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I.
INTRODUCTION


The Inter-American Commission of Women is an inter-American agency for the defense of women’s rights.  Throughout its history, it has made immense efforts to promote those rights, and has made a significant contribution toward building consensus for the design of strategies aimed at improving the status and condition of women.

In its early days, the Commission played a major role in the struggle to win voting rights for women, through its interventions in national and international debate on the issue.  Its contribution to analysis of the legal status of women has been invaluable, as has the support it has provided to the launching of women’s organizations throughout the hemisphere, by serving as a forum for coordinating the struggle to achieve greater levels of equality.

The promotion and adoption of the Inter-American Conventions on the Nationality of Women, on the Civil Rights of Women, and on the Granting of Political Rights to Women, and in particular the Convention on the Prevention, Punishment, and Eradication of Violence against Women are significant milestones in the efforts to advance the status of women. 

The Action Plans of the CIM – the Regional Plan of Action for the Decade of Women in America; Full and Equal Participation for the Year 2000;  Full and Equal Participation of Women in Politics, and the Strategic Plan of Action of the Inter-American Commission of Women – represent important contributions to formulating strategies and actions to meet the challenges involved in bringing about substantive improvement in the status and condition of women and in promoting gender equity.  These plans bespeak the outstanding ability of the CIM to respond to the needs arising from the rapid pace of change in the world, and in particular, changes in the status of women in the Americas.

All of these actions and initiatives of the CIM have taken place within a framework for promoting political debate on the condition of women in the Americas, and for achieving consensus in formulating guidelines.

It is clear that the CIM has played an outstanding role in the workings of women’s institutions and agencies within the inter-American and world systems, a role that now needs to be preserved and expanded through new initiatives that will allow it to be a proactive political body, with a sound technical foundation.

These are the challenges and demands facing the Commission, in light of the changes in the international context, characterized by growing globalization and economic interdependence, shifting structures of world power, advances in the field of communications, and the advances that have been made in the status of women.  At present, gender equity is a constant issue on the agenda of international conferences.  At the same time, worldwide and inter-American organizations have given new substance to the issue by creating units and offices devoted to promoting policies, programs and projects for improving the condition of women and to reducing the gender gap in all spheres of life.  This is the context in which the CIM is being called upon to undertake a process of capacity building and strengthening, so that it can maintain its position as an essential and irreplaceable partner in developing and formulating strategies on behalf of the women of the Americas.

We are certain that the time is ripe for such a process of rethinking and innovation. On the institutional front, the OAS is engaged in modernizing and renewing itself.  The third plenary session of the OAS General Assembly, in considering the “Modernization of the OAS and Renewal of the Inter-American System” (AG/Res. 1603 (XVII-O/98), resolved “to establish a Special Joint Working Group of the Permanent Council and the Inter-American Council for Integral Development (…) for the purpose of identifying the aspects with regard to which it is necessary to foster and intensify the process of strengthening and modernizing the OAS by defining strategies, procedures, and concrete actions with a view to promoting a comprehensive renewal of the inter-American system”.

In particular, this thrust towards renewal extends to the CIM, as noted in the resolution on Status of Women in the Americas and Strengthening the Inter-American Commission of Women (AG/Res. 1592 (XXVIII-O/98), which recommends that the Permanent Council “continue its efforts to help strengthen the CIM so that it may fully attain its objectives and execute its activities, and to encourage the ongoing attention and political support of the member states in the areas of promoting rights and opportunities for women, and incorporating a gender equity focus at every level, within the OAS and other entities of the inter-American system”.

The CIM thus faces some major challenges, for which it will need to renew itself with all the vigor that has characterized its past successes.  This will likely mean undertaking further efforts, in addition to those made to date, that over the medium term will allow the CIM to occupy a larger space within the inter-American sphere, and enable it to play a stronger leadership role in formulating consensus-based strategies for achieving greater equity in the relations between women and men, not only within the OAS but in the member states as well.

II.
OBJECTIVES AND METHODOLOGICAL SCOPE OF THIS REPORT

The general objective of this report is to launch a process of strengthening for the Inter-American Commission of Women.

The specific objective is to draw up a Plan of Operations for the institutional strengthening of the CIM, aimed at formulating proposals and action plans for strengthening its operational capacity:  strengthening its capacity for management, programming, institutional administration, designing policies and strategies, formulating projects, and inter-institutional articulation and coordination.

The report presented here is the result of a process of gathering information from various sources, and applying diverse research methodologies, with the following objectives:

· Collecting technical, political and legal background to achieve a closer understanding of the specific place of the CIM within the OAS framework.

· Identifying views that are likely to have the greatest impact on the process about to be launched, by establishing contact with individual members of the CIM and of other institutions.

· Analyzing the current strengths and weaknesses of the CIM.

In the first place, documentary research was carried out within the CIM and the OAS, in order to establish more clearly the historic and structural setting of the CIM.

In collecting information on perceptions of the CIM, interviews were held with key individuals in the OAS and other agencies, to sound out opinions or proposals on the Commission and the future prospects for strengthening joint work between the Commission and other agencies and units, as well as exploring new fields of endeavor.

In the course of this work, interviews were held with the Chief of Staff of the Secretary General of the OAS, Mr. Ricardo Avila, the Assistant Secretary General, Ambassador Christopher Thomas, the Executive Secretary of the Inter-American Council for Integral Development (CIDI), Mr. Leonel Zúñiga, the Executive Coordinator of the Unit for the Promotion for Democracy (UPD), Mrs. Elizabeth Spehar, the Executive Secretary of the Inter-American Drug Abuse Control Commission (CICAD), Mr. David Beal, and the Principal Specialist for Human Resources, Mrs. Leslie Zark.

Although the transcripts of those interviews are not reproduced in this report, the results were of great use in guiding the research, and above all in visualizing the feasibility of the proposals formulated here.

At the same time, interviews were conducted with the staff of the Permanent Secretariat, to explore their problems, achievements, needs and proposals for carrying out their work.  But, beyond the contributions derived from these interviews, the chance to work closely with these people for a period of almost two weeks and to observe the operations of the Permanent Secretariat, has made it possible to develop an on-the-spot understanding of the strengths and weaknesses of the Commission in carrying out its objectives.  During this period we were in permanent contact through informal conversations and formal meetings with the Executive Secretariat, with experts and administrative officials, all of whom devoted much of their valuable time to answering questions, explaining operating norms, and supplying the information requested.

On the basis of all the information compiled, we were able to identify the most critical aspects for preparing a plan of operations, focusing in particular on:

a)  Identifying and defining the institutional structure of the CIM, so as to determine the regulations, policies and the institutional context that influence its operations, and in this way to be able to define the existing working framework.

b)  Identifying the strengths and weaknesses of the CIM in terms of its physical and human resources, technical skills, organizational structure, managerial capacity, administrative abilities and financial situation.

c)  Once the critical aspects relating to the plan of operations were determined, we examined alternative solutions for overcoming the weaknesses detected and alternatives for dealing with the negative situational impacts.

d) Finally, we defined needs for technical assistance in carrying out the recommendations for strengthening the CIM institutionally, identifying the scope and content of a strategy for institutional strengthening, needs for consulting services, and preparing terms of reference for each of the major aspects or phases of such work.

III.
DIAGNOSIS OF THE CURRENT SITUATION OF THE INTER-AMERICAN COMMISSION OF WOMEN (CIM)

1.
Nature, Objectives and Functions 

1.1
Nature

The Inter-American Commission of Women (CIM) is a permanent inter-American specialized organization.  As such, it has full technical autonomy within the context of the recommendations of the General Assembly and the Councils of the Organization of American States.

1.2
Objective

The purpose of the Commission is to promote and protect women's rights, and to support  the member States in their efforts to ensure full access to civil, political, economic, social, and cultural rights that will make possible equal participation by women in all aspects of society, so that women and men will share fully and equally in the benefits of development and in responsibility for the future.

1.3
Functions

To achieves these objectives, the CIM has set for itself various functions, as described below:

a)  To formulate strategies and propose solutions aimed at transforming the roles of men and women in all spheres of public and private life to those of two beings of equal worth, equally responsible for the fate of humanity.

b) To propose solutions and to urge governments to take all appropriate measures to remove barriers to full and equal participation by women in the civil, economic, social,                        cultural, and political spheres of society.

c) To identify through appropriate means the areas in which it is necessary to step up the integral participation of women in the economic, political, social, and cultural development of peoples.

d) To promote, mobilize, train, and organize women to achieve their equal participation in the process of planning and executing development programs, with the means necessary to bring about such participation.

e) To promote access by women and girls to education and training programs, paying particular attention to the situation of women in the labor force and in disadvantaged sectors.

f) To urge governments to comply with such provisions as apply to them, approved by specialized inter‑American or international conferences, the General Assembly of the OAS, and the Assembly of the CIM, that are designed to resolve women’s problems, and in particular to eliminate all forms of discrimination.

g) To serve as an advisory body to the OAS and its organs in all matters related to the women of the hemisphere and in any other matters on which they may consult it.

h) To establish close ties of cooperation with those inter‑American organizations, world organizations and public and private agencies whose activities affect women.

i) To report to the General Assembly of the OAS on all aspects of the status of women in the Hemisphere, on progress made in this field, as well as on problems that ought to be considered, and to submit to the governments of the member states those recommendations that are aimed at solving problems related to women's status in the countries of the region.

j)  To encourage the adoption or reform of legislative measures necessary to eliminate all forms of discrimination against women.

1.4
Structure

a) The Commission is composed of one Principal Delegate for each member state of the OAS, appointed by her government.

b) The Assembly of Delegates is the supreme organ of the Commission and as such, establishes its policy and prepares its biennial program of activities

c) The Executive Committee, composed of the President, the Vice President and the Principal or Alternate Delegates of the five countries elected by the assembly, adopts the measures necessary to carry out pertinent recommendations of the General Assembly and the OAS, as well as decisions of the Assembly of Delegates;  studies and approves the annual work program and the proposed program‑budget of the Commission, and takes decisions on matters that require urgent resolution.

d)  The President, elected by the Principal Delegates for a term of two years, is invested with full authority to direct the activities of he Commission and to represent it.

e)  The National Committees of Cooperation work with the Principal Delegate in carrying out and promoting the objectives of the Commission in each of the member states.  Each Committee has a Board of Directors, which is headed by the Principal Delegate.

f)  The Permanent Secretariat of the Commission is governed by the pertinent provisions of the Statutes and Regulations of the Commission, and by the Agreement between the General Secretariat and the Commission;  it carries out the administrative and executive functions of the CIM.  It must have a technical staff specialized in planning and programming, research, group work and other aspects, as required by the program’s objectives.

g)  The Executive Secretary of the Commission is the head of the Permanent Secretariat, carries out the administrative and executive functions of the Commission, and is responsible for its operations to the President and the Executive Committee, and to the Secretary General of the OAS.  She is appointed by the Secretary General of the OAS, in consultation with the CIM.

2.  Analysis of the Nature and Objectives of the CIM

The statement of the Commission’s objectives is sufficiently broad to cover every kind of activity and initiative aimed at promoting, protecting and giving exercise to the rights of women, and fostering equality of opportunity between women and men in all fields.  In this context, the CIM has carried out numerous activities and has formulated strategies that have had a profound impact on the status and condition of women.

The statement of objectives, however, does not make explicit reference to the qualities that distinguish it from other organizations and institutions that deal with women’s issues.

The importance of stating the CIM’s objectives in a clear and comprehensive manner lies in the fact that, in this way, the Commission defines what it is and what it aspires to be, both within the OAS and in its dealings with governments, with other institutions involved with women’s issues, with civil society, and with its current or potential partners.  As well, it serves as a guide for action, because it is sufficiently explicit to exclude certain activities, and sufficiently broad to allow for creative growth.

In this respect, it is important to give some thought to the objectives of the Inter-American Commission of Women, in terms of its mission statement, i.e. to ensure that it expresses the raison d’être of the CIM, that it formulates a lasting purpose that distinguishes and differentiates the Commission from other institutions of the inter-American and world systems that deal with the issues of women and gender equity, and that it offers a framework for evaluating the Commission’s present and future activities, and for identifying it as a mechanism whereby governments can make commitments to cooperate among themselves, and with civil society, in dealing with women’s issues at the hemispheric level.

If the CIM is to fulfill these expectations, its role and functions will need to be strengthened.  In this respect, the following roles stand out in particular:

a)  Deliberative, through which member states can build consensus, establish priorities, and exchange information on women’s issues, thereby stimulating cooperation among states and encouraging governments to enter into agreements and commitments.

The deliberative function involves not only consultation, discussion and debate on women’s issues and problems, but also the identification and development of strategies and ideas for addressing new issues.

b)  Technical, as an agency that provides member states with the information, research, analysis, monitoring, evaluation and coordination necessary to guide them in taking decisions and reaching agreements.

The deliberative role is performed by the Assembly of Delegates.  However, there is no clear definition of the technical function, nor is provision specifically made to support the CIM’s capacity to provide effective coordination, by equipping it with a staff that is technically competent in the formulation and development of programs and strategies.
3.  Analysis of the functions and structure of the CIM

For purposes of analysis, we have grouped the CIM’s functions according to their nature, and present them below in a table that relates these with the functions assigned to each of its structural components, as stipulated in the Regulations and the Statutes of the Commission.

                                    Function
Responsible
Instrument

A Policy



Formulating strategies and proposing solutions for transforming the roles of men and women in all spheres
National Committees of Cooperation
Regulations, Chapter XIII, Art. 61(a)

Encouraging governments to fulfill the commitments undertaken by inter-American or international specialized conferences, the OAS General Assembly and the CIM, aimed at resolving women’s problems, in particular the elimination of all forms of discrimination.
Delegates
Regulations, Chapter IV, Art. 6(d)

Submitting recommendations to member state governments for resolving problems relating to the condition of women in countries of the hemisphere.
Delegates
Chapter IV, Art. 6 (d, e, f)

Function
Responsible
Instrument

B.  Technical



To identify through appropriate means the areas in which it is necessary to step up the integral participation of women in the economic, political, social, and cultural development of peoples.
National Committees of Cooperation
Regulations, Chapter XIII, Art. 61 (b)

To serve as an advisory body to the OAS and its organs in all matters related to the women of the hemisphere and in any other matters on which they may consult it.
No responsibility apparent
Statutes, Chapter VI, Art. 20 (m)

Regulations, Chapter XVII, Art. 68 (1)

To report regularly to the General Assembly of the OAS on the principal activities of the Commission
President

Permanent Secretary
Statutes, Chapter VI, Art. 19 (m)

To report to the General Assembly of the OAS on all aspects of the status of women in the Hemisphere, on progress made in this field, as well as on problems that ought to be considered
President

Permanent Secretary
Regulations, Chapter XVII, Art. 68 (I)

C.  Advancement of women in specific areas



To promote, mobilize, train, and organize women to achieve their equal participation in the process of planning and executing development programs, with the means necessary to bring about such participation
National Committees of Cooperation

Delegates
Regulations, Chapter XIII, Art. 61 (c )

Regulations, Chapter IV, Art. 62

To encourage the adoption or reform of legislative measures necessary to eliminate all forms of discrimination against women
National Committees of Cooperation

Delegates
Regulations, Chapter XIII, Art. 61

To promote access by women and girls to education and training programs, paying particular attention to the situation of women in the labor force and in disadvantaged sectors
National Committees of Cooperation
Regulations, Chapter XIII, Art. 61 (f)

D.  Inter-institutional coordination



To establish close ties of cooperation with those inter‑American organizations, world organizations and public and private agencies whose activities affect women
National Committees of Cooperation, through the Principal Delegates
Regulations, Chapter XIII, Art. 61 (h)

D.  [sic] Administrative and executive



No description of this function
Permanent secretariat
Statutes, Chapter VIII, Art. 25

The structure of the Inter-American Commission of Women is adequate to the functions established by its Statutes and its Regulations, and for carrying out its objectives.  Each of the various functions is covered by one of the components of the structure.

However, there are weaknesses apparent in putting these functions into practice, particularly when it come to the National Committees of Coordination.

3.1
The National Committees of Coordination

According to the table shown here, the policy and technical functions and those related with the advancement of women in specific areas are supposed to be carried out nearly entirely by the Delegates, with the support of the National Committees of Cooperation.

According to document CIM/CD/doc. 26/95, the survey that was directed at Principal Delegates with a view to assessing the status of the National Committees of Cooperation in the various countries drew responses from the Delegates of 16 countries.  Of these, only four reported that the local CIM National Committee of Cooperation was in existence, and of these, only two had statutes, and one had been endowed with a legal personality and state support.  The remaining 12 replies were negative, reporting in nine cases that the functions of the National Committee of Cooperation were performed by government entities and agencies responsible for promoting the advancement of women.

In percentage terms, responses were received from the Delegates of 50% of member countries, and of those, 23.5% had a National Committee of Cooperation, while 76.5% did not.

Consequently, according to the structure, the Statutes and the Regulations of the CIM, a considerable portion of the Commission’s functions relies on a component of the structure that has marked functional weaknesses.  It is important to note, as well, that only 50% of Principal Delegates responded to this survey, which leads to the assumption that in the remaining countries there is no operational National Committee of Cooperation.

The non-existence or functional weakness of the National Committees of Cooperation adds to the burden on the Delegates, and means that they have no basis of technical and operational support in carrying out their functions. Those functions include: identifying areas of action, formulating strategies, preparing and submitting timely reports; fulfilling the tasks of promoting women’s rights, designing programs, acting as a consultative body for their respective governments and coordinating action with governmental women’s bodies and national and international organizations involved with women’s issues; executing the decisions of the Assembly and the Executive Committee; and serving as a link with their respective governments to enlist their participation and publicize activities.

Naturally, a list of activities (which is far from exhaustive) such as that provided here is very difficult to accomplish, and consequently many of them are not carried out, or fall short of the quality required, even in countries where the functions of the Committee of Cooperation are performed by government agencies responsible for the advancement of women.  While in these cases some of the Commission’s needs are perhaps being met, it is not at all clear that these agencies have the financial and above all the human resources to allocate to their work, in a way that would really allow them to substitute for the role assigned to the National Committees of Cooperation by the juridical instruments of the CIM.

Currently, the attention being paid to the issues of gender and women within international agencies places great demands on their technical resources, for identifying areas of work, and for designing strategies, programs and projects aimed at enhancing the status and condition of women in all spheres of society.  This specialized technical basis must be considered carefully by the CIM, if it is not to lose its position as protagonist in these issues.

The existence of the National Committees of Cooperation is one of the strengths and assets that the CIM has in its dealings with other agencies, both in the inter-American system and internationally, since it provides the possibility of expanding its radius of activity in collecting, analyzing and disseminating information on the status of women in the hemisphere, and in urging their respective governments to comply with resolutions of the OAS, and of the CIM in particular, while at the same time serving as mechanisms of dissemination for the CIM in its role of promoting consensus on women’s issues throughout the Americas.

For this reason, the Commission should undertake, as one of its priority measures, to reactivate the National Committees of Cooperation, so that it can make use of them as channels of information and influence in member states.

Delegates should step up their efforts to obtain the resources necessary for the operation of these Committees, both from their respective governments and from other public or private sources.

It is also essential to bear in mind that, in setting up the National Committees of Cooperation, a balance needs to be stuck between the political and technical qualifications of their members, in order to ensure that they can properly fulfill their functions, and that they can work together with the Principal Delegates in each country in promoting the Commission’s goals and purposes, and encouraging women to take an ever broader part in the development of their countries.

3.2
The Permanent Secretariat

The Permanent Secretariat plays an important role in preparing materials and in organizing the Assemblies of Delegates and meetings of the Executive Committee, in fulfillment of the administrative and executive function that was originally assigned to it.

This administrative and executive role includes such activities as preparing and conducting the Assemblies, sending out notices, writing minutes and reports on activities, drafting the proposed program-budget, and providing documentation and information needed by the President in the exercise of her functions of supervision and representation.

Nonetheless, in practice the Secretariat has increasingly been taking on a technical function, which does not appear clearly defined in its duties, and consequently it does not have a structure suitable for such purposes.  This component of the structure performs functions that require a high level of technical qualification, such as preparing documents, designing strategies, identifying needs, planning, preparing proposals, providing advisory services, offering technical support for the presentation of projects, designing materials and identifying funds, etc.

The Permanent Secretariat is currently composed of:

a)  the Executive Secretary (D1)

b)  a Principal Specialist (P4)

c)  a Senior Administrative Specialist (P3)

d)  a Specialist (P2)

e)  a Consultant 

f)  a Principal Secretary (G)

g)  an Administrative Technician (F).

During the interviews about the tasks that each of these persons performed, it became clear that there is overlap between the technical and the administrative areas.  There is no clear specialization:  instead, everyone performs various functions.  Moreover, the assignment of duties that is to prevail in the Permanent Secretariat as of May 1, 1998, allocates projects, activities and the division of subregions to the four professionals, yet only the job description for the Principal Specialist specifies the planning of activities, projects and the development of strategies.  As to the others, there is no clear logic in their assignments, so that one person, for example, is responsible for Projects and Activities with CARICOM, while the Caribbean Subregion has been assigned to someone else.

This situation is viewed by the members of the Permanent Secretariat as a source of confusion, and in many cases as leading to the duplication of functions and the misdirecting of information.  For her part, the current Executive Secretary of the Commission is fully aware of the difficulties arising from this internal organization, as well as of the shortcomings analyzed in this report, and she has confirmed, during our interviews, that priority must be given to a reorganization and redistribution of duties, on the basis of the existing job descriptions and/or amendments thereto as needed in order to ensure more efficient and effective management within the Permanent Secretariat.

In analyzing the duties and functions as contained in the job description, we find that they are clearly defined in those documents, but that this is not reflected in practice.  Taken together as a whole, the descriptions of duties should meet the technical and administrative needs of the Permanent Secretariat.  Yet the burden of work of a technical kind has resulted in scattering both technical and administrative functions among all of the Permanent Secretariat’s staff, even when this is not called for in their respective job descriptions.

It is important to note that the description of duties of the principal specialist in reality covers all of the tasks that, from the strictly technical point of view, the entire Permanent Secretariat should be expected to perform (developing programs, proposals, preparing reports and financing proposals, analyzing trends in the advancement of women, etc.), which suggests that there is a significant shortage of specialized personnel in such areas as research, analysis and formulation of programs and projects with a gender focus.  It is likely that this concentration of functions within one job arose from the need to undertake new responsibilities in response to the Commission’s operational requirements, and in light of the difficulty in obtaining funding for new appointments.

One common denominator that emerged from the interviews was the lack of easy communication with Delegates and the difficulty faced in obtaining the input from member countries that is needed in the preparation of materials.  As noted above, this situation stems from the operational weakness of the National Committees of Cooperation and/or the problems relating to the various agencies for the advancement of women that have substituted for this function in the respective member countries.

We find, then, that there is a dysfunction in two components of the CIM structure, which should be providing solid support to the Commission’s tasks so that it can play a proactive role in women’s issues in the Americas, make the CIM more visible, and ensure that commitments are put into effect.  On one hand, the National Committees of Cooperation are unable to deliver the necessary support to the Principal Delegates, while the Delegates, on the other hand, are not in a position to supply the Permanent Secretariat with the input it needs to fulfill its task of processing and distributing a steady flow of information.

What this means is that the tasks that should be performed by the National Committees of Cooperation have had to be taken over by the Permanent Secretariat, which does not have the technical staff needed to carry out such functions, nor does it receive sufficient input from the member states, for the reasons already explained.  All of this hampers the Commission in achieving its objectives, and acts to the detriment of the Commission’s image within the OAS, and in the eyes of governments and national and international partners.

The Permanent Secretariat of the CIM needs to be upgraded in terms of its quality, productivity and expertise.  What is needed is a small but efficient and productive Secretariat.  To this end, a strict review of the duties of the Permanent Secretariat should be undertaken, on the basis of which duties should be restructured and reassigned to a newly-created team of experts, with a clear separation between technical and administrative tasks.

As we pointed out above, the deliberative role is focused on the Assembly of Delegates;  the technical role should lie squarely with the Permanent Secretariat, with input from the National Committees of Cooperation.  To this end, it is essential to separate the Secretariat’s administrative and executive role from its technical role.

In this way, the role of the Executive Secretary would be strengthened by putting the Permanent Secretariat in a position to provide more solid support, so that she can step up her efforts at coordination and communication within the OAS and beyond.

There is an urgent need to delineate clearly the areas of work that should be performed within the Permanent Secretariat, such as:

a)
Research

b)
Formulating policies, programs and projects

c)
Coordination within the institutions and with other institutions

d)
Preparation of forums, Assemblies and meetings in general

e)
Administration and budget.

Each of these areas of work should be delimited and the responsible persons identified, and they should be incorporated into an organization chart that will establish the functions and divisions of the Permanent Secretariat.

It is important to note that there is an excellent disposition on the part of the Executive Secretary, and of all the members of the staff, in favor of undertaking a reorganization of the Permanent Secretariat.

Since developing a professional body of experts will take time, and will require the availability of permanent resources, we recommend that consideration be given to contracting experts on a temporary basis, and that an innovative approach be taken in assigning new human resources, such as seeking support from government experts and/or other international institutions on a temporary exchange basis, or setting up secondment arrangements with other national and international agencies.

4.  CIM coordination with the OAS

The CIM, as a specialized organization dealing with women’s issues within the OAS, has a very important role to play, both from the point of view of avoiding duplication of efforts with other areas of the Organization, by working together cooperatively in the implementation of joint initiatives, and in developing a strategy for incorporating the gender component into the workings of the OAS.  This role should make it possible to multiply and reinforce the Commission’s impact on the status and condition of women, by ensuring that all initiatives, policies, programs and projects of the Organization incorporate an analysis of the differential effects that they may have on women and on men.

In reviewing the relevant resolutions of the OAS General Assemblies, we find that there is a favorable background of provisions for meeting these objectives.

In 1986, the OAS General Assembly requested that the strategies and objectives contained in the Plan of Action of the Inter-American Commission of Women for “Full and Equal Participation of Women by the Year 2000” be incorporated into the forward programming of organs, agencies and entities of the inter-American system, and that suitable mechanisms and procedures be established for the ongoing examination and evaluation of programs, in coordination with the CIM (AG/Res. 829 (XVI-O/86).  That resolution provided, moreover, for including the item “Full and Equal Participation of Women by the Year 2000” on the agenda of future regular sessions of the General Assembly for consideration beginning in 1988, and continuing every two years thereafter until the year 2000.

In 1988, instructions were given to the General Secretariat that, in the instruments for evaluating programs and projects, suitable indicators should be included for measuring the impact of those activities on women, and on their incorporation into the development process (AG/Res. 933 (XVIII-O/88), an instruction that was reiterated in 1990 (AG.Res, 1061 (XX-O/90).  In 1992, the Secretary General was asked to invite the Inter-American Commission of Women to provide all organs, agencies and entities of the inter-American System with a conceptual framework to facilitate the evaluation, within their respective areas of competence, of the execution of strategies and goals for achieving full and equal participation of women by the year 2000.

In a similar vein, the resolution on “Cooperation within the Inter-American System to ensure Full and Equal Participation of Women in the Process of Development” (AG/Res. 1422 (XXVI-O/96) urged the Secretary General “to establish the mechanisms required to ensure proper coordination, when necessary, between the various areas of the General Secretariat and the Executive Secretariat of the CIM regarding women's issues”.

In 1998, the General Assembly noted “that the mechanisms and procedures necessary for full incorporation, as part of the programming, strategies, and objectives for achieving full and equal participation of women by the year 2000, have not yet been established in all areas”, and resolved “to ask the Secretary General to establish suitable mechanisms to evaluate the inclusion of the gender issue in the programs and projects carried out by the General Secretariat”.  (AG/Res. 1588 (XXVII-O/98).

Similarly, in December 1997, the General Secretariat submitted a document for the consideration of member countries in the follow-up group to the Summit of the Americas, in which it proposed promoting equality for women through the OAS, as a multilateral political forum on matters of public policy.

The Secretary General of the Organization stated in a speech to the Inaugural Session of the Inter-American Consultative Meeting of the CIM, in February 1998, that the OAS will seek to strengthen its financial and human resources and to foster greater cooperation between the CIM and other areas of the General Secretariat, and recognized that, because the advancement of women is so important for the development of economies and of democracy in our hemisphere, it is essential that the gender perspective be incorporated into all activities, initiatives and programs, in all areas of the Organization.

These initiatives give promise of an enormous potential for ensuring the adoption of gender equity as a central focus of the inter-American system, and in particular within the Organization of American States.  All of these resolutions and declarations demonstrate that there is a favorable disposition to incorporate the gender issue in all sectors within the OAS.  Nevertheless, there does not appear to be a consistent and sustained strategy on the part of the CIM for seizing this opportunity, or for providing any effective monitoring of compliance with the various mandates in this regard.

We recognize that the objective of incorporating the gender focus into the Organization’s initiatives and activities cannot be achieved overnight: indeed, it will not be an easy task to insert gender content into agencies and organizations that are used to performing their job in the traditional way.  Nor can we doubt that the effort will encounter a degree of resistance, because of the lack of awareness and sensitization among staff members.

The creation of a working group – the Gender Task Force – within the OAS might have offered a possibility for beginning to meet these objectives:  yet it has currently been disbanded.  This group played a useful role in efforts to incorporate gender issues, and in particular to put together procedures for the prevention and treatment of sexual harassment, pursuant to Executive Order No. 95-07.

Such efforts should be directed at dealing with women’s participation and gender equity as an integral part of all OAS operations, rather than as just an isolated component.  This will mean bringing in gender considerations at the beginning of the project cycle, in the programming process, while projects are still being shaped, and ensuring that projects are monitored and evaluated from the viewpoint of analyzing their impact on the gender gap.

The CIM should develop a strategy towards specialized agencies and units of the OAS itself, to ensure that the gender perspective is incorporated into the Organization.  In this respect, it will not be enough merely to evaluate projects and programs to see whether a gender analysis was built into them a posteriori. What is needed is to encourage such analysis beforehand, in the planning stage, so as to ensure that all activities of the Organization will be subject to prior analysis of their differential impact on men and women.  For example, in the proposals of the Inter-American Council for Integral Development (CIDI) there is reference to equality of opportunity as one of the elements to be incorporated.  Yet the CIM has designed no strategy to ensure that a gender gap analysis is included in the design, implementation and evaluation of programs and projects.

A 1993 study
 found that the way an international organization responds to introduction of the gender issue depends to a critical extent on the efforts of female staff members, in institutions that enjoy a relatively high degree of independence and in which objectives and procedures are at least moderately consistent with the gender issue.  External pressure from interest groups can also play a helpful role, but, as the study notes, “the extent of the change will depend on the efforts of promoters of the policies to demonstrate the link between the issue and the institution’s goals and procedures”.

The conditions discussed above can be said to exist for the Inter-American Commission of Women at the present time.  As a result of our interviews within the OAS, we can say as well that there is a ready willingness to build a permanent relationship of mutual cooperation between the CIM and other bodies and units.

For this reason, we propose that the CIM adopt measures to activate this powerful mechanism within the OAS, and seek viable ways to take advantage of currently favorable conditions within the Organization, in coordination with the Permanent Council.

In this respect, we recommend designing initiatives that will raise the profile of the CIM within the Organization, giving permanent visibility to its activities, and soliciting information on actions taken in other agencies.

At the same time, as a first step, we recommend launching a sensitization campaign on the issue, and providing training on how to incorporate the gender perspective, aimed at all persons responsible for planning and preparing OAS programs.

The CIM could create a focal point, such as convening regular high-level meetings with other bodies, as a forum for launching action within the Organization, and for encouraging joint programming of activities so as to avoid duplication and reinforce performance for the Organization as a whole, and for the CIM in particular.

All of the foregoing considerations point, once again, to the need to strengthen the technical basis of the CIM.  If we return to the table of functions and structures, we see that the function “serving as an advisory body to the OAS and its organs in all matters related to the women of the hemisphere and in any other matters on which they may consult it” is not explicitly covered by any component of the structure.

This function has implications that go well beyond the simple delivery and receipt of information by the Permanent Secretariat.  It involves the design of a strategy for coordination within the Organization, and developing activities for sensitization, training and taking a proactive role within the OAS.  It implies, therefore, redefining the role of the Permanent Secretariat with a view to strengthening its technical capacity to carry out its mandates.

5.
Inter-institutional coordination by the CIM
At the present time, as a result of the process of globalization, there is a greater need than ever for cooperation with different national and international agencies and with NGOs when it comes to formulating policies and designing multilateral programs and projects for the advancement of women.

In this respect, the CIM has developed a standing relationship with institutions and agencies of the inter-American system, and at the regional and world levels, for carrying out joint activities.

Nevertheless, expanding women’s units in most institutions will call for a proactive strategy and positioning on the part of the CIM, so that it can play a lead role in concert with those agencies.  The Commission should in fact give careful thought to planning the role that its various structural components can play in fostering coordination with other agencies of the inter-American system and the world that work with the topic of women in development and gender equity.

The foregoing implies acquiring greater knowledge of the activities of each institution, its policies, programs and projects, so as to draw up a proposal for an ongoing relationship, based on full awareness of the fields where a common approach might be taken.  It also means intensifying the search for funding for activities undertaken by the CIM.

To this end, a strategy for international and national action needs to be developed with worldwide and regional agencies and with NGOs.

The CIM, as a specialized agency of the OAS, has a number of assets that it can draw upon to support its activities in this respect.

The General Assembly’s resolution on “Cooperation within the Inter-American System to ensure full and equal participation by women in the development process” (AG/Res. 1422 (XXVI-O/96) decided to invite the organs, agencies, and entities of the inter-American system to work with the CIM by drawing up joint action programs within their respective spheres.

The Permanent Council, at its meeting of November 20, 1997, created an informal mechanism for coordination and study of the “Status of Women in the Americas,” in order to “support the design of policies, rules of law, and activities to strengthen the role of women at the national and international levels, and to respond to the need for the organs, agencies, and entities of the inter-American system to coordinate their programs and activities effectively so as to complement one another’s work appropriately and prevent unnecessary duplication, thus maximizing the use of human, technological, and economic resources” (quoted in AG/Res. 1592 (XXVIII-O/98), “Status of Women in the Americas and Strengthening of the CIM”)

This coordination mechanism is intended to ensure the political backing of member states for the issue of gender equity.  It is also intended to place the OAS in a position of leading an inter-American process to put these objectives into effect.  The role of the CIM, as a specialized technical and advisory body of the OAS, is therefore fundamental to this initiative.

The Coordinator presented a report to the Permanent Council in May, 1998, pointing out that there is no coordination of the work begin carried out within the inter-American system or within the OAS, and that there has never been a meeting to bring together the various inter-American agencies, nor any inter-governmental meeting of representatives on women’s issues to draw up strategies for implementing the CIM’s Strategic Plan of Action and the accords reached at the Summits of the Americas.

That report was an excellent initiative, and yet the coordination role of the CIM needs to be pursued proactively, since this is its field of action within the OAS.  The CIM must seize the opportunity to develop a role that gives it profile and visibility.

Otherwise, we may find ourselves facing the paradox of an inter-American women’s forum led by the OAS, without the presence of the CIM.

IV.
CONCLUSIONS

1.
The Inter-American Commission of Women is an inter-American agency for the defense of women’s rights and for building consensus on the design of strategies aimed at improving the status and condition of women.

2.
It has played an important role among women’s institutions and agencies within the inter-American and world systems, which should be preserved and strengthened by promoting initiatives that will allow it to be more proactive as a political body with a strong technical foundation.

3.
To this end, it must begin to strengthen its deliberative functions, so as to reinforce its consensus building capacity, by exchanging information on the status of women in the Americas, identifying and developing strategies for addressing new issues, and encouraging cooperation among states and promoting agreements and commitments among governments.  At the same time, it must strengthen its technical role, so that it can fulfill the task of providing member states with the information, research, analysis, monitoring, evaluation and coordination needed for taking decisions and reaching agreements in their deliberations.

4.
The present is an excellent moment for undertaking a process of strengthening the CIM, since it coincides with the process of modernization and renewal on which the OAS itself is launched.

5.
Within the CIM, there is considerable enthusiasm for reform, on the part of the President, the Delegates and the Permanent Secretariat, headed by its Executive Secretary.

6.
Strengthening the CIM will require designing activities relating to various dimensions of its structure, with actions that will be mutually complementary and reinforcing.

7. The first dimension is to strengthen the national level, through the creation and/or reinforcement of the National Committees of Cooperation, which are rarely operational and in general have been replaced in their duties by governmental women’s agencies in each country. These agencies do not always have the human and financial resources needed to support all of the functions that have been assigned to the Committees by the juridical instruments of the Commission.

8.
What is needed in the first place is action by the OAS to confirm member states’ intention to fulfill their commitment to set up and maintain these organizations, which are so vital to the Commission’s work.  In the second place, there is a need for material support that will allow the Principal Delegates to work more actively with their respective governments to create and sustain these committees.

9.
The second dimension is to strengthen the Commission’s Permanent Secretariat, by broadening its technical basis, through contracts, secondments and other mechanisms in order to build up a solid basis for creating and processing the information needed to enhance the Commission’s deliberative role.

10.
It is also important to equip the Permanent Secretariat with better management methods and to provide training for its staff in specialized techniques for optimizing performance of their duties.

11.
A third dimension of strengthening the CIM has to do with raising its profile within the OAS, so as to avoid duplication of efforts with other entities or areas of the Organization, and above all, so as to build a gender focus into all OAS activities, consistent with the various resolutions and statements that have declared this to be a goal.

12.
The fourth dimension involves the Commission’s inter-institutional relations.  In particular, if the CIM is to foster coordination with other women’s entities in the inter-American system from the vantage point of the OAS, it must first be made more visible within the OAS.

V.
PROPOSALS FOR DEVELOPING A PLAN OF OPERATIONS FOR INSTITUTIONAL STRENGTHENING OF THE CIM

On the basis of the above analysis, we have identified 5 basic and inter-related components that should serve as the focal points of a Plan of Operations for the institutional strengthening of the CIM.

1.
ESTABLISHING A MISSION, PLANNING AND LINES OF ACTION

This is an essential first step in the process of strengthening the CIM.  We propose that a participatory strategic planning workshop should be held, with the President, the Principal Delegates and the Permanent Secretariat.

Objectives:

a)
To define the mission of the CIM as a specialized agency of the OAS dealing with women’s issues and gender equity.

b)
To delimit the CIM’s field of action:

· Within the OAS

· With respect to other world and regional agencies

· With multilateral financial agencies

· With NGOs and other organizations.

c)
To draw up operational strategies and a plan of activities for the next biennium.

d)
To establish lines of action and identify responsibilities and performance indicators.

Activity:

Contract specialists in strategic planning, to hold a two-day workshop involving all the structures of the CIM.

Expected output:

a)
The CIM establishes its mission, and marks out its field of action within the OAS and with its partners.

b)
Strategies are designed, consistent with this function.

c)
A plan of activities for the next biennium is prepared, containing the major lines of action and identifying the responsibilities of each structural component.

d)
A set of performance indicators is at hand for each line of action and activity under the plan.

2.
STRENGTHENING AT THE COUNTRY LEVEL

Objectives:

a)
To facilitate the work of the Principal Delegates in their respective countries, by fostering the creation or strengthening of the National Committees of Cooperation.

b)
To equip the Principal Delegates with support tools in the performance of their tasks.

c)
To facilitate the exchange of information among Principal Delegates and between them and the Permanent secretariat.

Activities:

a)
Request the Permanent Council to urge governments to fulfill the mandates calling for creation and maintenance of National Committees of Cooperation, under the terms stipulated in the juridical instruments of the CIM.

b)
Contract experts (with government contributions) to carry out national studies such as specific analyses of issues identified by the Commission as priorities, or on other issues of interest, as determined by the Principal Delegate together with the National Committee of Cooperation.

c)
Create and sustain an international information network linking the Delegates to each other and to the Permanent Secretariat.

Expected output:

a)
The National Committees of Cooperation are operational, with government support for their maintenance, and are providing support to the Principal Delegates in carrying out their duties.

b)
The Principal Delegates are provided with information from studies, as support to their work in priority areas.

c)
The Principal Delegates and the Permanent Secretariat are linked via an information network, and the system receives timely input from each of its terminals.

3. TECHNICAL, ORGANIZATIONAL AND MANAGERIAL STRENGTHENING

Objectives:

a)
Identify the technical needs of the Permanent Secretariat.

b)
Expand the technical staffing base of the Permanent Secretariat.

c)
Generate and process information flows from and to the member states.

d)
Enhance the role of the CIM in designing, executing, monitoring and evaluating policies, programs, projects and initiatives.

e)
Generate the capacity to provide follow-up and monitoring of OAS resolutions and Summit decisions relating to women.

f)
Raise the profile of the CIM within the OAS.

Activities:

a)
Hold an internal workshop to establish the needs of the Permanent Secretariat, in terms of human, financial and infrastructure resources and to prepare a short, medium and long-term plan of activities for implementation.

b)
Design, propose and negotiate the contracting of temporary personnel with the characteristics and requirements identified.

c)
Design, propose and negotiate secondment arrangements with other organizations and institutions of the inter-American system and with experts lent by the member states.

d)
Training workshop in the formulation, execution, monitoring and evaluation of programs and projects from a gender perspective.

e)
Management training workshop, for developing an analytical view of management, through the use of indicators.

f)
Negotiation workshop.

Activities d), e) and f) could be carried out as a joint effort with other women’s institutions, with cofinancing from the IDB, the World Bank or other sources.

Output:

a)
The Permanent Secretariat enhances its technical personnel with qualified experts in issues defined as priorities.

b)
The technical staff of the Permanent Secretariat improves its capacity to formulate, monitor and evaluate policies, programs and projects from the gender perspective.

c)
The Permanent Secretariat increases its capacity to negotiate resources within the OAS, and with other agencies.

d)
The technical staff of the Permanent Secretariat acquires the ability to undertake permanent monitoring of OAS resolutions and Summit decisions on women’s issues.

e)
The Permanent Secretariat provides timely and high-quality information to member states that so request for strengthening their efforts at the national level.

4.
DESIGN OF STRATEGIES FOR INTRA- AND INTER-INSTITUTIONAL COORDINATION

Objectives:

a)
To identify the areas of activity of the various specialized agencies and units of the OAS and of multilateral and regional agencies and cooperative bodies.

b)
To design coordination strategies for the CIM with specialized agencies and units of the OAS and with multilateral and regional agencies and cooperative bodies.

c)
To expand the CIM’s proactive potential and allow it to undertake joint actions over the short, medium and long term with its potential partners within and beyond the OAS.

d)
To sensitize and train key officials within the Organization in the preparation and evaluation of programs and projects with a gender focus, so as to instill in them the concept of gender as a critical factor in the promotion of sustainable, equitable and effective development.

Activities:

a)
Contract an expert to undertake a study to investigate and identify the areas of action of the specialized agencies and units of the OAS and of multilateral and regional agencies and cooperative bodies, so as to come up with a strategy of possible joint activities that the CIM might undertake with potential partners within and beyond the OAS.

b)
Contract and/or hold a workshop on integrating gender considerations into programs and projects.

c)
Design and implement a sensitization campaign for key officials on incorporating the gender focus within the OAS.

d)
Prepare plans for holding events such as forums and seminars among agencies of the inter-American system.

Output:

a)
The gender component is gradually incorporated into OAS activities.

b)
The CIM is recognized as leader of the hemispheric forum for women.

5.
COMMUNICATION AND INSTITUTIONAL IMAGE

Objectives:

a)
To build and project an institutional image.

b)
To provide direction and training in preparing flyers, posters, publications and a newsletter.

Activities:

a)
Contract experts to define communications needs, the agents involved, and to define a communications strategy for the CIM.

b) Advice, direction and training in preparing flyers, posters, publications and a CIM newsletter.

Expected output:

The CIM raises its profile and visibility with a clear and consistent strategy of dissemination at the international and national level.

VI.
MOBILIZATION OF FUNDING

Many of the activities listed here could be undertaken in cooperation with other agencies, such as the IDB or the World Bank, which are already dealing with similar issues in their own activities.  Negotiations to this end should be undertaken in the near future.

Other activities, as noted in the respective descriptions, could be subject to various forms of financing that do not necessarily imply a burden on the CIM budget.
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