknowledgment that the agreements had not
been fuffilled on either side and that some modified form of
agreement was desirable.

The W30 has proposed aliminating the license agreements and
initating a direct sales agreement similar to the policies that are
already in effect for North America. It may be desirable to have
these national communities continue to print some items, but under
different conditions. This matter requires additional work, and we
are unable to inform you of clear or pracise policies that can be
immediately applied. As new. amangements are developed, that
mfunmhnnmuhepmvﬂudmﬂ'mﬂamﬂmwﬁﬂmmhipﬁm

ﬁwEwupmSemeﬂmmup&md in part, to provide direct
access o lterature for the growing Eurcpean national fellowship
communities. The ESO is neanng the tme when it can fully
perform that duty. When it does, the N.A. communities that
develop in European countries not already covered by a licensing
or direct sales agreement will purchase their literature from the
ESD. At this time, the board does not beliave that new i
arrangements are likely to be made in the future. (15)

The "Sales Agreements” referred to in this document would eventually be
adopted for Germany, the UK, and Australia. A note in the 1991 Fellowship
Report makes referance to this fact

In December 1988, all four publication license agreements expired.
At that fima, the WSO board instructed staff to discuss some
alternatives to the license agreements with the service office
boards in those countries. After several visits and some difficult
negotiations, the WSO Beard of Directors agreed to initiate sales
agreements with the Irish, Australian, and British N.A. communities,
rather than oufright publication license agreements. The license
agreement with the Germmanspeaking Region was continued,
pending publication of the Geman-language Basic Text
Additionally, the board decided to write the debt that had
accrued during the life of the UK. license agreement. (34)

The distinction made here between the Licensing Agreements, per se, and the
"Sales Agreements” is problematic, however. In truth, there was very little
difference between the general operations descibed in the Licensing
Agreements and the newer Sales Agreements beyond the fact that the WSO
wished, at that tme, o move away from the restrictiveness of exclusive
Licensing Agreements which could have been interpreted so as to prohibit the
office from selling or distributing Iterature within the local communities covered
under the auspices of the Licensing Agreements themselves.

In reality, the newer “Sales Agreements® still allowed these local fellowships to
print and distribute the same kinds of materdals which the “Licensing
Agreaments” allowed for, and, while the newer Sales Agreements also had made
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provisions for royalties to be paid for the terature printed outside the U.5. to the
WSO, there has been litle or no attempt on the WSO's part o enforce the
collection of those royalties.

Very little, in fact, has changed regarding the specifics of these Sales
Agreements from 1990 to the present. The WSO and the Board of Directors are
continuing to evaluate the benefits and liabilities of these practices, but feel that,
until such time as the office is able to offer viable alternatives to the current
sotup, it i most prudent to allow the general operatons allowed by thesa
agreemenis to continue so that addicts may obtain literature as easily and as
cost-effectively as possible.

The basic philosophy which contributed to the development of the Licensing
Agreements was formulated according to the WS0O's belief in its responsibility to
nurture developing NA communities arcund the world, a belief which is well
described within the 1981 Fellowship Report.

From its inception, one of the primary responsibiiiies of the World
Service Office has been to provide assistance to developing N.A.
communities. Since the early days of our fellowship's evolution,
when we assisted N_A. communities in the United States, the office
has been at the forefront of development activities. Ten to fifleen
yaars ago, it was standard WSO policy o disbibute several
thousand U.S. dollars worth of literatire to developing American
communities on a free or pay-as-you-can basis. Long telephone
calls and extended visits by members of the world service
sommunity to developing regions also supported those regions in
their development process. By cument standards, there may seem
‘o have been relatively little development activity conducted in
those early days, but the types of activiies conducted then are
fundamentally the same as today's. The underlying issues related
o development work also remain the same, and continue to call for
sefious consideration on the part of the fellowship.

Until this year, the World Service Office has not only been at the
forefront of intemational development activities, it has had to bear
virtually sole responsibility for administering those activities. The
office has been the point where almost all decisions have been
broug.t regarding N.A. literature transiations, development-related
travel, N.A's primary international development budget, and
international literature ::hstrl:luhun — in other words, all of ow
primary development activities. {EII}

* To this end, the WSO had even written of significant debt owed o WSO by a number of
garvices nffices. in order bo halp kosp thasn aperations afloat.



As that Feffowship Report made clear, the WS0's priorities in the development of
License Agreements was in keeping with the office’s view of its role as a unifying
force in Narcotica Anonymous’ worldwide development:

There is something we all need to understand. This weelk, MN.A.
groups will hold meetings in more than fifty-three countries around
the globe. However, there are no national N.A. communities apart
from the U.S. and Canada with more than 250 meetings a week;
most have less than fifty per week. Only a few have functioning
nafional service structures; in most cases, they do not have even
the most rudimentary or group representation structures in place.
How can these developing communities best be assisted in
becoming equal, full-fledged parners in our world fellowship?
Conference participation would sesm to be at the boltom of our list
of priorities; translated literature, subsidized literature, and regular
visits would seem to be at the top. (10)

The brunt of the financlal responsibility for NA world senvices’ continuing effort to
subsidize the sale and distribution of literature outside of the United States and
Canada is stil carmed by those two NA communities. Sales and cosi projeclions
ufﬂwdmbggmLaahmddhhihuﬁmnfathMmmumehha
demonstrate that this will probably not change for a very long time.

The philosophy which helped formulate the development of both Licensing
Agreements and Sales Agreoements was cerfainly giounded upon the
understanding that the W50's responsibility was to get terature to addicts. To
that end, the WSO has confinued to subsidize literature sales in other languages
and to other countries, subsidize Iterature translation efforts, provide free
literature o developing communities in need, and pay regular visits to those
communities to work out literature distnbution proceduras which can provide the
most amount of benefit to the community while still remaining true to the £-nciple
of self-support.

Eventually, the current Sales Agreements’ uaﬁdrlymduﬁﬂrwithnmmhutud
Cartainly, within the WSO0's efforts to develop party between iterature
distribution efforts and sales policies across the board, these agreements
represent a significant anomaly. In the meantime, until the office is prepared to
present viable altematives to the communities which now receive the benefit of
Sales Agreements, those agreements will continue.

B. Credit Policy

It is apparent from Bob Stone's earliest communications to the fellowship in 1883
that, when the office was being run by Jimmy K., lterature had been made
available on credit to members throughout the fellowship. This is true 1o such an
extent that, when Mr. Stone assumed the helm, he found neary $38,000.00
owing to the WSO for literature which had baen shipped but never paid for, or, in
some cases, paid for only in part up to that point.
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The office did maintain a modest credit policy in the beginning of Mr. Stone's
dimﬂﬁmhp. but it was with significant reluctance that the office viewed the
practice of “fronting” literature to members, groups, regions, and even WSC
subcommittees. This hesitancy makes one of ils first appearances in the office’s
official archives within tha Board of Directors’ August 13-14, 1983 minutes:

[tem] F. Requesis for Credit Stone presented requests from
specific area committees that had asked for axtension of credit
above the amount approved by the Board at the last meeting.
They were: Distict of Columbia Committee, Chicago Area
Committee, the New York Convention Committee and the WSC
H&! Sub-Committes.

There was discussion on the status of each of the accounts of the
requesting Commiftees. No action was taken to approve a higher
limit. There followed a motion about the H& request, M/S/C to sell
the H&I Handbook for 50c each instead of the cument listed price.
Yes: Unanimous.

Similarty, BOD minutes from September £, 1983 read: "Requests for credit to be
extended in the purchase of iterature for conventions to be hald in Texas and
Washington State were discussed. The matier of consistency in the non-credit
policy was evaluated and its impact on those previously denied credit. There
was no action to authorize credit for these requests.”

Minutes from the October 8, 1983 Board of Director minutes demonstrate a
breakthrough in the Board's thinking about the Credit Policy, however, which
would lay the eary foundation for the WS0's cument Credit Policy:

There was discussion on the credit policy which led to this motion.
M/SIC “To direct that credit may now only be given to agendces,
insfitutions, regional and area committees, special committees such
as H&l but no longer shall credit be given to individuals acting as
individuals.” Vote: Yes - Unanimous.

By the time of the April 7, 1884 meeting of the Board of Directors, significant
progress had besn made with regard to the WS0's practice of allowing literature
orders to be purchased on credit

Discussion began on the proposed credit policy. Following some
discussion, it was M/S/C “to adopt and approved [sic] the use of
the proposed Credit Policy as policy of the Comporation ™
Discussion continued on the application of the credit policy as it
related to specific requests. It was consensus of the Board that the
Executive Director would be authorized to exercise discretion in this
area but be guided by a requirement to have not less that 1/3
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senvice commitiees.

The 1985 Credit Policy remained the same for area and regional literature
committees or offices, providing the order was more than $1.000.00. It stil
required 1/3 down on the credited order, with the remaining 2/3 due within 90
days of the receipt of the order at its destination. The office did &t this tme also
sell to governmental agencies and large companies on the basis of purchase
orders, whose full payment was due from such non-fellowship purchasers within
30 days of receiving their order. *®

The WSO Sales Policy did go through some revision between 1985 and 1990,
but the January, 1990 Sales Policy demonstrated a significant change in the way
purchases could be made on cradit, much more similar to the WSO's current
credit practices. This new policy made it possible for areas, regions, non-U.S.,
as well as hospitals, insfitutions and cother organizations to purchase Eterature
with no money down, but did impose credit mits for initial, second, third and
subsequent orders, based upon the type of purchaser (fellowship or non-
fellowship), and that purchaser's previous credit “rating” with the WS0.

7 |\em number 2 of this credit policy from 19584 included the following language: “For recognized
regicnal offices of the Felliowship a 90 day credit and discount policy shall be aveilabie upon
request and compietion of a standard agreement. This 90 day credit and discount policy shall
provide that the region make a one third (1/3) aovance payment of the total amount. If the order is
ever £1,000.00 a discount of tan (10%) parcent may be appbed,”

* The policy for outside the United States and Canada in 1985 read g5 follows:
Sales to Non-U.S. Fellowship: Tha World Service Office has inifiated & program to sell Berature
1o the Fellowship in non-U.3. countries according to the folowing.

A, It will be the overall practice of this policy 10 sefl literature to non-U, 5. Fellowship
purchases &f a price consistent with the standard of living and cumancy value as though the Workd
Service Office existed only in the country purchasing the Berature. .

B. To effectuate this policy, the following shall be accompiished: A computation will be
shown on future order forms which will effeciively adjust the price paid by members in Non-U.5.
couninies o the comparable doflar amount pald for the dame Hisrature in the United States. The
effact of this policy will be to reduce the actual cost of litlerature by delsting the requirement to pay
more because of the curency exchange rate. These computations wil be based on an
established cumency exchange rate, and will be updated on a quarterly basis.

C. For exampie, in Germany: The price policy for iterature sold by the German Area
Service Commities shall be that Orange Books will be soid for one Mark. Pamphiets will be sold
for twenty-five plannig. These prices will remain constant for at least & s month period, and o
be agusted during Movember 1885, Az of May 1, 1985, one dollar equals three marks, 14
pfenning. There are one-hundred pfennig in each mark.

* Those limits were as follows:

INITIAL ORDER  2NDORDER 3RDORDER SUBSEQUENT ORDER PURCHASER

LISAIT LIMITE LIAITS LIMITS CLASSIFICATION

$350.00 $500 00 $750.00 $2 500,00 Arsas/Regions
and non-LLS,

$500.00 £1000.00 $1.500.00 £4 £00.00 Houpitals,

Institutions,



Additionally, as of January 13, 1890, the W50 began accepiing credit card
orders over the telephone, although such credit card purchases wera not
permitted for area committees, regional committees, fellowship offices or
commercial customers. Credit card customers were also subject to a senes of
limitations regarding their credit limits with the WSO based on their credit rating
with the office.

The U.S. and Canada Sales Policy of 1983 is similar with regard to Credit
purchase limitations to the 1990 policy, but the 1883 policy is stated in U.S.
dollars, a significant change from eariier policies. Additionally, the 1983 Policy
levied a one and one-half parcant (1 1/2%) interest fee on unpaid credit balances
which was compounded monthly. Also, the European Sales Policy for 1993
matches the Noith American Policy of that year, except that, where the U.S. and
Canada had 30 days to pay off their credited account, the European Policy
allowed for 45 days. The current (1996) Credit Policy (taken from the “World
Service Office Sales Policy: United States and Canada” and available from
WS0), has remained unchanged since the credit Policy of 1993 as well.

Credit Policy Basic Philosopt

The intent of the Credit Policy philosophy, to support and strengthen
communities, is demonstrated in a decision which the Board of Di
made al their June 9, 1984 maeating:

The manager then presented a report conceming his visit
Ohio Regional Convention and the meetings conducted there with
a membar of the Fellowship from London, England. The report
centered on an agreement to provide {o the Fellowship in London
materials on credit. The money genarated from the sales of these
materials in England would be held in reserve by the Fellowship in
London and eventually [be] used for the prodution [sic] of materials
locally in London. Foliowing discussion it was M/S/C "to establish
and authorize the formaliration of this policy and a report 1o be
prepared conceming expenditures to this policy will be prepared
and delivered to the Board of Directors each meeting.”

As we shall see, the philosophy which helped formulate the early development of
the Credit Policy is similar in many ways to the underying philosophy which
accompanied the development of the Discount Policies goveming the sale of
bulk literature orders. In essence, the guiding principle of both the early policies
was 1o grow and support a literature distribution network, as well as to support
and strengthen local fellowship and their service efiorts. A letier from Bob Stone
to the WSO Board of Directors, not dated but taken from the 1984 files,

descaribes this early philosophy clearly:
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This policy is not intended or geared fo retum us to the unlimited
credit policy of the past. It is directed at developing a relationship
between WSO and regional committees. This policy will permit
regions to become stronger in the eyes of their respective
fellowship, develop a better administrafive and financial basa.

. . . | believe the gamble, allowing each region the option to
pariicipate in the policy and expecting a few to fail, but expecting
the others to succeed, is worth the prica.

Similarly, both the 1984 and 1985 Proposed Credit Policy themselves state the
philosophy behind these early policies explicitly:

Thmpulcympmpmedaﬁumemnfuﬂmmnﬁlhwshpwm
the distribution of literature through regional service committees.
The goals of this policy are to strengthen the regional service
committess administratively, financially and functionally. Additional
goals are to make it easier to obtain literature through the regional
service committee and assist the regional service committees in
developing a more stable prudent reserve.

Thus, it is clear that the foundation for the practice of allowing Ferature to be
obtained on credit was built upon the WSO's belief in its mission — to help camy
the message to addicts who still suffer — as well as to grow and support a
Irerature distribution network and swrengthen local serviceas, As we shall see,
this same philosophy influenced the development of the discount pricing
structure as well

C. Discounts

The history and development of the discount pricing structure can be divided into
two general areas: discounts to fellowship purchasers, and discounts to non-
fellowship purchasers. The development of each of these polices affected the
development of the other in the early years, but litthe has changed since the 1993
revision of the discount prcing structure.

Fellowehip Discounts

It can certainly be argued that the WSO had a discount policy of sorts as early as
1983. The Narcotics Anonymous Literature Price List & Order Form, effective
April, 1983 (All Orders Paid in Advance), allowed the following discounts to all
fellowship purchasers:

N.A. White Book 1-89 @ .50c ea /100 or more @ 40c ea.
Service Structure 1-9 @ 52.50 ea./ 10 ormore @ § 2.00 ea.
Information Pamphilets - Any Combination of Titles

1-89 @ .16¢c ea./ 100 or more @ 13c or $13.00 per hundred

However, early BOD minutes suggest that ne price breaks were being given to
fellowship buyers at that time (nor were any given to non-fellowship buyers).



Minutes dated April 27, 1983, for example, read: “3. Lierature Prices. The
Board received a letter from Dave T., Baton Rouge, regarding a price break for
:_Euntl.nm:'fur HE&I. MOTION: No literature price reduction given; Seconded’

Similarly, June 11, 1883 minutes include the following Agenda ilems to be
discussed::

1. The Public Information Committee from Ohio would ke a price
break on lterature for the State Fair in Chio.

2. Review the need for a discount to the World H&! Committee.

It is evident from this that the board was considering the issue of fellowship
discounts for literature sales, and minutes of the October 8, 1983 meeting of the
Board of Directors indicate that their intention was to consider allowing those
discounts afier they had more opportunity to think the ssue through:

Chuck [G] reported that he had received a request from the New
York Convention Committee for a discount from WSO when they
purchase a large amount of books in the order of a $3,000.00
purchase. The board discussed this request for a discount and
previous requests. [t was tha consensus of the Board that at some
time in the future a discount system might be developed (after a
report on this has been prepared by thc Manager) and that
sufficient time had elapsed in order to have reasonable financial
data upon which to make a prudent decision. No action was taken
io approve a discount for tha New York Commitiee purchase.

.lun'gfE ing forward a year and a half, we see that board minutes from their March
5 meeting indicate that

The first tem discussed concemed whether discounts were being
allowed to Regions. The discount system was explained, which
permits a 10% discount for purchases of over a thousand dollars.
Following discussion it was M/S/C "o offer a discount and allow
purchases to be made on invoice ghipments to Regional Offices
when they buy amounts of Literature in excess of $1,000.00 and for
ﬁﬁ-ﬂﬁﬂﬂmitm when they buy $500.00 or more.” The vote: Yes
- Unanimous®

The “discount system” referred to here had actually been adopted at the
September 15, 1984 Board of Directors’ Meeting as a result of conference action
at WSC ‘B4, That “1984 Price Policy Statement” read as follows:

The price policy enumerated in this statement is based on actions
taken by the World Service Conference meeting in Santa Monica in
April 1984 and economic impact data provided to the WSO Board
of Directors for the April 27. and Juna of 1084 maatinge. In



accordance with thase meeting decisions the following price policy
is adopted:

1. A discount from the list price may be offered to elements of the
Fellowship retroactive to May 1, 1884. A discount from the list
price may be offered to commercial and non-Fellowship purchasers
on or after July 31, 1984, This price discount shail apply to
computations hased on aggregate amounts and reflect fotals upon
-which computations of California sales tax shall be made if
applicable. Discounts shall be available until this policy is changed
and 30 day notice provided to all purchasers who have avaied

themselves of this policy.

2. For recognized regional offices of the Fellowship a 50 day credit
and discount policy shall be available upon request and completion
of a standard agreement. This 90 day credit and discount policy
shall provide that the region make a one third (1/3) advance
payment of the total amount. If the order is over $1,000.00 a
discount of ten (10%) percent may be applied.

3. For all non-Fellowship customers, there shall be a standard net-
30 invoice order policy for all orders on purchase order
transactions. For non-fellowship customers (purchase order or
prepayment) a ten (10%) percent discount from list price shall be
available on all oders, i after application of discount, the
aggregate purchasa is in excess of $1,500.00.

4. For all purchases (Fellowship and non-Fellowship) that are in
excess of $10,000 of the list price, a fifteen percent (15%) discount
may be applied.

5. For all purchases (Fellowship and non-Fellowship) that are in
excess of $25,000.00 of the list price, wherein the shipment is
made directly from our printer to the customer, and the shipping
mhwwhmnﬂummm
(10%) shipping charge shall be waived and an additional discount
of ten percent (10%) may be applied.

This policy would be changed in 1985 as foliows: whereas the 1984 policy
offered a 15% discount for orders over $10,000, the 1985 policy allowed a 20%
discount for those orders. However, where the 1884 policy offered a 25%
discount on purchases over $25,000 (plus friendlier shipping amangements,
wherein the customer could assume the shipping charges and have the 10%
%derguw‘iﬂ.ﬂ},ﬂmﬁﬂﬁmﬁwuﬂgmdwﬂy.ﬁ%dhmﬂmﬁm
purchases plus the same deal on shipping.

% This action appears to have been protested at the 1987 WSC, but without success: It was
MSF Yvonne K, RSR (Tri-state)l).R. F., RSR (Grealer Philadedphia) “that the 20% discount”™ ba
retiored to the RE0's by the WED." Intent: To gt the 5% back, thal we loal VOICE VOTE
FAILED
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Further, the 1985 policy also offered a 35% discount on purchases over $40,000
in order to accommodate negotiations with Hazelden and Compcare for very
large literature orders.

These policies changed again with the adoption of the 1988 Sales Policy, which
was much more complex in nature than the earlier policy:

1. For an area lterature committee, when purchasing more than
$500.00 at a time, a ten (10%) percent discount may be applied, if
there is no office or regional service literature committee that can
otherwise serve their literature needs. These purchases cannot be
accomplished on credit arrangements. The shipping and handling
fee is assessed.

2. For a regional literature committee. when purchasing more than
$500.00 at a time, a ten (10%) discount may be applied, if there is
no Fellowship office that can otherwise serve their lterature needs.
These purchases cannot be accomplished on credit amangements.
The shipping and handling fee is assessed.

3. For regional literature commilttees of the fellowship a 80 day
credit and discount policy shall be available upon request. This 90
day credit and discount policy shall provide that the region make a
one third (1/3) advance payment of the total amount. If the order is
over $1,000.00 a discount of ten [10%) may be applied. The
shipping and handing fee is assessed, :
4. For area and regional sponsored service offices that purchase
more than $1,000.00 but less than $10,000.00 on a single order, a
ten (10%) percent discount is applied the shipping expense [sic] is
paid by the customer (1), providing one third (1/3) of the order is
paid with receipt of the order and the balance is paid within 90

days.
5. For non-Fellowship customers, a standard net-30 day invoice
policy for all orders on purchase order-only fransactions are
available. For non-Fellowship customers (purchase order or pre-
payment) a ten (10%) percent discount from list price shall be
avaiable on all orders, if afler application of the discount, the
aggregate purchase is in axcess of $1,500.00. The appropriate
shipping and handling fee shall apply.
6. For all non-Fellowship purchases that are in excess of
$10,000.00, a fifteen (15%) percent discount is applied and the
shipping expense is paid by the customer (1). If the order is not
paid in advance, a standard 30 day accounts receivable payment
schedule shall apply.
maﬂ Falluwﬂwﬁﬁmpil.‘;nhmﬂwtmhumnfhﬂ.ﬂﬂﬂ.m.a
percent count is applied the shipping expense [sic
iapaidbrm!:mmﬂur{ﬂ. pmuidingmmiﬂﬂm:unﬂlmumi:h!
paid with receipt of the order and the balance is paid within ninety

(90) days.




8. For all fellowship purchases that are in excess of $20,000.00, a
twenty percent (20%) discount is applied to the purchases and the
shipping expense is paid by the customer (1), providing one third
(1/3) of the order is paid with receipt of the order and the balance is
paid within ninety (80) days.

9. For al non-Fellowship purchases that are in excess of
$25,000.00, a twenty percent (20%) discount is applied to the
purchase and the standard shipping and handling charge is waived
if the shipment is made directly from our printer to the customer,
and the shipping and handling expense is paid by the customer.
10. For all Fellowship purchases that are in excess of $40,000.00,
a thirty five percent (35%) discount is applied to the purchase. The
handling charge is waived if the shipment s made directly from the
WSO or ouwr printer to the customer, and the shipping expense is
paid by the customer (1).

11. For all purchases that are in excess of $40,000.00, a discount
of thirty-five percent (35%) is applied and the shipping and handling
charge is waived if the shipmenl is made direclly from our printer. fo
the customer, and the shipping expense hpﬂidhyﬂmmﬂtum.s'

The Sales Policy changed again in 1993, however, and offered a more
graduated scale of discounts to literature purchassrs:

SINGLE PURCHASE REQUIREMENT
$01- $400= 0%

3500 - $2499= 10%
$2500 - $4.900= 12.5%

*' The Infermational Sakes Policy adopted that year was as folows:

CATEGORY OME DISCOUNTS:

For purchages resulling in an average of more than five hundred doliars ($500.00) a month per
annum but kess than an average of one housand (51,000.00) per month, the dscount s fve
percent (5%).

CATEGORY TWO DISCOUNTS

For purchases resulting in an average of mone than one thousand dollars (31,000.00) & month per
annum but less than five thousand doltars (35,000.00) per month, the dscount is ten parcent
{18%).

CATEGORY THREE DISCOUNTS

For purchases resulting in an average of mane than fve thousand dollars ($5,000.00) a month per
annum bul kss than fillsen thousand dollars [$15,000.00) per month, the discount is iftesn
parcent (15%).

CATEGORY FOUR
For purchases resulting in an average of mare than fifteen thousand dollars ($15,000.00) a month
par annum, e dizcaunt iz faanty peresnt (0%)
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$5,000- 39900= 15%
$10,000-517.499= 175%
$17,500-$19.988= 20%
$20,000-$34999= 25%
$35000-5354,808=  30%
$55000- $80,000=  35%™

Literature purchasers were also, under the provisions of this Sales Policy, given
the option of purchasing IMerature under annual coniract, which required
minimum purchase commitments but offered additional discount savings to

customers:

Annual Contract
Lavel 1 at least 80,000 per year =27.5%
Level 2 at least 105,000 per year = 30%
Level 3 at least 130,000 per year = 35%
Level 4 at least 375,000 per year = 37.5%
Level 5 at least 600,000 per year = 40%

The curent Sales Policy (available from the WS50) has nol changed with regard
to the above categories and amounts from the 1863 Sales Policy.

Non-Fellowship Discounts

The first mention of retail fiims showing interest in our Basic Text appears in the
Board of Director minutes dated September 8, 1083, yet it is clear from those
minutes that the Board at that tima was unwilling to consider discounting our
boak:

A discussion econtinued [sic] on the pricing of the book and future
publication choices for the book. Stone indicated major mail order
retail firms that sell books have expressed a desire to include our
Book in their inventory but at a reduced sales price. The Board
reviewed the sales policy and concluded not to allow discounts to
retail firms simply because no discounts are given to the fellowship.

This early reluctance to offer discounts on cur Text is reiterated in an early
Newsline (volume 1, issue 4):

Two healthcare mail order companies (Hazeltn and Compucar [sic])
have inquired about putting our Book in their catalogue and selling
it to their regular customers. This was discussed by the Board of
Directors, but they were unwilling to agree to the purchase plan
advanced by the companies. Both companies want to obtain the
Book for less than we sell the Book to the Feliowship. The Board
did not feel that such a policy was in the best interests of the
Fellowship. Simply. it would not be reasonable or fair to the

M Thwe Sales Poucy for Eurcpe matched thess discount figures in the 1993 Sales Policy.
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members of NA to pay a regular price and a re-sale company to
raceive preferential treatment. The ultimate issue, of course, is to
get the Book to as many people as can be helped by the Book and
having it sold through these mail order companies would assist in
that goal. (1)

Once again, one of the considerations which the Board had to consider,
apparent in this Newsiine article, was the fact that companies like Hazelden
could reach a market for our literature directly (that is, institutions, hospitals,
professionals) that we did not have direct access to. Of course, the additional
income was a large consideration as well But the Board was very cognizant of
the possibilites of getting our message to addicts within institutions that we did
not have direct access to, particularly in 1983 -1984.

Given these considerations, Bob Stone had begun to negotiate with Hazelden to
see if the WSO could work out a mutually benefictal policy with the Hazelden
Corporation. Minutes of the June 9, 1984 BOD meeting attest to Stone's efforts,
and it is clear that the Board was in favor of pursuing those negotiations:

The manager then gave a report conceming the visits back East on
behalf of the Corporation. He discussed his visit with Hazelden
Corporation and indicated that discussions had not been fruitful in
that Hazelden had not been wiling to accept the offer of 15%
reduction in price.

Considerable discussion followed on the subject of eslling
quantities of books to Hazelden. It was eventually WSF “o offer
the following formula for sales of text for. quantities of 1,000 to
8,999 a ten percent discount. For quantities between 10,001 [sic]
and 25,000 a twenly parcent discount. For quantties of 25,001 or
more a twenty five percent discount.”

Following additional discussion it was moved . . . "that a special
Emm&taehafumedtupfﬂfﬂ&ﬁﬂummmﬂ:ﬁ:mhﬂmﬂnmﬂnf
rectors within the next 15 days conceming suggestions on a
formula fo be advanced for Hazeldens [sic] consideration. This
molion carried.”

BOD minutes from November 3, 1984 indicate that ongoing negotiations with
Hazelden had culminated in the necessity of offering a 35% discount on
purchases exceeding $20,000.00. As we have seen abowve, this change,
mmwmnmmmatmmﬂam.mﬂdmm
appearance within the 1985 WSO Sales Policy:

* The 1985 WSC Minutes demonstrate that attempls io regulate the parametars of the
Hazslden/Compesre agreements were defoalad by conferancs action 1bwas MWEST Mike C.
(RSR Michigan)/Jeff B. (RSR Mid-coast), “that WSO decline seling N.A. Literaturn fo outside
brokers (Le., Hazelden, Compcare) unless said iterature is described and advertised in a manner
Wmhmpﬁmmm M. Fallowahip * The Vots: DEFEATED BY VOICE
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Stone reported to the Board on communications that have been
received from Hazelden Publishing Company with respect to their
infention and desire o purchase substantial guanities [sic] of
material from the World Service Office. Following considerable
discussion, it was M/S/C “to adopt a change in the discount policy
approved by the Board at the September Meeting. Delels
paragraph 5 and insert the following: For all purchases (Fellowship
and Non-Fellowship) that are in excess of $15,000, a 25% discount
may be applied. Delete paragraph 6 and insert the following: For
all purchases in excess of 320,000, a 35% discount may be
applied. Addifionally, mashwngandhardmgdﬂmunfw%
may be waived if the purchaser pays the shipping charge and
receives delivery directly from our printer. Variation from this policy
may be authorized by the Executive Direclor on a case by casae
basis, but each such variation will be reported to the Board.

The discount schedules in the “Fellowship Discounts® saection of this history
(above) demonstrate the changes in non-fellowship discounts since these early
decisions which shaped the development of sales of our l[Herature o non-
fellowship organizations at substantial discount.

It is, however, relevant to mention in closing that a 1988 WSC conference action
pertains here. During that WSC,

It was M/SIC Gary O., RSR (Colorado}Jim W., (WSO-BOD
mmjrpmmn}ﬁnmmmmdmmvﬁ take such actions as
may be necessary in order to make the Basic Text available
purchase by addicts and the general public through
book store sales.” Intent To expand the availabiity of the
Text. Such sales will permit many addicts to become aware of
M.A., discovering that recovery from active addiction is possible in
Narcotics Anonymous [sic]. The Viote: VOICE VOTE CARRIED

However, the unfriendly sales, distribution and publishing environment which
chamcterizes the general commercial book marketplace has prevented the WSO
from having made any significant progress toward the realization of this
conference action of 1988.

éﬁ

Philosophy of Discount Policies

The philosophy which formed the foundation of the WSO discount strategies was
stated clearly in a number of early publications, minutes and other sources. For
example, the "Proposed Credit Policy” of 1984 (cited earlier, but here again, for
its relevancy to our current topic), states clearty:




T4

This policy is proposed as a means of assisting the Fellowship with
the distnbution of literature through regional service commitiees.
The goals of this policy are to strengthen the regional service
committees administratively, financially and functionally. Additonal
goals are to make it easier to obtain literature through the regional
service commitiee and assist the regional service committees in
developing a more stable prudent reserve.

Thiz effort to grow and support a etrong lterature distribution network , as well as
to support local service efforts, is reiterated in From Bob Stone's "Budget
Proposal for 1984". In that document, the Executive Director outlines a plan by
which local service officas might abtain training, through the WSO, for their
special workers. The reasons for this, as Stone sates clearly, are to provide for a
stronger literature distribution network, as well as to foster unity betwean local
sefvice communities and the WS0:

There are two programs not included in the work summary and
therefore not included in the proposed budget that require a few
words.

Conceming the matier of forming corporations or other mone
formalized structures within the Fellowship to accomplish certain
business type needs, there is a presumption that WSO will prepare
substantial details and materials that can provide guidance to the
Fellowsehip. The logical extension of thal plan is 1 provide
seminars or work shops [sic] in several places across the country to
explain all of this in person. . . .

A reasonable extension of the effort to strengthen regions to the
position of being able to open and maintain an office, would be to
provide ftraining to their people in such matters. The type of
program | would recommend in this matter is that the region pay for
the expense of sending a person to W30 for a 60 or 75
training period. The WSO should include the trainee as a short
term employee and include funds in the budget for the wages, etc. .

)

The long range improvement in the relationship between the
Feliowship and the WSO if either or both of these programs were
adopted cannot be fully appreciated, but it would be a major step
toward unity.

The WS0's concem for the growth and development of local NA communities as
the primary reason for the discount policies themselves is reiterated in the 1985
Price Policy Statement from the 1985 Annual Report:

It is the general policy of the World Service Office that the ‘price

policy’ offer literature and other ilems at a fair and reasonable
prick. Tha intantion iz ta charge the lowost possible price while
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maintaining sufficient income to the Word Service Office to meet
the needs for operation of the World Service Office.

There are other goals the Fellowship desires to be achieved
relative fo literature sales. An important goal is to encourage area
and/or regional literature commitiees to purchase sizable quantities
of iterature to be sold or used by their component [?] area
committees and groups. In this manner large quantities of
literature ie [sic] available close to where it is needed. Indirect
benefits of this goal are a strengthening of the region or area,
personal growth for the individuals involved and a polential savings
of expense by the World Service Offica.

An extension of the goal of having area and/or ragional literature
committees oblain literature for sale within their area or region i
the establishment of area or regional offices. These offices can
provide numerous benefits to the fellowship, among them are
making literature available to the fellowship and to non-fellowship
individueals through the mail and from walk-in visitors easier than
having every order made directly to the WSO. (68)

In order to encourage region and area committees to purchase
large orders each fime and to encourage the establishment of full
time offices open to the fellowship and the general public, the WSO
does offer discounts for certain typea of purchases and for canain
purchasers. (71)

This philosophy was repeated again in the 1986 Fellowship Report:

The discount policy was formulated in an effort to assist areas,
regions and offices to be able to handle the fterature for the
Fellowship they serve, do so without losing money and maybe
even eam money from the transactions. (25)

It is thus clear that the early development of the WSO's Sales Policy, which
included the Credit Policy as weill as the Discount Policy, was based upon a clear
understanding of the role the W50 was supposed to play in the early growth of
our fellowship. That role, repeated here from the beginning of this section, was
founded upon two basic but essential ideas: First, the primary directive of the
WSO was then, and remains, to help facilitate the delivery of our message
to addicts throughout the world in as efficient and “member-friendly” way
as possible, while maintaining its ability to provide additional services

through literature proceeds.

Second, this primary directive has always rested heavily upon the idea
that, as the central point of literature distribution, information, and
guidance to the rapidly expanding global fellowship, one of the WSO’'s
primary duties has been to strive to unify the young and growing local NA
communites, wherevar they may axiet, with older mere sxperienced
communities across our geographically-dispersed fellowship.
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avmmw;umguimamwsnmmmﬁmmmpmam
Licensing Agreements during the early eighties, three mnumtmg

rested, therefore, as the foundation of the WSO |iterature sales prulnsnphyr
Those three principles were:

1) to help carry the message to addicts who still suffer in the form of our
literature;

2) to grow and support a literature distribution network, and

3) to strengthen local services both financially and in terms of local service
delivery.

The Sales Policy Today

The Literature Sales Pobcy and Licensing Agreements have been a source of
continual debate and change among the Board of Directors and WSO
management almost sinca their creation, as this history demonstrates.

The most recent demonsiration of this ongoing debate was recorded in the 7985
W50 Annual Report:

We have always had a policy of supplying any and all developing
communitiss with free or low cost literature untl they were able lo
become self-supporting. We have always believed that this was
another way of practicing the philosophy of our program, namely,
the tharapeutic value of one addict helping another. As a result, we
have always used the funds generated by the sales of literature to
fund our service delivery activities. With the advent of the discount
policy resulting in fully 25.6% of our sales going to discounts, no
new products or olther sources of ncome, and the ever-increasing
need for services from within the fellowship and world services, we
have had to rethink our sales policies. Our discussions confinue to
focus on maintaining the ideal of those who have to those
who don't,’ as we look at licensing agreements, branch , our
support of local sarvice offices through our discount policy, and our
non-fellowship customers. (6)

This history demonstrates some of the frustration, as well as some of the
succasses, which these policies have given rise to over the years, However, it
should be noted that, at least since 1931, Directors’ minutes demonstrate an
mmlngmmmnnﬂmpartnfﬂmﬂua:dandmewsnm ement that
the entire sales policy required serious rethinking and revision. ongoing
process of developing a Business Plan (discussed later in this report), as well as
revising Sales Policy sirategies, have been the results of that growing
awaranegs.

Board minutes from July, 1891 indicate that the WSO management was aoking
the BOD to consider rethinking the Sales Policy philosophy, particularly the iung
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term goals of that philosophy. It was realized in that meeting, however, that a
complete rethinking and revitalization of the Sales Policy would be at least a year
in the making.

Reference to the growing concerns about the Sales Policy was discussed in the
1992 Annual Report:

The WSO Board of Directors is reviewing all facets of its sales
palicy, including the discount structure, sales agreements with
regions outside the United States, and the purpose of the policy.
We need to receive as much input as possible from the general
fellowship, the sales offices, and regional representatives before
we make any changes to the policy. Any actions that we take to
change discount structures may affect the viability of some regional
service offices. Therefore, we want to have as much input as
possible from those who are served by the offices and those who

are not. (2)

Similarly, the 1993 Annval Report confims this slow and thorough-going
approach on the Board of Directors’ part in revising the Sales Policy:

Becoming convinced it is betier to do something slowly and well
than quickly and poody, the WSO Board of Directors worked
through 1982 on the revision of the WSO sales policy. We sought
input by mail, in panel discussions at WSC 'G2, and in othor
discussions at various workshops held throughout the year. What
we leamed i that there are no easy answers to the questions
raised by our decision to revise the sales policy. . . .

After considerable detailed review of multiple altemnatives, the
directors decided to break down this project into several phases,
the first of which has been to more strictly enforce the provisions of
the existing sales policy. The second was to develop drafts of
continental sales policies rather than trylng to make all literature
purchasers fit into one fixed category. The directors expect to
complete this process in 1993 and will publish a comprehensive
sales policy. Until then, the fellowship should .expect the full
enforcement of the current policy. (10)

There is evidence o demonstrate that the Board has indeed moved cautiously
but firmly into the first two phases outiined here. BOD minutes from January 15-
16, 1983, for example, demonstrate the Board's commitment to tightening up its
debt collection policies, as the 1992 Annual Report suggested: Board
discussed the concept of notifying the regional and area service offices of its
intention 1o require compliance with existing sales policies. It was a consensus
of the board that approximately six months notice should be provided after the
exact policy was communicated” (6-7).
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Additionally, the Board's efforts toward developing an intemational Sales Policy
are documented in BOD minutes and in the Annual Reporf as well. The 1994
Annual Report, for example, stated that

The WSO board has been in the process of reviewing the current
sales policy, which went into effect with the conference last year.
At the February 1985 meeting, the board discussed various issues
related to the sales policy and heard points of view from individual
trustoes, WSC officers, and WSO Sales Policy Committes
members. Although there are no plans in the immediate future to
change our policy, several issues were made clear.

The WSO board needs to develop a formal statement — a vision, if
you will — of what our sales policy is supposed o accomplish. [t
must support the larger customer base; & must be fiscally
responsible to the large picture; and it must think in global, not
local, terms.

Our endeavor is to serve as many as possible with good, sound,
fair fiscal management policies. We are dealing with an evolving
process, and our strategy must be to adjust to the overall neads of
tha fellowship. Therafore, we will continue to focus our attention on
this issue and adjust our policy as conditions suggest. (4)

We are in the process of developing a policy fur sales made by

WS0-Europe. Although no definitive policy has been constructed at
this time, the board has put forh a h draft policy which is
undergoing review and discussion. Many must be weighed

as this policy is developed; umnﬁgﬁmnmdhﬂ:uﬂunm
cumrency fluctuations, voluma of sales, and translation lssues. As
with the North American sales policy, we will focus on our primary
purpose and be fair to all those we serve. Unfortunately, there are
no easy answers because one size does not fit all. (4)

Most recently, conference action at the 1986 WSC reflects a growing concem on
the part of Regional Service Offices about a reduction in their discounts on bulk
iterature sales, For example, 1998 WSC minutes reflect thaf —

it was M/'SR Lenny G (RSR, UK Region)ilames E (RSR-A,

Greater New York Rugm}Mﬂum#aE *That the BOD makes no

change to the existing literature discounts given 1o regional senvice

offices without conference approval of an allemate system of

dnﬁrglEﬂgnﬁ"s MOTION REFERRED TO WSO BOARD OF
I

SUBSTITUTE MOTION: I was M/S/R Terry M (RSR, Carclina
Region)/Jim A (RSR, Ohio Region) Motion #80: “That no action be
taken to change the WSO sales policy regarding the reduction of
literature discounts ta RSD's. This morstorium to be in place unti
such time as a motion to proceed with the WSO sales policy be



placed in the CAR. This motion will include a discussion paper
outlining the rationale of decreasing literature discounts, financial
impact studies on WSO revenues, and an im

timeline.” MOTION REFERRED TO BOARD OF DIRECTORS

These motions were committed to the WS0 BOD by the following conference
action: “It was MWS/C Ter B (RSR, Wisconsin Region)/ Cheryelle M (RSR, OK
Region): “To commit motion #82 and Motion #90 to the WS0 Board.” MOTION
TO COMMIT CARRIED BY 2/3 MAJORITY VOTE."

Atmmmmmmwmrmuwﬂﬁhltﬁsﬁ. UK Region)
asked if the chair would consider holding off on the decision unti more
participants were in the room. The Chair ruled that taking action on the motion
was in order. K was motioned and seconded by Pete C. (WSB
Chairperson)yLenny G (RSR, UK Region): "To appeal the decision of the chair.”
The Chair aliowed a second vole to take place on committing Motions #82 and
#80 o the WSO BOD. Both times, tha motion to commit passed by a 23
majority voice vole.

Given thesa actions committing the issue of literature discounts to the Board of
Directors, the BOD continues to discuss and develop & Sales Policy for the
twenty-first ce .  Continuing fo move cautiously, they nonetheless have
realized that significant change will be necessary to insure the continued growth
and development of Narcotics Anonymous’ world services, the W30, and the
international developmant of our fellowship.
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History of the Low-Cost Basic Text Issue

The expectations surrounding the creation of a Low-Cost Basic Text are, at least
in part, founded upon the initial assumptions which the Board of Directors had
made about the pricing policy of literature. Bob Stone outlined that basic

philosophy in the 1984 Feliowship

The price policy provided that for an interim period of time the

“price” of each item would be sel arificially high in order o

establish sufficient flow of funds so that immediate goals could be

achieved. The Board intended and siill intends to reduce the price

mﬁ.MallﬁeﬂummmemMgmhﬂw
met.

The short range financial goals to which Mr. Stone’s report alluded were:

1. Employ a competent professional staff for the successful managament
and operation of tha offica. . . .

2. Dbtain adequate quarters both in size and facilities in order to mest
needs for inventory space and sarvice functions. . . .

3. Acquisition of essential and adequate equipmant to meet immediate
and future needs of the office in the accomplishment of the wide range of
duties assigned.

4. Establish sufficient prudent reserve to meet emergency needs and
growth demands within the fellowship.” (1984 Annual Report 5-6).

It would appear that those goals had been met way back in 1984. A brief glance
at that same Annual Report, however, demonstrates that the WSO was, even
then, providing a wide array of services to the fellowship. In other words, as this
history's examination of the literature pricing policy clearly demonstrates, the
office would fight a continual uphill battls from 1983 until the present in trying to
keep pace with the growing demand for WS0 services from the fellowship as
well the WSC,

Mevertheless, there has been significant concerm among & percentage of the
fellowship directed toward the production of 8 Low-Cost text to better suit the
needs (and budgets) of newcomers in our meetings. This concern manifested
itseif, in 1987, in a motion from the Georgia region which would call for an impact
study to be conducted investigating the effect of an across-the-board 25%
reduction in lterature prices.

A relatively forthright essay on "Disposable Income” in the 1987
Report discusses this growing concemn with the use of profits from our literature
to fund services by the WSO within the context of the Georgia motion:

The WSO does generate disposable income. There are two
factors that cause this: the growing size of the Fellowship and the
%nca policy adopted in 1983. If the Fellowship had not grown as

st or as large as it has, the WSO would have very little disposable



income and be much smaller than it is. If the price policy adopted
in 1983 had not been adopted and then continued, the disposable
income would be lower or nonexistant [sic]. However, the
Fellowship has grown about 100% every 18 months since 1980.

This explosion of members and treatment centers has increased
WS0 gales. . .. The increased sales have mads it possible for the
WSO to better perform the duties described for the office in the
Temporary Working Guide and -expand the services it provides fo
the Fellowship.

As all of this took place during the past few years there were a
number of philosophical and practical questions that arose at WSO
board meetings pertaining to the future of the WSO and the
generation of disposable income. Some of these matiters have
been discussed, in part, in articles, letters and reports during the
past three years. However, there has not been one single,
extensive presentation of those issues available lo the Fellowship

at large.

Within the WSO Board there has been an increasing desire fo
present lhis complex matter to the Fellowship rather than having
the WS0D wrestle with the iceues alone. it had been perceived,
however, that the WSO should become a stabke working force first
so that the Fellowship would have a strong reference point to work
from. The office has been rapidly approaching this condition.

The motion submitted by the Georgia Region is directly related to
these discussions held by the WS0 Board. Although there was no
specific time table previously established by the Board, there was a
growing consensus that the W50 waa going to present these same
matters, in a different form perhaps. to the Fellowship for
consideration. The Georgia Region motion provides a good
opporiunity for this to occur. The original draft of the motion would
not have provided as good an opportunity for lengthy Fellowship
discussion. The WSO is grateful for the willingness of the Georgia
Region to modify their motion at the request of the WS0.

The WSO requestad that the motion be modified in order that the
matters (price policy and the use of disposable income) could be
fully analyzed and given to the Feliowship. In this way a full
understanding of the alternatives to the existing price policy and the
use of disposable income could be known and understood by the
Fellowship. Accordingly the WSO encourages that the motion from
mght:ndﬁmdﬁrgmempamnlapnmzﬁﬁ price reduction
adopted.
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Even though the WSO added more staff, obtained more
equipment, and began providing additional services, this has
always been done within the constraints of the available income.
Every effort has baen made to be frugal and get the most out of the
funds expended. There is a need for an additional expansion of
the WSO staff. Even if the basic services curently provided are
not , there are some projects and that are
now done uately because of limited staff. As each year
passes, wa will need an increase in staff in some proportion to the
mﬂn@gmﬁmﬂnmwhmmmmmmﬂu

size of the Fellowship.

In spite of the inability of the WSO to have expanded more than it
has from the available disposable income, the Board elected fo
begin to pass some of the disposable income back to the
Fellowship. This was done in order to strengthen area and regional
committees and to improve the literature distribution system within
the Fellowship. The WSO also utiized part of the disposable
income on projects of WSC committees at their request. At one
time or another in the past year, each of the WSC committees
requested and received financial assistanca from the WS0. (51-2)

There is quite a lot to digest in this long passage, which makes reference to the
pricing policy for Bterature, the Georgia Motion, the Low-Cost Basic Text, the
diecount policy for bulk ordere of lterature, and the office’s “prudent reserve.”
For our purposes here, it is sufficient to note that, while parts of the fellowship

dummmmﬂd&hmﬁmﬂupmnfmmmm
MmWhMMMhﬂﬁmmﬂymﬂanﬂmmﬂd
service budgets as it was, yet the WSO Board had, nevertheless, chosen to pass
some of the inflated lterature cost to the fellowship in the form of bulk rate
discounts.

Nonetheless, the Georgia motion passed at the conference, and a resulting
impact study was conducted. Known as the "Georgia Report,” this study set out
to clearly identify the major financial and philosophical issues which a reduction
in literature prices raised:

At the World Service Conference meefing held this year the
tollowing motion was adopted: “That the WSO, in conjunction with
the WSC Administrative Commitiee, prepare a report for the
Fellowehip as a whole on the possibiity and impact of reducing the
price of our Basic Text and informational pamphlets by 25%.
Inciuded in this report will be the impact on our services worldwide
and possible solutions to any adverse affects that this reduction in
price would create in our ability 1o camy our Fith Tradition. This
report will be made to the Fellowship by October 1, 1987.%

When the price was established for the Text, it was announced that
the prica would eventually ba reducad when the WSO bacams
solvent, accumulated essential office equipment, and overcame the



expacted increase in monies required for organization of the Office.
As we have become more able to provide services, we have
discovered how litle we are doing compared to the need. Although
N.A. has grown tremendously in recent years there are still more
addicts who have not heard of NA. than those who have. We are
still some years away from the time when the need for expanded
effort will pass. (2-3)

There are two separate issues in this matter. The first is the
financial impact of the reduction and the second is the
philosophical appropriateness of the impact. [If the financial impact
would cause a reduction in services, the second question then has
to be addressed: Does the Fellowship want to frade the cost saved
by the group or member when a book i purchased for a
confinuation of services provided by WS07T [ the answer is that
the Fellowship desires to avoid decreasing services provided by
WSO, then the price would have to remain the same or other
income producing efforts would have to be initiated. . . . (3)

In essence, the choice which this passage outiines between trading the cost
each member saves on the Text price for the continuation of WSO services has
never changed. Each year, when the cument “Low-Cost Basic Text™ motion hits
tha floor at the WSC, this choloe muet be once again reexaminad.

The Georgia Report makes the general impact of a reduction in tha cost of
literature clear, not only as it relates to the WSO, but also how it might have
affected Regional service offices:

Iif an across-the-board twenty-five percent price reduction was
mandated, the WSO could not continue to operate as it now does.
Among the first considerations would probably be to eliminate the
discount for bulk lterature sales. This would eliminate the margin
of mcome that area and regional offices depend on. Some would
have to close. (7)

Consequently, in determining the impact of a twenty-five percent
reduction in price, if it affects the existing discount policy, it would
mean a significant decrease in income to the W50, Substantial
reductions in the number of WSO employees would result and an
equal decrease in services provided. (B)

The report freely admits that its conclusions are founded upon the assumption
that “the Fellowship generally baelieves the types of services that the Offica is
conducting should be continued” (23). Those conclusions were:

1. The tradecff between saving the member or the group two
dollars par book if the price was reducad and reducing the sarvices
provided by the WSO does not seem to be a wise trade. There is



more benefit to addicts stll on the sireets, to the individual
members of our Fellowship, to our service committees and to the
general public that [sic] the price remain the same.

2. An across-the-board reduction in the price of the Text and LP.'s
by twenty-five percent would cause elimination of the discount
policies. This, in tumn, would efiminate most of the sales outside the
Fellowship. WSO income would be decreased, but more
importantly, it would deny addicts the opportunity to obtain the N.A.
Text while in treatment canters or hospitals.

3. The services provided by the WSO are an essential part of a
vibrant and functioning Fellowship. The crippling of the WSO by
reducing its income or services is a step backward and would have
the appearance of conveying to other addicts that this is a sell-
cenlered recovery program: We who ara here now have ours, and
we are not interesting in ng encugh of our money 1o help you
find recovery in our Fellowship. (25)

A |letter from Bob Stone to the Board of Directors dated October 5, 1987,
indicates that the Executive Director was pleased with the report, and hoped that
it would settle the Low-Cost iterature issue for some time to come:;

| was pleased to receive considerable input on the report from
mambers of the Board during the last several weeke as the report
was revised. The help was valuable and | appreciate the
assistance. | believe the report will satisfactorily be received by the
Fellowship and provide enough guidance to the Fellowship so that
the issue can be dispensed with. | hope considerations for
reducing the price of N.A. literature will not occur for some years.

Of course, it would be only two years before the "Baby Blue™ would first make its
appearance, imﬁmtmmmmmmmmmﬂmm
of our fellowship.™ In any event, BOD minutes make mention of the illicit Basic
Tmﬂmmamtmﬂnfa Newsline article in August, 1990, and also demonstrate
that the WSO Board was seriously considermg the production of a Low-Cost
Text:

Discussion ensued on the subject of printing Book One of the Basic
Text and make it available to institutions only. Stu informed the
board that a research paper on all the proe and cons wil be
prepaned and presented to the board at their next mesating.

However, upon examination, the Board decided again that the Low-Cost Text
was an imprudent decision, insofar as it would directly threaten the WSO's abikty
to meet the demand for services required by the fellowship and the WSC,
However, the illicit text controversy had culminated in an agreement between the

* The illict Basic Teut controversy which surrounded the “Baby Blue® cost the fellowshin over
£100.000.00 in legal fess to defend our feSowship's nght to protect its Bersture copynght
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WSO and the person responsible for the production of the illicit fext. That
agreament spelled out a senes of actions which the WSO was obliged to pursue
in order to resolve the matter in the eyes of the court.

Those required actions incuded placing motions in the Conference Agenda
Report for the 1891 WSC offering the fellowship a number of options with regard
to 1) the production of a Low-Cost text, given specific parameters to make i less
detrimental to the WSO 2) the WS0O's right to be the sole distributor of NA
literature on behalf of the fellowship: and 3) the actual edition which the
conference deemed to be the accepted text of Narcotics Anonymous.

Thus, the WSO and the BOD had fo be prepared to move ahead with the
production of the Low-Cost Text if that were the will of the Conference in 1891,
as the 1981 Fellowship Report spells out. That Reporf discusses the problems
which could result from the creation of @ Low-Cost text as well as some
measures that might be taken to “soften the blow” of reduced Iterature proceeds:

Basic Text sales are declining. Following its intial release on April
27, 1983, unit sales increased each year by about 125% for two
straight years, From 1988 through 1989, annual unit sales growth
rates dropped from 52% to 14%. Then, in 1990, unit sales dropped
by 20%. As a result, the World Service Office posted its first
annual net loss in 1990, income falling short of expenses by about
6.65%. Cosi-cutting measures have been implemented which we
believe will kept us from posting ancther net loss in 1001.
However, the balance of WSO 1991 budget depends on an
increase of about 8% in unit Basic Text sales. If this year's unit text
sales remain precisely at last year's level, and if W50 does not
further reduce its operations, the office can expect 10 show closa 1o
a 25% loss. Therefore, we must view with some alarm any
proposal the least bit likely to reduce unit Basic Text sales, unless
the proposal also includes measures that would make up for lost
text sales. (14)

Page 15 outlines services which stood to be cut by income
reduction, including ESO, free or reduced price literature to
developing NA communities, accommodation of local fellowship
short-term cash flow problems, lit sales discount policy, fellowship
services (WSC, boards and committees), special projects (It Works,
mediation book, Guide to Service), group services (Loner Group,
Starter Kits, Meeting by Mail, NA Way, and translations), and
Iterature distribution. (15-16)

In the final analysis. the World Service Office could cut facilitates,
equipmant and personnel back to the point where we only print,
stock and fill orders for existing N.A. literature. This would require
:lr:phuiding and a manager, a bookkeeping/order entry clerk, and

ipping and receiving personnel. However, as are well
aware, this would be a very differant kind of Woarld gﬁmﬂl’ﬁm
than the one developed under the fellowship's guidance since



1982. We'll leave you to judge for yourselves what impact such a
reduction in WSO services might have on the fellowship. (16)

As we said before, we recognize the potential of a Low-Cost text to
increase our fellowship’s ability to camy the message to more
addicts; therefore, at least in principle, we support the low-cost text.
However, we mus! tell you that if the Word Sewice 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 conferance will, in effect, be closing both down.

(17)*
The 1991 Fellowship Report section on the low-cost text issue concludes that:

Those problems [associated with the production of the low-cost
text] can be minimized if sales of the low-cost book are limited 1o
tellowship buyers, manufacturing costs for the existing Basic Text
are reduced, paperback Basic Text sales are increased, and
across-the-board adjustments are made to our sales discount
policy. Even given these measures, distributing the low-cost text
would be a risky venture. Nevertheless, we would be prepared to
take that risk. believe that such a book would be very useful in
camying our message to indigent members in the U.5. and for use
by developing N.A. communities in other countries. (8)

As mandated by the cour, the issues discussed above were put to a vote at the
World Service Conference in 19891. The motions, and their outcomes, were as
follows (these iterns have been taken verbatim from the 1881 WSC minutes):

Affirmation #1 — Yes 67 No-8  abstentions — 3

It was M/C WSO BOD “To reaffimn and ratify that the ownership of
all N.A.'s intellectual and physical properies prepared in the past,
and to be prepared into the future, is held by WSO, Inc., which
holde such title in trust on behalf of the fellowship of Marcotics
Anonymous as a whole, in accordance with the dacisions of the
Woarld Service Conference. MOTION CARRIED BY 2/3 MAJORITY
ROLL CALL VOTE (see Roll Call Vote #1) after the following:

”m1m1mﬂmmwmmmmmmtmmhmw,
and alludad fo the earfier Georgia molion and subsequent Georgia Repart “As an aside, it may
be useful 1o recall a simitar motion presented to the conference four or five years ago. In 1987,
the WEO studied a motion to reduce the price of the Basic Text and our information pamphiets by
twenty-five percent.  Such a3 price reduction would have resulled in a substantial loss of service to
the fellowship, a loss not outweighed by the benefits individual members might have received from
lower-priced literature. Our report on the matter was accepted by the World Service Conferenca”
{14).



Ed D. (WSC Chairperson) explained that the WSO is offering this
motion as a substitution for the affimation in the Conference
Agenda Report. Shannon L. (RSR, Tri-State) requested that the
WSO attomey be called upon to provide information about the
effect of these motions on the status of copyrnight ownership.

Theresa Middlebrock, intellactual property attomey for the WSO,
explained that this motion is intended to provide clarity,
emphasizing the nead for the conference to reaffirm and ratify that
WSO is the owner of the lagal rights to the fellowship (iterature,
which rights are heid in a trust on behalf of the fellowship. She
pointed out that this has been established “de facto” ["by the facts”]
and a clear, written conference action will be most helpful. The fact
that the WSO holds the legal title to the properties, and that
equitable title is held by the fellowship can be clarified further by
this action. Another way to say this is that WSO holds the
properties “In trust” for the fellowship. This means that WSO is a
"fiduciary” and ecting in a “fiduciary capacity” with respect to the
fellowship. All “physical properties” balonging to W50 (such as
typewriters, tables and chairs, computers) are also held in trust.

Several gquestions about ownership of the copyright fo the
felowship literature were asked, which elicited the foliowing
informaton. Ms. Mddlebrook pointed out that the claims of some
peopla that effective written transfer of ownership was never made
for the Basic Text, are groundless in her opinion, because they
have conveniently forgotten that there are two different ways to
have something become “work made for hire®: they are in
subsections (1) and (2) of section 101, defining a "work made for
hire" under Copyright Law. These people point out that the
individual authors that were members of the Literature Committes
never signed a “work made for hire® agreement, as required under
subsection (2) of Copyright Law. That may or may not be true.
However, the Basic Text stil qualiies as a “work made for hire”™
under subsection (1) of the same law, which does not require any
written agreement.

Subsection 1 provides that a work prepared by an “employee”
within the scope of their "employment” requires no written transfer,
m U&E. Supr_emm Court, in mmgﬁ}:fﬂv vs Reid, 1989, clarified

a copyright purposes, i agency and employmeant
apply. Under those rules, the term “employee” is not imited to
formal salaried employees; it includes anyone that the “employer”
has the right to conirol, such as temps and volunteers. Therefore
when a worker works on a piece of literature with similar voluntesars
for the good of the non-profit or public benafit voluntear
organization, all the volunteer writers are considered a type of
“employee.” Under subsection (1) of the copyright act, the
“employer” is the owner of the copyright, not the individual authors.

8T



In this case, the volunteers ware working for the fellowship through
the Literature Committee of the Word Service Conference for the
benafit of the fellowship. Therefore the “employer” for purposes of
copyright was the Literature Committee of the Word Service
Conference. In 1982, the Literature Committee assigned the Basic
Text over to the W50, which complies with the written assignment
requirements of the copyright law.

Literature writtan by the fellowship for the fellowship is owned by
the employer, which is the fellowship as it speaks through the
WSC, and administered according to the trust relationship between
the WSO and the WSC. When literature is written by a traditional
salaried employee of WSO, then WED, as “employer,” owns the
copyright, however, like all assets WSO has, even in-house WSO
literature is held in trust for the benefit of the fellowship. The
literature will be copyrighted as “work made for hire.”

The WSO has not and does not now take the position that it can do
whatever it wants with the literature. WS0 has and will always act
according to the instructions of the WSC. The WSC will continue to
have the right to control what the WSO does. In describing the
“legal ownership” and “equitable partnership,” Ms. Middiebrook
said that the equitable owner has no right to do anything with the
copyright without cooperation and assistance of the legal owner.
Tha legal owner, on the other hand, cannot do anything to Lhe
copynight which would destroy the residual value of the copyright
because of the fiduciary obligation o the equitable owner. For
every piece of literature, developed in the past or in the future, the
equitable rights wil belong to the WSC and the legal rights to the
WS0. What we are trying to do here, is to clear up the legal
ownership which WSO has. Then, procedural objections will be

in an easier and less destructive manner. This motion, if
passad, will provide a written conference action which says that the
WSC said very clearly “we want all the legal ownership rights to
belong to the service office which acts on our behalf” The
fellowship is at no risk of the WSO taking a work for hire and
distributing it outside of the fiduciary relationship with the WSC.

Affirmation #2 — 23 majority voice vole

2. To reaffim that the World Service Office, Inc., is the exclusive
publisher and distributor of all World Service Conference-approved
literature, including all books, pamphlets, handbooks, and other
intellectual and physical properties, as directed by the Fellowship of
Narcotics Anonymous through the World Service Conference.
{1980-81 CAR 28)



Motion #13 — Yes -23 No - 51 Abstentions — 6

That the fellowship reconsider ite decision on which adition, or
parts thereof (First, Second, Third, Third Revised, Feurth, or Fifth),
of the Basic Text shall be produced and distributed by the WSO as
the official and accepted text of Narcotics Anonymous, . . (1990-21
CAR 34)

In order for this molion to be considerad, a description of
differences between the respective editions will be sent to each
registerad area and region, along with a copy of the complete Basic
Taxt Third Edition, Revised. It is expecied that the WSC will
rescind the motions adopted in 1888, which adopted the Fifth
Edition as the Basic Text, as well as the motion restricting any
change to the text for the next five years. MOTION FAILED BY
ROLL CALL VOTE See Roll Call vote #2 below), after the

following.

It was M/S/F Stu T. (WSO BOD Chairperson)/Stretch G. (BOT) "To
go into the committee of the whole for one hour, with the
conference population as paricipants, for the purpose of
disgcussing motions 13, 14, 15 from the Conference Agenda Report.
MOTION FAILED BY VOICE VOTE after the following:

It was M/S/C Rudy S. (RSR Carclina)Mark S. (RSR M. California)
to call the question on motion #13. MOTION TO END DEBATE
CARRIED BY 2/3 MAJORITY VOICE VOTE

Motion #14 — Failad by 2/3 majority voice vota

It was M/F (WSO BOD) “That the WSO produce, at a reduced
price, the edition of the text ratified by the WSC. The actual price
of this text should be determined m view of the following factors: ils
affordability to the membership at large; a change in the cost and
quality of the materials used in producing the bock; the
responsibility of the WSO to provide services from the income
generated by sales of the Basic Text; and whether it includes
personal stories or only the first ten chapters.” MOTION #14
FAILED FOR LACK OF 23 MAJORITY VOTE, after the following:

It was M/SIC Carlos G. (RSR-Al., Colorado)/Forest B. (RSR, S

Florida) to call the question. MOTION TO END DEBATE
CARRIED BY VOICE VOTE, and the conference moved to voting
on the motion at hand. Ed D. (WSC Chairperson) ruled that the
motion would require 2/3 majority vote. Al R. (RSR, Greater
Philadelphia) d‘nlleggﬁg the ruling, and the conference UPHELD
THE DECISIONS O CHAIR for requiring a 2/3 majority vote.



Motion #15 —Y —21 N—55 Abs. 4

it was M/S/F (WSO BOD) “That the WSC be directed to obtain a
group-by-group tally of all the groups registered with the WSO, on
Motions 13 and 14 above. This procedure will begin on July 1,
1881 and continue through December 31, 1881. All the registered
gmq:ﬂ shall receive a copy of the Basic Text Third Edition,

. In addition, each group shall receive complete
information conceming the issues relevant to a reduction in the
price of the ratified text.”

The committee appointed fo supervise this tally shall consist of the
following:-four RSRs, to be nominated by the entire group of RSRs
in attendance at the 1991 WSC; two trustees to be nominated by
the members of the World Service Board of Trustees; two WSO
directors, to be nominated by the directors of the WSO, and the
WSC Chaimperson. Those nominated by the RSRs, trusiees, and
directors, respectively, are to be submitted to the World Service
Conference in 1991 for confirmation by two-thirds published roll call
vole, failing which, those not confirned shall be replaced by others
nominated by the RSRs, trustees, or the directors, respactively.
Two members of the WSO staff shall be assigned as the no
members. The results of the group-by-group tally shall be
published in the Fellowship Report, and confirned as official at
Warld Service Conference in 1692."
MOTION FAILED FOR LACK OF 2/3 MAJORITY BY ROLL CALL
VOTE(See roll call vote #3 below), after the following.

it was M/SIC Vince D. (RSR, Free State)/Kim J. (BOT) to call the
quastion. MOTION TO END DEBRATE CARRIED UNANIMOUSLY
BY VOICE VOTE.

These conference aclions are quite significant, in that they cleary resolve
a number of long-standing controversies within our fellowship. First of all,
Affrmation #1 established the WSC's continuing permission to the WSO
which requasts that the office hold our lilerature in trust for the feliowship.

Affirnation #2 reinforces this permission by affirming that the WSO is the
axclusive publisher and distributor of our literature.

Motion #13 clearly establishas the conference’s will to not consider any
other edition of the Basic Text but the Fifth edition as the recognized and
accepted “official” Basic Text

Motion #14 reaffirms the conference's decision in 1987 not to produce a
low-cost text

And Motion #15 demonstrates that the conference in ‘91 did not believe a
aroup tally to be necessary reganding motions 13 and 14.



Moreover, further conference action of 1991 offers what was thought, at
that time, to be an alternative to the Low-Cost Basic Text. That action is

reflected in the adoption of the following motion at WSC 1991:

It was M/S/W Jon T. (RSR, New Jersey) Pete C. (WSC H&I
Chairperson) “That the WSO, in conjunction with the WSC
Literature Committee, develop and publish for distribution to the
fellowship, “An Introductory Guide to Narcotics Anonymous”
consisting of only Conference-approved literature, as a low cost
inventory item. Price to be determined by the WSO BOD."

After some discussion and attempted amendments, the MOTION
was WITHDRAWN fo be presented in the new business session.

It was M/S/C Jon T. (RSR, New Jersey) Pete C. (WSC H&l
Chairperscn) “That the WSO, in conjunction with the WSC
Literature Committee compile and publish for distrbution to the
fellowship, “An Introductory Guide fo Narcotics Anonymous™
consisting of only Conference-approved literature, as a low cost
inventory tem. Price to be determined by the WSO BOD."
MOTION AS AMENDED WITH FRIENDLY AMENDMENT
CARRIED UNANIMOUSLY BY VOICE VOTE.

Yet, in spite of these definitive actions by the Word Service Conference,
the 1982 conference saw no fewer than three new motions requesting a
reduction in the price of our Basic Text. For example, 1992 WSC minutes

state:

It was M/SF Jim 8. (RSR, Southem Califomia)/Pat B. (RSR, New
Maxico), motion #49 "That the World Service Office Inc. reduce the
price of our Basic Text to its oniginal retail price ($8.00 U.S. dollars)
prior to the February 1, 1992 10% increase.” MOTION FAILED BY
VOICE VOTE , after the following:

It was M/S/F Jim 5. (RSR, Southem Califomia)/Bob F. (RSR,
MNarthern Hew.lﬂ'sey} “To commit o the WSO Board of Directors
g'nzn :Il:rnva motion.” MOTION FAILED BY ETAMDIHG VOTE: YES -

01

Similarly, amther regional motion attempted 1o achieve the same end during the

1892 WSC

It was M/S/ John R. (RSR, Indiana)/lim E. (RSR, Chicagoland)
motion #35 “That tha Word Service Conference send back to the
fellowship for consideration the following motion: That the WSO
produce a low cost version of the Basic Text, Narcotics
Anonymous, 5th Edition utilizing measures one, two, three, four
and five detailed in the 1981 W50 “Report Conceming the Motion
for a Low Cost Basic Text." Said motion to be included on the
1892119883 Conference Agenda Report, along with the above cited



measures from the 1981 report, for action at WSC 1993." MOTION
COMMITTED AS FOLLOWS:

ANMEND BY SUBSTITUTION: Substilute motion for motion #35: It
was M/S/ John R. (RSR, Indiana)/Carlos G. (RSR, Colorado) "That
the WSO impliment [sic] the proposal outlined in measure three of
the W30 1981 'Report Conceming the Motion for a Low Cost Basic
Teaxt,' which involves the reduction of the production standards and
costs in the softbound Basic Text, Narcotics Anonymous, 5th
Edition, and subsaquent publication in the mass market paperback
format at a retail price of six dollars and cents [$6.50].
SUBSTITUTE MOTION (AMENDMENT) MITTED AS
FOLLOWSE:

It was M/S/C John R. (RSR, Indiana)Bob F. (RSR, Northern New
Jersey) “To commit the two motions above to the WSO Board of
Directors. MOTION TO COMMIT CARRIED BY VOICE VOTE.

Once again, in 1895, the issue of the Low-Cost Basic Text arose on the
floor of the World service Conference. Minutes from the 1985 WSC state:

It was M/S Syvila [sic] B. RSR, Ontario Region/James M, RSR,
Ireland Region, Motion #25" "That the WSO make available to the
Fellawship, Book 1 of the Basic Text, in English, at the same price
as the French and Spanish versions.” MOTIOM #26 RULED OUT
OF ORDER by Michael M (WSC Vice Chairperson) due to five year
moratorium on Basic Text, after the following:

The decision of the chair was appealed and upheld by conference
participants BY VQICE VOTE.

The next straw poll indicated that the conference participants
objected to consideration of Motion #35 ("To have the WSO
produce and sell a $5.00 Baslc Text™).. ..

Similarly, during the 1996 WSC, motions were again made regarding the
creation of a Low-Cost Text:

It was M/SAY Sylvia Catherine B (RSR, Ontario Region) /George C
(RSR-A, Chesapeake/Potomac Region), Motion #13: “That the
WS0 make available to the fellowship Book One of the Basic Taxt
in lish in the same format and at the same price as the French
and ish language versions.”. MOTION RULED OUT OF
ORDER, afier the following:

Sylvia Catherine B (RSR, Ontario Region) requested to read a two-
page intent which was included in the March Conference Report,
Michael M (WSC Chairperson) ruled the request OUT OF ORDER

as he thought it excessive. Decision of the Chair was upheld hy A
SHOW OF MNDS.



Barth D. (RSR, Georgia Region) objected to consideration of the
motion due to the existing moratorium on any changes to the Basic
Text which will not expire until 1998. The chair requested the
opinion of the WSCLC as well as the WSTC about this issue. Both
committees indicated that they consider the Basic Text fo be one
book composed of two sections (also called books). The Chair
then ruled motion #13 out of order due to the moratorium. Sylvia
Catherine B (RSR, Ontaric Region) appealed the decision of the
chair, Decision of the Chair was upheld BY MAJORITY VOICE
VOTE. Rob A (RSR, British Columbia Region) requested that it ba
noted in the minutes that all RSRs from Canada voted to overrule
the chair's decision.

It was M/F Ephrain W (R5R, New Jersey Region) Motion #22:
“That the WSO create a new inventory item, the Introductory Basic
Text. The Introductory Basic Text would consist of all of Book One
of our current text. This would not affect the moratorium on our
current text. It would be a new inventory tem.” Michael M (WSC
Chairperson) ruled Mofion #22 OUT OF ORDER due fo the
previous decision about any changes that would effect [sic]
the maratorium on changes (o the Basic Text.

It was M/S/F Steve D (RSR, Tejas Bluebonnet Region)/James M
(RSR, Ireland Region) Motion #25 “To consider at WSC ‘08

directing the WSO to create an additional text on lower quality
paper, cheaper binding, or any other available method, including
omitting the personal stories if it is the only way o accomplish this.”
MOTION FAILED BY VOICE VOTE, after the following:

It was M/S/F Sandi S (RSR, South Florida Region)/David C (RSR-
A, British Columbia Region): "To move to commit Motion #25 to the
WSO Board of Directors.” MOTION TO COMMIT FAILED BY
VOICE VOTE.

The 19895 Annual Reporf summarizes the basic choice which the loss of
income resulting from a Low-Cost Basic Text presents the fellowship:

In the final anakysis, the World Service Office could cut facilities,
equipment, and personnel back to the point where we only print,
stock, and fill orders for existing NA literature. This would be a very
different kind of World Service Office than the one developed under
the fellowship's guidance since 1982. (57)

Our Basic Texis states: NA demonsiraled its maturity in 1972,
when a World Service Office (WS0O) was opened in Los Angeles.
The W3O has brought a sense of purpose fo the Feflowship. The
opening of the WSO brought sfabilty fo the growth of the
Fellowship. Today, there are recovering addicts in thousands of
mewtings across the Unileg Srates and in many foreign counines.



Today, the World Service Office fruly senes a woridwide
Fefiowship. We have kept to our purpose, whether it is stated in
the Temporary Working Guide o our Service Structure, in the Basic
Text, or in our Mission Statement as presented in the front of this
report. Our philosophy is simple: We are here to help insure that
the Fellowship of Narcotics Anonymous can continue to grow and
develop worldwide. In addition to providing a central production
and distribution point for our literature, we provide services aimed
at helping to maintain unity as we strive collectively to fulffill our
primary purpose as a fellowship. As the Basic Text and our by-
laws state, we serve you and we serve at your direction. We are
certain that whatever decisions you will make in this area will be
ones that serve the needs of our worldwide fellowship. (57)

In conclusion, we ask you to consider what you have read. We
believe that you will agree with us that there is an inherent value to
the services we provide to the fellowship as a whole and to world
services. We wish to be able to continue to provide these services,
?Brud} more, 1o you, however, we cannot do this without your help.



History of the WS0's “Prudent Reserve”

The history of the WS0's “prudent reserve” is somewhat misnamed, for the
WSO has never really had a “prudent reserve ™ Rather, the WSO has had, at
times, a fairly substantial “operating reserve,” which, as this history
demonstrates, was continuously depleted and replenished as circumstances
required and permitted. Nonethelass, the office has never achieved financial
stability in any lasting sense, but instead has been, for much of its existence,
perched upon the brink of financial disaster.

The April 28, 1988 Fellowship Report provides one of many tangible examples
as to why this is so. In that Report, Executive Director Bob Stone wrote:

it has been the policy of the WSO Board to accumulate a
reasonable prudent reserve. This was fully explained in the first
WSO Manager's Report presented two years ago. In that report a
projected prudent reserve of approximately three month's
operational expenses was set as the desired minimal level.

During 1985 the WS0 experienced a number of separate but large
expenditures which we were not able to accommodate from the
operational income during the months the expendilures were
necessary. Consequently it was necessary to utilize funds from the
reserve to cover these expenses. Additionally our overall cperating
expense level has risen and effectively squeezed out our ability to
retum those dollars to the reserve during 1985. We have had a
skight increase in monthly income in the first quarter of 1986 and
we have carefully minimized expenses wherever possible in order
to return funds to the reserve in 1986,

Some of those major expenses were for the public service
announcements produced just prior to the 1985 Conference at a
cosl [of] more than $30,000.00. Later in the year, acting to fuifill
the action by the Conference on medallions, an Initial inventory of
medallions was obtained. This expense of $20,000.00 was also
taken from the reserve. This expense occurred at the same time a
purchase was made of a typesetting machine which necessitated a
cumulative outlay of over $35,000.00. Ancther major factor was
the change in our inventory of copies of the Basic Text which was
necessary to accommodate purchases made by Hazelden and
Compcara.

We started 1985 with a reserve of $130,000.00, but after transfers
were made for the expenses noted above, we ended the year with
only $34,603.00.

A prudent reserve is still essential and clase scrutiny will be exertad
in order to continue to rebuild the resarve, | . .



Ifs clear that the office manager and the Board of Directors were sfill committed
to a course of action which would insure the WS0's ability to build and maintain
a prudent reserve. But the 1987 Fellowship Report indicates that, once again,
operating expenses for the office were such that they were not able to follow
through on their plan to betier secure the office’s financial stability:

It is not likely that the WSO will be in the position to increase the
amount put into savings as long as the WSO provides the current
level of support to the Conference. Consequently there must be
caneful scrutiny of WSC spending as this impacts the ability of the
WSO to save money and this impacts the long range financial
management of the W50. (1987 Fellowship Repoart 53).

Board of Director minutes from August 13, 1588, however, demonstrate a further

commitment on the part of the BOD to develop a definite strategy for the

development of a WSO prudent reserve. Those minutes, in fact. contain a

fnlwl Semvice Office Prudent Reserve Policy™ excerpts from which read as
WS —

Part One — A short term reserve shall be managed by the
Executive Director. This reserve shall retain an amount not to
exceed $50,000.00 in saving accounts. . . ."

Part Iwo: A long term reserve shall be managed at the direction of
the Board as a whole. This reserve shall be used when necessary
for general office expense, but emphasis shall be placed on
mmmmmmrmmmmmmmo

Part Three: A WSO building fund reserve shall be maintainad for
ﬂwpwmﬂmﬂﬂmhﬂshhﬂ&ammuﬂmwmmm
of WSO facilities. .

Adding to the Reserve: Money available for retenfion as part of
reserve funds that are in excess of Part One reserve shall
automatically be added to Part Two Reserve until the Part Two
reserve has accumulated one hondred thousand dollars
{$100,00.00). After the Part Two reserve has accumulated one
hundred thousand dollars ($100,000.00) addifional funds that
become available for commitment to long term reserve shall be
divided equally between Part Two and Part Three reserve. . . .

The Board's strategy seems to have begun to work by the time of the April, 1989
Fellowship report, which indicates that the office’s prudent reserve at that time
stood at about $240,000.00 (20), though this figure stil did not represent a
sufficient amount for aven one month's operation. However, readers of this
history will have already recalled that the 1989 Fellowship Report also had
bagun to ring the firgt waming signale that WED income from Hersture eales wae
leveling out, and that the office was in for hard financial times.
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This waming was borme out in the financial developments which occumed during
the 1988-1990 conference year, as the 1990 Fellowship Report indicated:

1. There was a substantial depletion of the funds held in
savings accounts. Funds kept in savings are intended for short
and long-term unusual expenditures, but especially when there is a
shortage of funds. Because WSO expenditures during the year
were greater than the income it was necessary to spend $142,190
from savings. We do not expect that the 1990 incomefexpense
balance will pemit retum of funds to savings accounts this year. In
the interim, the W50 continues to operate with a minimum prudent
reserve. It has bean necessary (o use more of the reserve since

the beginning of 1990. (2-3)

In fact, the 1991 BOD section of the Felflowship Report demonstrates the
damage which the 1990 WSO financial difficulties had upon the once-substantial
reserve;

For a number of years, the World Service Office had substantial
monetary reserves that cushioned us from fluctuations in the state
of the economy and value of the U.S. dollar. However, those
reserves, once amounting to about $250,000 U.S5., have been
reduced 1o about 550,000 lwday. Consequently, we now feal
economic and monetary fluctuations acutely and must make plans

ly. As we seak a balance in our revenue, the services we
provide will be subject to a more conservative financial planning
process. Until our reyenues stabilize, we may be forced to reduce
office operations™ (7).

The history of the WS0's “prudent reserve” thus continues under a misnomer;
the “prudent reserve” refermed to in the preceding reports and minutes was naver
really a prudent reserve. In point of fadl, the “reserve” which the offica has
agttempted (unsuccassfully) to build and maintain for the past fourteen years has
always funclioned as an operafing reserve. The important distinclion hera is
that, as most group treasurers know, a prudent resarve is money and resources
that are supposed to remain untouched, in case of an emergency the nature of
which would mean that the group would go under without tapping into the
resarve NeEsources.

*® |n keaping with thess intenfions, a mation 1o this effect was referred to the BOD at the 1381
WSC: It was MS/R Shannon L. (RSR, Tr-State)Ed D. (WSC Chairperson) “To refer to the
WED dedicate a portion of its income towand establishing & reserve fund, with a goal of 3750,000
over five years.” MOTION REFERRED as follows.

It was M/SIC Ed W. (RSR, Greater New York) Dan D. (RSR, Greater lllincis) “To commitirefer to
e WD Boserd of Direciors® MOTION TO REFER CARRIED BY VOICE VOTE
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The office’s reserve has functioned, on the other hand, as a reserve of resources
which are tapped in order 1o meet the everyday operating expenses of
maintaining the office's responsibilities. This notion of “operating reserve” is thus
different from the “prudent reserve,” insofar as the prudent reserve is supposad
never to be touched, except in case of a dire emergency, while the operating
reserve is continuousty depieted and replenished as circumstances require and
permit.

Once again, any member who has ever served as a group treasurer knows that
it's bad business to not have enough money to cover next menth's rent and
expenses on hand at all times. Yet that is exactly the situation which the office
has operated under sinca its inception (with a couple of short-lived exceptions).
In reality, the “reserve” which the office currently cperates from is estimated at
one and ona quarter (1 1/4) days.

Tha WS0's operating expenses (covering literature production and distribution,
salares, rent, and a host of other expenses both directly and indirectly related to
service provision on the WSC's and fellowship's behalf) runs at about $300,000
per month. On any given day, the WS0's “operating reserve” stands at about
$12,000. This is a recipe for. disaster, yet the history of the WSO's “Prudent
Reserve” demonstraies that, while the office management and the Board of
Directors has long recognized the indispensability of a true prudent reserve for
the WSO, they have never been able to make that reserve a reality.

* This statement in fact remains true. Action at the 1996 WSC once again refemed this issue i
the BOD: It was M/SIC Dean W (RSR, Upper Mid-West Region)yRob A (RSR, British Columbia
Region) Motion #84; *That the WSO establish an opersting reserve of 90 days. To be phased in
over 5 years.” MOTION REFERRED TO W30 BOARD OF DIRECTORS.

it was MS/C Dean W (RSR, Upper Mid-West Region)Rob A (RSR, British Columbia Reglen) *To
comimel Mobon #34 to the WSO Board of Directors.” MOTION TO COMMIT CARRIED BY VOICE
VOTE.
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History of the WSO Business Plan

Like the history of the WS0O's “prudent resarve,” the history of the WSO
Business Plan presents a situation in which WS0 management and the Board of
Directors have recognized for some time the indispensability of a long-term plan
which would identify the office’s priorities and provide a means by which to better
plan staff and financial resource allocations. In fact, the Board of Directors has
baan talking about the necessity for a Business Plan at least since 1588,

Unfortunately, while the Board has made consistent efforts toward developing
and implementing a long-term business plan, Conference priorities, until recentty,
have assumed precedence over the office’s ability to actually implement any plan
which the Board might have developed.

The good news, as this history reveals, is that the Board this past year has made
real strides toward the development and implamentation of a viable plan,

with a mission statement, as well as tangible and achievable goals. In
fact, part of the reason for the development of this history is to inform you about
the WSO's financial history so that we may move forward, tcgether, into the
Board's visions for where we need to be.

Once again, though, i's best to understand where we've been before we make
decisions about where to go. To that end, this section of this study examines the
history of the development of the W50 Business Plan.

The first “official” mention of the need for a plan to allow for a better allocation of
world service resources occurs in the April, 1988 Fellowship Report. In a section
titted “WSO Financial Crossroad,” Executive Director Bob Stone wrote:

The Office is unhappy to report the WSO has experienced a new
and undesirable event duning the past twelve months. This event is
where normal every day expense for office operation consumes
almost all the new income generated by expanding sales. Most
business aclivities amive at this situation for the same reasons we
have: low income ratio to production cost, inability to add significant
new inventory items, or support of excessive administrative
Sances.

Fart of the difficulty is that there did not exist a clearly established
master plan of what the Fellowship, and therefore WSO, was going
o do. Essentially, the issue is understanding and establishing
pricrities for Conference and WSO expenditures. Under the
cireumstances of the time, the WSO has done a reasonably good
job for the Fellowship. It seems appropriate now that NA. has
reached a level of stabilization that an evaluation be made to help
establish priorities for the future. This should be done with respect
to the situation described above for the WSO but also for the
Conference.



In order for this idea of an examination to have real value, it will
require flexibility in mind and spirt of the Conference and those
who paricipate in the effot. H{ would require a considerable
investment of Fellowship money, so making i worthwhile is
important. An important purpose of this would be to bring both
WSC and WSO efforts into a coordinated focus and evolve an
identifiable spiritual based practical plan for future spending.

While this passage refers as well to the implications of a world services
inventory, it is also one of the first mentions of the need for a coordinated plan
for world services activity in general. This concem is reiterated just a few
months after the publication of the 1988 Feflowship Report in Board of Director
minutes dated October 29, 1988:

The report shows that discounts and allowances are up quite a bit
and sales are up also. There was some concem about doing an
impact study of Offices, as well as studying discount policies.
Chuck brought up his concem of offices using discounts and how
that might affect the Conference finances.

Stone expounded on the need to do a goals and objective study for
all of NNA. He expressed concemn aboul the rise of regions
expenses in sending more members to the world workshops. The

question is: Whal is the effectiveness and value of these

expendituras. Thers B also the conoem about emberziement,
about frustration when it comes to ways money is used and the
loss of money by regional conventions. The conclusion was that
we need to keep an eye out for these problems and seek some
solutions. And o do a study on offices to examine tha overal
picture, -

A comprehensive financial management study will include the
impact of discounts by the World Service Office.
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In the Board's section of the 1980 Felowship Report, then-chair Donna Markus
raised the issue of the need for a long-term business plan once again when she

wrole:

For some time | have falt concem with how we (all of us) have
proceeded in providing services. Our heart has certainly besn in
the right placs, our intentions honorable; however, there has been
a failure to stop, evaluate, and plan with coordination, short- and
long-term goals and objectives, with financial and human resources
t{gﬁ}tﬂnmwmmammwwﬂmﬂ.

At last years Conference, | sensed that a large number of RSRs
and other trusted servants at the world service level were realizing
the need fo ‘inventory’ their service activities. It was my hope that
many of us would examine the work of owr own boards and



committees, not merely focusing on whether or not we are meeting
the mandates given us, but whether we are indeed serving the
needs of N.A in the best manner possible; whether the
meachanisms we have in place are accomplishing this, or perhaps
hindering this. . . .
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That 1989 Report continued, lamenting the fact that another year had gone by

without much progress toward the development of any sort of plan or
priaritization process:

What was recommended last year was that a study be completed
to help the Conference establish clearer priorities which then will
get translated into spending priorities for WS0. Although there was
serious consideration of this idea during the past six months, a
study has not been made. Clear priorities for spending fellowship
funds have not been established. (64)

In a section of the 1989 Fellowship Report titied "Fellowship Finances,” Bob
Stone wrote, outlining the difficulties with attempting the kind of study which the
Fellowship Report had discussed over the pravious two years:

For almost two years, in reports and Newsfine ariicles, | have
written about the management of money in N.A. and whalt it is used
for. Since last summer | have written about a comprehensive
financial analysia of Fellowship Finances. Within the limited
amount of time that could be devoted to this matter, research has
taken place conceming the information that is available to the
WS0. This project was really started three years ago at the
‘srugga:tiﬂnnfnmghnunmehmndmﬁmﬁmdﬂnpﬁmdh
ext.

The comprehensive study made in 1987 as a result of the motion,
caused WSO Board and staff to seriously re-evaluate the spanding
of WSO funds and eventually led to this years [sic] discussions
about priorities. Another result of the 1987 regional motion is a
continuing analysis of WSO accounting practices which has led to
substantial improvement. A by-product of all this discussion is the
desire to perform a stedy of money throughout the Fellowship.

A staff member was assigned to study the collection of minutes and
financial reports to determine if there was sufficient information
fram which to conduct a study. This preliminary analysis revealed
that nine regions had sent sufficient data (minutes andfor financial
reports) for 1988 from which a report could be prepared.

Several conclusions can be drawn from this study. Greater care
needs to be exercised in the recording and preparation of financial
reports for regions (and probably area committees also). Service
officas, convantions, and tha Confaranca aach have considerabla
impact on most regions. Greater care should be exercised
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concerning the security of funds to as to [sic] minimize the
possibility of funds being lost to misappropriation. (65-59)

As the reader of this history already knows, the years 1990 and 1991 were spent
by the Board and WSO management just trying to keep the office aflaat in the
face of declining Basic Text sales and increasing demands upon the office's
limited resources. Yet after the office had begun to tum the financial comner, in
the first quarter of June, 1881, the Board's focus retumed to the need for a
business plan. A letter to the Board of Direciors from the new Executive Direclor
Joe Gossett, dated June 18, 1981, reads:

Thank you for deciding to develop a Business Plan. | believe this
dugmmmwiihalpuahethuduﬁmwhumnmmd where we are
going.
Their focus renewed upon the necessity of a long-term business plan for the
WSO, WSO management and the Board of Directars once again informed the
fellowship in the 1892 Annual Report about their intentions to move forward with
the development of such a plan:

The final communications step taken by our board this year has
been to form a committee to prepare a long-tem development
program for the office. The committee is composed of one director
and trustee who work directly with the WSO executive director.
Initial development of the five-year plan began in June 1981 and
took more substantial shape following a combined world services
meeting heid last October. An outline describing the basis for the
business plan has been distributed to the WSO board and the WSB
forinput. Once a draft plan is finished, it will be distributed 1o both
boards and the WSC Administrative Commitiee for final review
before approval by the WSO Board of Directors. (5)

Concems with this issue continued in the 1992 Fellowship Report.

In 1991, we identified our need to create a lon business
development plan for the World Service Office. Funds and staff =
needed fo assist with such a project were both limited due to other
astablished priosities, but the project was continued through 1992
with most committee work done by phone. Two weekend meetings
took place involving the full WSO Business Plan Commitiee. . . .
Information developed by the business plan committee has already
been of value to the WE0 board, even though a final report has not
yet been published. . ..

The committee plans to complete the initial stages of plan
development in 1993 and to continue the planning process with
annual renewals thereafter. This committee's work has started a
process to use planning as one tool from which [sic] to build for the
future of NA's Word Sarvics Office (21-22)
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If anything, the hardships of 1990-1991 simply reinforced, in the Board's and the
WSO management’s minds, the dire necessity for a long-term business plan for
the office. Wishing to avoid repeating the near-disaster of the previous two years,
the Board and WSO management pressed forward with their intent to create a
business plan, as the 1992 Feflowship Report once again demonstrates:

The income and expense for the World Service Office has been a
roller coaster over the last several years, however . . . we appear to
have tumed the comer. We expect that the WS0 will continue to
gel financially stronger and take better of advantage of the more
efficient practices which have been adopted over the last two
years. There have been many lessons leamed by the WSO over
the last three years, none of which can be forgotten. The
devalopment of a five-year business plan will assist the WSO in
effectively planning to ensure that we do not forget these painful
years. (58)

Similarly, a memo from Anthony Edmondson, dated June 3, 1983, reiterates the
need for the plan's development, but, in light of the current world services
inventory, the plans progress would once again have to be delayed. 3Stll, one
can't help but hear a note of waming in his stopgap measure o regain some
small margin of reserve for the office's budget:

It seems to me that the business plan work neads to ba connected
io the process of inventory. As a result it seems that a delay in the
continuation of the specific work is necessary. Although we have
been trying to put money into savings over the last couple of weeks
it seems most appropriate o address this issue now, despite a
decision regarding the business plan work. | would fke to
recommend to the board that the board adopt as a policy a savings
target of 1.5% of the projecled Gross Profit in the budget. That
projects to approximately $37,500.00. By adopting this as a
reserve target, we will have at least taken a substantive step to
address the issue of virtually having no savings” (np).

The 1984 Annual Report reveals a continuing focus on the Board of Directors”
part upon the development of a business plan, yet continuaes to confront the
difficuities with developing such a plan:

Without vision, no organization can ever reach its full potential.
Without clear delineation of a widely accepted vision, we will pull in
may directions and be frusirated by our lack of progress. In
authorizing the planing process, the WSO Board of Directors has
initiated a new way for us to look at the future. The process of
building a unified vision and assembling the means to camy it out is
the purpose of a business plan.

stmtagm planning is never easy, it's even more difficult in a
consensus-orientated [sic] fellowship. Whan we fail to
plan, we create confusion and frustration. When we clearly see the
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need for planning but choose not to address that need, we suffer in
the long run. Our history has proven the need for planning.

By this time, however, the Board had begun to develop some pretty spedific
parameters which would need to be addressed by the prospective plan:

The purpose of the business plan is to provide an organizational
oveniew to special workers, the WSO rd of Directors, other
trusted servants, and the fellowship as a whole sufficient to serve
as an informational basis on which to build the future of the WSO.
This plan would seek to provide fiscal and managerial stability of
the WSO so that it can fulfill s service mission 1o the NA
Fellowship and the addict who still suffars, (5)

Some of the long-range planning arose from discussions about the
financial crisis the office experiencad from 1990 through 1992.
Long-range plans include a financial aspect so that the office would
not be caught in a similar financial position in the future. The
Management Team also worked on hiring additional staff and
making several staff reassignments. The Management Team
assessed interactions and expectations from the world service
boards and committees and began planning ‘integrated training’
that would include input from and participation by trusted servants.

All of this planning was meanl o build the necessary foundation to
ensure both fiscal and managerial stability for NA's Word Service
Office. Without these two key elements, the office would be unable
to fulfill ts mission. As the Management Team focused more
closely on the mission of the WSO, the vital need for a five-year
business plan bacame abundantly clear. (10)

By the time of the 1885 Annual Report, the Board was pleased to be able to
present the W30's mission statement and some concrete goals as the fruits of
their efforts to develop a business plan. As their report brings to light, however,
they recognized that one of the biggest difficulties s that many of our members
don't even really know what the WSO does, or who it actually serves:

some of what has come o light during the past year through
informal discussions and survey of our customers — intemnal and
exiemnal, those who buy literature and those who request service-
defivery, those at the local level as well as at the world level — is
that there are numerous questions about what the office is, what it
does, and who it serves” (Foreword).

Once again, part of the purpose of this history is to attempt to familiarize our
members with how we have amived at our current situation, as well as what the
WSO does, why it does those things, and how it pays for all the services it
provides.
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In any case, the Board of Directors did present the following mission staternent
for the WSO in the 1995 WSO Annual Report:

The mission of the World Service Office, Inc., is to provide the
mmmmnmnmhummgm:m
development of the Followship of Narcotics Anonymous
worldwide.

In support of this mission, the WSO is committed to the
following:

NA's philosophy and principles as contained in NA's Twelve
Stape, Twelve Traditions, Concepts of Service, and fellowship-
approved [Herature.

Fiscally sound and effective decision making.

Quality management, as defined as:

- a constant effort to strive for improvement;

- a commitment to remain a reliable, dependable, and stable
resource for our customers; and

- suitable facility and equipment,

Providing an environment of honesty, integrity, mutual trust,
and respect.

That Report also laid out the philosophy behind the Business Plan, the Mission
statement, and the Goals statement:

Long-term solutions for any business, including your World Saervice
Office, can usually be found in the development of a business plan
that lays out the goals of the organization and a strategy to
u:mmpllshthuﬁegnﬁh As mentioned in the board overview, the
business plan is a project that we have long believed to be crucal
to our continued growth and development and to our abiiity to fulfill
our mission. In preparing to move forwanrd with our business pilan,
we researched nol-for-profit organizations simitar to ours and found
that the problems we are facing, such as the tremendous increases
in the cost of raw materials that in tumn affect the cost o
merchandise, shrinking resources combined with a greater demand
for them, and working for and with a volunteer systemn that changes
frequently with only moderate continuity, did not make us unigue. . .
. While this was good news, what helpad us more was some of the
discussion about the steps others have taken fo address their
problems. Without exception, all said that the development of a
strategic plan in the form of a five-year business plan ands
implementing quality assurance programs were essential. (22)

The 1935 Fellowship Report also presented the Business Plan geoals. as
developed by the W50 management and the Board of Directors:
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In keeping with our mission and philosophy, we have developed
the following goals:

Develop and fully implement an office-wide quality assurance
program by 1999,

Establish and maintain an adequate operating reserve within the
next five years. (For now, we are looking at a ninaty-day reserve.
Also in this area is the need to look at altemative sources of
revenue for workd services).

Establish a set of standards for communication, both intermal and
extarnal, and set up goals for their accomplishment.

Research and develop a program for new product development
and an effective sales and marketing plan that would benefit both
the WSO and the end user.

Examine pemdlmﬂy, perhaps annually, various policies inchuding
pricing structure, sales policy, licensing, and other special
agreements.

Reduce the ratio nfp-amunntl and cost of merchandise expenses
to sales income (total income less dlﬁmuniﬂ by approximately two
parcent each within the next five years. (23)

* This list of goals was taken from the 1935 Annual Report. A more complete lkst of goals which
have been approved by the Board of Directors follows:

Goal Gre: Instiuie & quality assurance program at WSO

Objective: That all necessarny systems and fraining be fully integrabted by December, 1855,
Goal Two: To have a rinety day opergting reserve by 2001.

Objective: To establish and mantan an adequale operating resane.

Goal Three: By Decambear 31, 1985, to eslablish 2 set of standards for communication and
subsequently set new communication goals.

Objective: To establish communication standards to address the following cribcal issues:
Education and Training of Staff and Trusted Sarvants
Technology Flanning and Liilization

Relasonship of Management and

Relaticnship with Membership and Ssndice Strucheme

= Translations

Goal Four: Suggest (create) a process for new product development.

Objective: To develop an annual (three year) product developmant plan.

Goal Five: To identify resources to masat special needs by December 31, 1986,
Objective: Identfy special skilis and non financial resources nesded by WSO,

Goal She Develop a sales and marketing plan that benefits W3O and the end user, by
December 31, 1996.

Objective: Increase retention of eamings of WSO whilst improving senvices and literature
distribution 1o the end users of our ETatune,

- % & @
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The reader will notice that some of these goals are directly related to the
information in this financial history of the WS0. Items such as the establishment
of the operating reserve, the sales policy (including discount), the pricing policy,
and the licansing agreements are all treated here in this study.

The Board recognized the importance of establishing the history of these items,
not only for their own benefit, but also to better inform our membership about
some of the changes that will need to occur over the coming months and years,
if we are to insure the continued operation of the WSO and world services. The
imprudence of not developing this materal, and with it & comprehensive
business plan for the W50, i1s perhaps best summarized in a letter from Dan B, a
former Arizona RER who had been invited to be on the Business Plan
Committee back | 1992, In that letter, dated 24 August 1993, Dan wrota:

When the Basic Text and its various aditions came off the presses
for distributicn, there was no long range plan as to what to do with
the income and as to where N.A. was headed. The W.S.0. ended
up in the red. We now have the Just for Today meditation book
and It Works How and Why. Profits are starting to roll in and again,
there iz no plan in place on what to do with the income and as to
where N.A. was headad. This sounds like doing the same thing

Goal Seven: Reduce the ratio of personnel to 38% (40.2% current), cost of goods to 32% (34.8%
currant); parcent of total sples (Meomo loss dissounta) by 2001.

Objective: To set and attain efficiency goals for W20,

Goal Eight: By 1859, identify and develop additional revenue sources for world services that
emounts to 25% of operationsl expenses,

Objective: To broaden the revenus base for the comibined budget

Goal Mine: To develop a contingency plan to address a significant downtum in revenue, 7.5% or
greater,

Objective: To have a preamanged sirstegy that will protect WS0 in the event of the above
becoming roality

Goal Ten: Clearly dafine routing cperations of the WSO,

Objective: To identify fices costs of WSO operation in preparation for the development of a
unified world serices budgel



108

over and expecting different results. How long will this ‘run’ be
untd we end up in the red again? The "Just For Today' business
plan just doesnt get it anymore.

Dan's comments couldn’t be any clearer, or any more correct. If the WSO is to
avoid the near-disasters of the past, and all the while attempt to insure its
viability for the future, then defindte and deliberate decisions need lo be made
now to best guarantee our office’s long-term viability.

The purpose of this history has been to ket ourselves know how far we've come.
We have examined some of our office’s policies’ successes; we've also taken a
look at some of the less wise and prudent decisions over the years. If we are to
avoid making the samea mistakes in the future, we must leamn from our history.








