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Another tool that can help an area committee find its way out of “the policy

maze” is, simply, a moment’s reflection on NA’s primary purpose.

Unsophisticated as this may seem, it can be quite effective in solving some pretty

complex problems. Area committees exist primarily to help make NA groups

more effective in carrying the recovery message to the still-suffering addict. Area

committee services either:

􀂃 attract addicts to meetings,

􀂃 provide materials for use in meetings,

􀂃 conduct activities designed to strengthen meetings, or

􀂃 perform the administrative functions necessary to do these things.

When caught in a conflict for which there seems to be no resolution, an area

committee can stop, call for a moment of silence, and ask itself, “What does this

discussion have to do with carrying the message?”

A regularly updated log of area policy actions can be of tremendous help.

When confronted with a policy question, area committees can consult it to see

what decisions have already been made regarding it. The policy log makes it

unnecessary for area committees to rehash the same question over and over

and over again.

Hopefully, enough tools already exist to provide adequate guidance for the

work of most area committees: this chapter of A Guide to Local Services, the log

of area policy actions, the short-form rules of order appearing toward the end of

this guide, and the Twelve Concepts for NA Service. Some areas, though, will

want to develop their own area guidelines, giving specific directions to their

administrative officers and subcommittees. This will be the case particularly for

area committees whose subcommittees have substantial responsibilities. It’s

suggested that area committees give themselves some time to see what kinds of

needs for guidelines actually exist in their areas before beginning to draft their

own. An area committee equipped with a year or two of entries in the log of policy

actions will be in a better position to see what kind of guidelines ought to be

developed than an area committee trying to write guidelines during the

committee’s formation. You can get sample guidelines by writing to the World

Service Office. Areas who wish to prepare their own guidelines may wish to

appoint an ad hoc committee to adapt those sample guidelines to local needs.

It should be remembered that guidelines, rules of order, logs of policy actions,

and similar tools are designed to help keep things simple. If an area committee

finds these tools, instead, making things more complicated, time should be

scheduled during the sharing session to talk about it.

AREA INVENTORY

Some area committees set aside one day each year for conducting an area

service inventory. Why? For much the same reason as NA members do personal
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inventories: to stop, consider their actions and attitudes, and rededicate

themselves to their ideals. The area inventory considers three general topics:

1. How well has the area committee done this year at serving the groups, and

how can it better serve them in the coming year?

2. How well has the area committee served the larger community, and how can

the committee better serve the community-at-large?

3. How well has the area committee done at supporting NA’s regional and world

services? How can the area provide better support for these services?

A substantial amount of preparation is required on everyone’s part for an

effective area inventory. GSRs, officers, and subcommittees must take a

fearless, searching look at their work over the last year and come to the inventory

session prepared to review their roles on the committee. GSRs should spend

time with their groups considering what needs might be addressed by the area

committee in the next year and come to the inventory session with ideas in hand.

Officers and subcommittees should take the time to look at the make-up of the

larger community in which they live, ask themselves how NA could be more

effective in reaching out to that community, and be prepared to share their

thoughts with the entire area committee. And perhaps most importantly, all area

committee participants should make an extra effort to prepare themselves

spiritually to make the most of the area inventory meeting. Materials available

from your World Service Office may provide additional help, especially in

developing an agenda for your inventory session.

Having conducted an area inventory, many committees will come to the

conclusion that certain aspects of their work need to be altered. It should be

remembered that there is no one model for area service committees that will be

completely appropriate to all areas. A number of factors will affect the kinds of

services an area committee offers and the ways in which it offers them:

community size, number of meetings, availability of experienced NA members,

geography, local laws and customs, and other such considerations. What works

in a major metropolitan setting probably won’t work at all in a rural community.

What will work in any setting is an effort to maintain sensitivity to the needs of the

groups and the community. Each area committee will, to a great degree, have to

find its own way of effectively providing services to those groups and the larger

community of which those groups are a part.

Versatility is called for. Area committees in small or mid-sized communities

may see fit to combine the work of some subcommittees, while well-established

metropolitan committees might find themselves with a large number of highly

specialized subcommittees, each with its own specific focus. Given reasonable

consideration, an area committee should not be afraid to configure its services in

whatever way it sees fit so that it may help carry the NA message in the most

effective way possible.
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PARTICIPATION

Participation is a critical factor in delivering services at any level. Lagging

subcommittee participation and poor attendance at area committee meetings are

problems all area committees must address from time to time, particularly during

the annual inventory session. Sometimes the solutions to these problems are

simple and quick; more often, they require deliberate, extended attention.

An area that has few GSRs attending committee meetings or lacks support

for the work of its subcommittees probably has one or more of the following

problems:

􀂃 The area is new,

􀂃 The territory served by the ASC is sparsely populated,

􀂃 Committee meetings are run poorly,

􀂃 The committee, as it is run presently, is too large to allow for GSR

participation,

􀂃 Groups and members in the area are not sufficiently informed concerning the

role of the area committee and the kind of work being done by its

subcommittees,

􀂃 The services provided by the ASC are not meeting the needs of area

members or groups, or

􀂃 Members and groups are simply not interested in supporting area services.

Of these, the first two are generally the easiest to address. If a new area is

lacking in members available for service, the passage of time alone may well

provide a solution; the section later in this chapter, “Creating New Area

Committees,” discusses this further. And if an area committee serves a sparsely

populated territory, there are ways in which it can structure its services to match

its circumstances. More on this can be found later in this chapter under the

heading, “Area Committees in Rural Communities.” You can also write to the

World Service Office and ask for any relevant materials they may have on hand.

If one of the remaining problems is the case, an area committee can

determine which one it is by sending current committee participants out to the

groups, especially those groups who are not sending GSRs, and simply ask them

what they think.

When a meeting is poorly run or has too many participants, it is difficult for

any but the most outspoken to get a word in edgewise. Sometimes GSRs stop

attending their area meeting because it seems like a waste of time. If any of

these problems has pushed your area committee off track, there are a couple of

options you can try to set your ASC back on course. If your ASC is trying to serve

too many groups and committee meetings are so crowded they don’t allow most

GSRs an opportunity to participate, it may be time to consider dividing the area.

The next chapter of this guide talks about the ASC division process from start to

finish.
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Remember, though, that “too many groups” is a relative term. A poorly run

meeting, no matter how many people are taking part in it, always seems “too

large.” An ASC serving many groups may need nothing more than a leadership

tune-up to make its meetings run smoothly, allowing full participation by all

committee members. Review of the materials in this guide—especially this

chapter, the earlier chapter on the Twelve Concepts, and the short-form rules of

order appearing toward the end of this guide—can sharpen an ASC

chairperson’s focus on the content and process appropriate to area committee

meetings, helping the chair lead a more effective meeting. A variety of other

books about running meetings, available from many libraries and bookstores, can

also be consulted.

If local NA members are unaware of the kind of work being done by the area

committee, area officers can be asked to organize a service workshop. Such

workshops, creatively conducted, can present groups and members with options

for service of which they’d previously been unaware and spark their interest in

becoming a part of those services.

If the area committee is not currently providing services that meet the real

needs of local members or groups, such a workshop could serve as a

combination open forum and brainstorming session. Drawing from the

experience and insight of everyone who cares to be involved in the discussion,

such a forum could pinpoint inadequacies in current services and develop

directions for future services that better address the needs of the local NA

community.

Some NA groups will not be interested in taking part in area services, no

matter how effective and inviting they might be. These groups may feel that their

experienced members have more than enough to do with just supporting their

recovery meetings. It’s true that NA groups are responsible to support NA

services, but they are responsible first to conduct NA meetings. Our tradition of

group autonomy gives them the right to decide for themselves whether or not

they are able or willing to extend their support to the area committee. No matter

what they decide, the area committee has a responsibility to serve all the groups

in its service territory, regardless of whether or not a particular group has chosen

to participate in the work of the committee.

AREA BUDGETING

A budget helps an area committee be a better manager of the funds it

receives. The basic process for developing an area committee budget is pretty

simple; for your convenience, a budget worksheet has been included in the

Treasurer’s Handbook, available from your World Service Office. On a quarterly

or annual basis, administrative officers and subcommittee chairpersons present

their plans for the next work period along with estimates of how much that work

will cost. By comparing the projected work plans and expenses with income
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professionals in the area. During the sharing session, a variety of issues

pertaining to PI’s suggestion can be discussed: What’s the difference between

“energetic” PI work and outright promotion of NA? To what extent, if any, does

cooperation with the professional community border on the endorsement of

outside enterprises? And is this where the area wants to spend more money, or

are there other projects more deserving of immediate attention? No motions, no

calling of the question, no parliamentary inquiries—just a free exchange of ideas

among NA trusted servants producing greater understanding of directions in

which area services might head.

The sharing session is the appropriate time for members to exercise NA’s

Ninth and Tenth Concepts. These concepts remind us that our committees are

responsible to listen to all participants’ voices with respect and that all members

have a right to be heard. Minority opinions on committee business can be

expressed freely and clearly in the sharing session. And problems potentially

calling for the redress of a personal grievance on the part of a committee

member can be aired in an open, supportive atmosphere.

AREA COMMITTEES IN RURAL COMMUNITIES

In many rural towns, even after many years of existence, only one or two NA

groups may have formed. The distances between such towns and the relatively

few members available to serve may make it impractical for a rural area

committee to conduct any common services for its groups. It’s more usual in rural

areas for the individual groups themselves to administer what direct services

there are in each community. When the group has its business meeting,

members discuss not only the group’s recovery meeting but their collective

efforts to facilitate Twelfth Step work in the community. The group may get a post

office box to make it easier for people in the community to contact NA. The group

might even open its own telephone line with an answering machine offering

recorded information about the local NA meeting. One member might take

responsibility for ordering the group’s NA literature directly from the World

Service Office. The whole group may decide to get together one Saturday and

put NA fliers up around town. Regular group contacts with local magistrates,

social workers, physicians or health clinics, school counselors, and clergy can

help NA’s friends guide newcomers to the group’s meeting.

In some rural districts, groups join forces to form cooperative councils, called

“co-ops” for short. Representatives of groups within 50 kilometers (31 miles) of

one another in one corner of the area, for instance, might gather each month to

coordinate their H&I panels, community contact programs, social activities, and

common phoneline. If GSR travel to area committee meetings is burdensome—

say, if the ASC meets more than 100 kilometers (62 miles) away—they might

even select one of their members to represent the co-op each month on a

rotating basis.
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The following diagram shows such an area. The four northwestern groups

have formed Co-op #1 to run a phoneline and coordinate a weekly H&I panel at

the nearby county work farm. Co-op #1’s four GSRs take turns attending the area

committee’s monthly meetings. The five county seat groups in the southeast

have formed Co-op #2 to administer NA services in that small city. All five GSRs

from Co-op #2 attend the ASC meetings, which they host.

Rural area committee meetings often become mostly a sharing session.

Group service representatives discuss their groups’ progress with one another

and provide solutions to each other’s problems. Some rural areas conduct joint

activities—dances, speaker meetings, and workshops—to promote unity and

enhance their groups’ effectiveness. Many rural committees appoint individual

members as area resource contacts for particular fields of service whose job it is

to gather information on H&I, PI, or phonelines for other groups to use. Rural

area committee operations are simple, but the strength gathered from the unity

they provide is just as important as it is in a metropolitan setting.
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The new area committee might also consider focusing a considerable amount

of its attention on the study of NA’s Twelve Traditions and Twelve Concepts for

NA Service. An area committee that takes care to establish a firm foundation

before attempting to erect even a simple service structure will not be likely to

regret the time taken in doing so.

Once the new area committee has established a pattern of facilitating

communication among the groups and nurturing an understanding among its

members of the principles behind NA service, it will be ready to begin providing

simple direct services to the groups and the community. Fellowship gatherings—

learning forums, cooperative speaker meetings, dances, picnics, and the like—

require a minimum of organization yet can go a long way toward increasing unity

among the groups in the area. Meeting lists and posters distributed in the

community can help direct more addicts to more meetings. Direct services don’t

have to be grand, complicated, expensive enterprises to be effective in promoting

unity and carrying the recovery message. New area committees will do well to

start with simple projects.

There are a few more things a new area committee will want to keep in mind,

both in its initial formation and in its first few years of operation. First is the need

to share the workload, ensuring that no one person is burdened with most of the

area committee’s work. Not all NA members in the area will be interested in

serving on the area committee; most, in fact, will be satisfied to fulfill their primary

commitment to their groups, leaving the area service committee to others. But

those who are involved in the area committee should see to it that committee

work is divided evenly among them. A committee supported primarily by one

member is too vulnerable to collapse should that lone individual begin to suffer

from “trusted servant burnout” or become unavailable for some other reason. If

only a few members are involved in an area committee, they should consider

keeping their workload light rather than overreaching their capacity.

A second consideration for new area committees is the idea of making a

commitment to meet regularly—once a month, if possible. Most new committees

will be occupying themselves primarily with developing means of supporting

member-groups and the study of NA traditions and concepts of service. Those

agenda items require regular, concentrated attention as the area committee

establishes its foundation. A commitment to meet regularly, right from the start,

helps keep that need in the foreground.

Finally, the new area committee will greatly benefit from continued contact

with its regional service committee, with neighboring area committees, and in

some cases with groups and service committees in neighboring countries. Just

as individual addicts don’t often make it on their own, area committees can

greatly benefit from the shared experience, strength, and hope of those who’ve

gone before them. None of us has to do it alone—not anymore.
