Proposal on Organisational Structure of GCAP post-2007

Prepared by
IFT Support Team under the guidance of GCAP Future Structure Task Group

(Incorporating Comments from
National Coalitions and other GCAP Constituencies)
Draft 28  November 2007
DRAFT
At the GCAP global meeting in Montevideo on 3-5 May 2007, it was decided that GCAP would continue to operate at least till 2015. With the decision, the Future Structure Task Group was formed and mandated to come up with recommendations on the future structure to be discussed at the GCAP International Facilitation Team and the larger constituencies of GCAP for review and endorsement. With this mandate, the Group started its deliberations and hereby submit its proposal for comments. Please see Appendix 1 for Guiding Principles and Appendix 2 for the members of the Future Structure Task Group.
There are five sections in this document. Section I describes the work and process followed by the Task Group thus far; Section II lays out the basic understanding and the overarching philosophy of the new structure; Section III spells out our proposal of the overall structure; Section IV highlights some key considerations in the new structure; and Section V discusses a way forward in finalizing the proposed structure.

I. Process thus far: 

The structure group was formed in Montevideo meeting and mandated to come up with recommendations on the future structure to be discussed at the GCAP International Facilitation Team and the larger constituencies of GCAP for review and endorsement. With this mandate, the Group started its deliberations and submitted a draft proposal after a rigorous, inclusive and democratic consultative process that was stretched over 5 months (from May – early October 2007). 

Following is an account of the process followed thus far:

May to June

1. After the Montevideo (MV) meeting, the Task Group held weekly or semi-weekly tele calls (the total number of tele calls till September amounted to 12). The group in is initial meetings examined pros and cons of different structural options as discussed in Montevideo and set the criteria for the host organization and discussed various aspects of the structural formation. 

2. From the outset the group agreed to adhere to the guiding principles defined in MV meeting and the structure options discussed at the meeting, including the basic adherence to the spirit of the straw poll which preferred the structure Option # 2 (as agreed by 54% members in MV meeting).

3. After some deliberations the group sharpened the pros and cons of different structural options. The group also developed the criteria and process of selection of another host organization (and invited offers or options from group members and also circulated the note through IFT members.).
July to August

4. After due consultations the group also decided to conduct a broad based survey from national coalitions on further examining and seeking opinions on those aspects of the future organizational structures that were important. The questionnaire included the components:

· Composition and role of GENERAL ASSEMBLY: membership criteria and process

· HOST organizations criteria, and options, 

· Regional AND SUB-REGIONAL STRUCTURES: compositions and roles of regional and sub-regional structures, 

· FINANCING: role of GCAP Funders’ Group , how should the financing of GCAP be handled? Options of formation of “fundraising and fund allocation committee” 
The questionnaire was sent to more than 106 country coalitions, partners and constituency groups for opinion. 19 comments received before the deadline and the opinion reflected on those comments was synthesized and presented to the structure group for further discussion and analysis. 

5. At this stage the group also identified and engaged an external resource person, (Dr. Rajesh Tandon), for advice and facilitation of process from external angle. 

6. At this point of time, the group requested IFT to give the group more time to complete its deliberations. At the same time, because of the limitation of telecalls and email exchanges to deal with the complexity of the assignment, the group decided to hold a face-to-face meeting. Due to a budget constraint, we decided to invite one representative from each region as well as one from each constituency group (feminists, children & youth, workers) and INGOs. We also invited one representative from the Funders’ Group for the second day. A Co-chair and relevant members of the IFT support team were convened as well.
7. Prior to the face-to-face meeting:

· The questionnaire results were compiled with 19 responses (see Appendix 5). 

· Also, some members of the structure group prepared specific proposals under the light of discussions held thus far and opinion received from coalitions.
· In response to the call for host organization, included in the questionnaire to all GCAP constituency, GCAP Portugal clearly expressed its interest to host GCAP Global Secretariat. The "Future Structure Taskforce" considered this candidature is not fulfilling the criteria that GCAP Global Secretariat must be "Southern-based", as agreed in Montevideo. GCAP India also mentioned the possibility of hosting the GCAP Global Secretariat, but no official offer has been received
· We also looked for models in other global civil society campaigns and coalitions and the documents were circulated to the participants that include descriptions of Global Campaign for Education, World Social Forum, International Gay and Lesbian Association and International People’s Health Council. 
8. On 29-30 August 2007, the Group met for a two-day face-to-face meeting in Oxford, UK. The Group’s member list in Appendix 2 indicates who participated in the face-to-face meeting. During the meeting the group discussed: 
a. the mandate of MV meeting, 

b. issues and challenges brought by the IFT support team and other constituency groups, 

c. analyzed the result of survey from coalitions, 

d. reviewed the proposals received from members

e. Worked on those findings in small groups

f. Prepared the final recommendations for review

9. At the meeting it was agreed that all the members of the group have dual responsibility of reflecting views of the constituencies they represent but also to familiarize and sensitize their regions and constituency groups about the discussions and recommendations of the group.

September to October

10. At this point the group felt the nature of recommendations is such that those should be sent to national coalitions for another round of comments and suggestions. 

11. The draft proposal was submitted to all the regions and national coalitions on October 4th with a note to submit detailed comments by October 31st. 

12. During this time at least in three regional face to face meetings the highlights of the proposal were presented and the opinion from the members were gathered and consolidated in the report.
13. By October 31st following opinions were received form 18 coalitions, constituency and regional groups. 
November

14. IFT support team consolidated the comments and suggestions received from members in the original draft and submitted to structure group for final review before it is sent to IFT.
15. Strcuture group reviewed the revised draft of the proposal document under the light of all the comments and suggestions received from national coalitions, regional groups, constituency groups and co-chairs. Necessary amendments were also suggested in the document. 24 hour time was given for members to further add comments or suggest wordings for the document. The comments received from members were again incorporated in the document and circuated to the members of the task group for final review and signoff to be sent to IFT.
16. On November 12th IFT support team sent the document to IFT members along with all the comments received thus far and a detailed process description. IFT in its monthly telecall on November 15th finally reviewed and document and with some amendments provisionally approved the proposal pending comments from Africa and Middle East. 

17. The proposal, with amendments was sent to IFT members from Africa and Middle East. Till November 23rd deadline comments from 2 memebrs of GCAP Africa and 1 from Middle east were received. Those comments were then incorporated in the document. 
18. For the structure group as well as the IFT support team the process was intense and challenging. Throughout the process the team and the structure group tried to consult, examine opinions, check and double check recommendations, critically analyse opinions, debate and develop consensus at all stages. All along we kept in mind the guiding principles and the mandate of the MV meeting and interests of the coalitions in mind.

I. Basic understanding

Throughout the work, the Group has tackled with the challenging task of fulfilling the mandate of the Montevideo Guiding Principles with regard to the relationship among national, regional and global structures. We have refined and fine-tuned the relationship as well as the elements of these structures as follows.

National Coalitions

	· Within the agreed declarations of GCAP, the national coalitions are the primary building blocks of GCAP and the base for our, action and cooperation.

· All efforts need to be made to strengthen national coalitions. This includes the work of INGOs and constituency-based groups (such as feminists, youths and workers) and they should facilitate effective action at the national level.

· National coalitions must have a genuine and democratic planning and decision-making process and broad-based and inclusive constituency. They must also have the capacity to do policy advocacy, mass mobilisation, and other actions to drive change.


|

Regional Structure

	Regional structure fulfils the two important and interrelated functions;

· Facilitate capacity building and offer solutions to the national coalition’s needs and demands for strengthening systems and mechanisms. 
· Regional governance mechanism sets regional action plans with regional secretariats acting as the implementing body. This may also include taking actions to influence regional political structures.
· The national coalitions of each region may constitute Regional governance mechanisms and regional working structures.  These must articulate with the global governance mechanism and working structures. Regional specificities determine the links of accountability and mandating between a Regional Governance structure and its corresponding regional secretariat. Together with national coalitions of the region, they implement regional action plans.
· Regional secretariats ensure that global actions are informed by substantive interactions with national coalitions.  They will also support national coalitions in their respective regions, by sharing with them experiences and agendas of national coalitions in other regions.  




|

Global Structure

	Clear global structure will facilitate action and cooperation at the national and regional levels. It will also facilitate global actions at international political moments. Global work adds value to the GCAP work because of:

· Aggregation of various national and regional level GCAP activities for greater impact and global solidarity.
· Provide support and facilitate to national coalitions and regional groups to strengthen their coalition systems, campaign capacity and resource base.
· On-the-ground activities carrying the GCAP brand gets attention of international political instruments such as the G8 summits, UN summits, IFIs meetings, etc. Global resource mobilization and consolidation of global workplans.

· International coordination of national/regional actions
· Constituency secretariats ensure that global actions are informed by substantive interactions with national and regional coalitions.  They will also support national coalitions by sharing with them inputs, experiences and agendas of constituency group.  




We also paid careful attention to the following principles as laid out in Montevideo:

· That the structure needs to secure mutual accountability and transparency, as well as clarity on decision-making, roles and responsibilities between levels and at all levels;

· That the structure needs to facilitate good communications between levels and at each level;

· That gender equity and regional representation in all our structures must be paramount;

· That there needs to be language capabilities in the structure that guarantee timely translation into the GCAP languages (English, French, Portuguese, Spanish, Arabic); and,

· That the structure needs to be flexible and light so that GCAP is able to act and react quickly.

II. Proposal

At the Montevideo meeting, the majority of participants expressed by the straw poll results and general discussion their preference for the non-formal, non-legal global structure for GCAP. Our understanding is that it is primarily based on their general assessment that GCAP’s strength lies in its diversity, spontaneity, political strength and leadership, dynamism and flexibility and that legal registration would work against maintaining and furthering this very strength.


We started our work with keen awareness and attention to these sentiments and were respectful of them throughout our discussions and deliberations. Furthermore, we understand that this general sentiment was underscored by the results of the questionnaire. At the same time, we have come to recognize that the current structure needs gradually to evolve to make GCAP on the whole stronger, more democratic and more sustainable as an effective and impact-oriented anti-poverty global campaign led by civil society. Now that GCAP has decided to continue at least till 2015 and possibly longer, it is apt for us to consider this structural question with a long-term view.


With this perspective, we would like to raise three points that have implications to the legal registration question at the global level.

(1) Accountability system

We view the current GCAP structure as having weaknesses in its accountability system at various levels. On the global level, it revolves around the hosting question as described below but overall, we see the need to balance upholding the open and flexible structure as presently subscribed by GCAP, while still strengthening a transparent system in which accountability is clear among all parties for all activities. Although we do not deem it necessary to substantially alter the nature of GCAP’s structure to promote accountability, we see a basic need for GCAP’s structure at this time of organizational evolution to push for greater accountability.  

(2) Hosting

CIVICUS, the current host of GCAP IFT support team, expressed in its May 2007 board meeting that it would be willing to house the team after the end of 2007. However, this hosting structure is bound to produce tension and conflict, not because of this particular host organization, but because of the hosting relationship in general. First, although the support team is accountable to the IFT from the GCAP perspective, it is also formally accountable to the CIVICUS board and management, as it is also a program of CIVICUS, with its staff hired and finance managed by the organization. This certainly blurs the accountability of GCAP at the global level, particularly from an administrative and human resources point of view and leads to management confusion. There are some measures that can be taken to ameliorate the situation by signing a formal MOU with the host organization board, for example.


Second, it is possible, as it has happened with CIVICUS, for the support team to compete for funding against the host organization. So far, this competition has been kept minimum as the GCAP funders’ group has mainly been funding GCAP themselves (not only at the global level but also regional and national levels). In 2008, we have been witnessing increased competition as GCAP started an attempt to expand its funding base. This conflict of interest is problematic both for GCAP and for any other host organization.  

As a practical matter, CIVICUS only agreed to house GCAP at this time of GCAP’s transition (for another year, although it has not ruled out the possibility of extension) and this uncertainty is detrimental to GCAP’s mid- to long-term planning. With this situation, as shown in Appendix 4, we developed a set of criteria and broadly called for an expression of interest for the GCAP’s new host organization. Up to now, two organizations – Oikos, the host organizaton of GCAP Portugal and GCAP India -- showed interest. Although these options are worth pursuing, we believe for a number of reasons that the options presented are unlikely to fulfill the requirements of GCAP.  The details of these discussions are attached as a supporting document, along with the national coalition comments..


In essence, we came to the general agreement (while not a full consensus) that 1) it is useful to distinguish between the “legal” hosting and “physical” hosting; and 2) after considering different options, certain risks, liabilities potential conflict of interest would be unavoidable through legal hosting, and that it would be adequate to create an independent legal organization only for the global secretariat, whereas the “physical” hosting (or housing and administrative) arrangements can be constructed separately. We believe that with proper planning, this independent legal registration can be handled with a minimum negative impact on GCAP’s strength in its diversity, spontaneity, political strength and leadership, dynamism and flexibility.  This is primarily because legally registering only the global secretariat for administrative reasons would not represent a change in current GCAP decision making processes, but would only ensure that the global secretariat can work more accountably, and be more responsive to national coalitions without possible conflicts of accountability with a host organization. Ultimately, the future Governing Council will decide on the future physical hosting of GCAP.  
(3) Focus on the health and vitality of national coalitions

Repeatedly, we are reminded that the national coalitions are the base for GCAP. When we consider the long-term development of GCAP, we feel that some system will need to be in place to ensure that the national coalitions are broad-based, inclusive, democratically-run and outcome-driven. This is without regard to whether GCAP is legally registered at the global level, which is to say that there are other fundamental aspects for discussion than this legal registration question when we consider the long-term development of the GCAP structure.

Having deliberated on these key considerations, we the Task Group have come to the following consensus:

· We take a minimalist approach and propose that a minimum level of formalization is currently necessary to respond to the need for accountable and transparent functioning, as well as securing the funding to continue to harvest good outcomes from various GCAP activities. 

· We take a gradual formalisation approach, and propose that there will be a process of 12 to 18 months where the new GCAP global structure is constructed in an open and democratic manner that will be driven by national coalitions.

· As a part of these minimalist and gradual formalisation approaches, it is necessary at this point to register legally the mandate of the Global Secretariat (closest to Option 4 of the Montevideo straw poll, as indicated in Appendix 3).  It is important to note that this does not mean a formalization of the whole GCAP structure; greater detail will be laid out later in the proposal. 
We propose the following as the basic framework of GCAP post-2007, as described in Figure A, “GCAP Global Structure.” While new terms are used to describe these structures, the proposal does not mark a substantial departure from the actual functioning and decision making processes currently existing at the global level, it simply formalizes them in a way that will make them more accountable to national coalitions. We propose:

· That GCAP National Coalitions and Constituency groups be recognized as the base of all GCAP decision-making, actions and cooperation.

· That GCAP will identify the Global Assembly as the ultimate political decision-maker of GCAP at the global level. As in Montevideo, all GCAP constituents (including national coalitions, regional groups, constituency-based groups, INGOs and other civil society organisations, campaign partners and the global secretariat) will be able to become members of the Global Assembly. Each Global Assembly will produce a GCAP Declaration highlighting its policy asks and principles.

· That the Global Assembly will elect a Governing Council (which would be the equivalent of the current IFT), which is composed of regional and constituency group representation. There will be a clear TOR between the Global Assembly and Governing Council, with the latter empowered to make political decisions of GCAP on behalf of the former within the broad Declarations of the Global Assembly.

· That GCAP will form the GCAP Trust (the equivalent of the current IFT support team, plus a guiding board), which will be registered as an independent legal not-for-profit organization (most likely in the Netherlands or any other country, preferably in the South that can offer conducive and supporting registration and regulatory enviroment, for the ease by which the registration can be done and the lightness of regulatory oversight – it does not mean that the office is physically based there).  The Trust will only take care of administrative and financial aspects of running GCAP Global secretariat, including staff hiring and finance. The Governing Council elects the GCAP Trust Board of the GCAP Trust to oversee the functioning of the Global Secretariat. It is important that all statements, press releases, official comments etc made on behalf of GCAP are approved by the Governing Council and NOT by the governing board. The mandate of the governing board will be limited to administrative tasks. 

· That GCAP Trust Board appoints a Global Secretariat director, endorsed by the Governing Council--insert, who is responsible for administering day-to-day operations of the GCAP global secretariat. Other secretariat staff members are hired by the director. One of the key tasks of the Global Secretariat will be to consolidate a 3-4 year global workplan that should include elements from national coalitions, regional structures and constituency-based groups.

· That Global Secretariat and Regional Secretariats will work in close collaboration; regional staff will be considered part of the global team while simultaneously accountable to regional councils/facilitation groups.

· That a Monitoring and Evaluation Group will be established by the Governing Assembly, which will be charged with the task of strengthening GCAP as a learning alliance, performing effectively its mandate and accomplishing the goals as laid out in the Strategic plan and the Global Assembly Declaration.  The group promotes and oversees accountability at the global level and that the GCAP Trust is fulfilling its duties of running effective and efficient operations. It will include elements of peer level accountability, and its creation will be informed by the inherent decentralized nature of GCAP. The Monitoring and Evaluation Group produces annual reports to GCAP constituency and Global Assembly. Based on the findings of the group a comprehensive plan for strengthening the coaltions, addressing capacity and resource gap will be prepared in consultation with coalitions and regional structures. GCAP global and regional will then provide support in addressing those gaps. 
· All of these components of the GCAP structure will be governed by the GCAP Charter (mandated by the current IFT, a written declaration of GCAP’s shared principles, as well as elaboration on how GCAP as a whole, non-legal entity is governed and run, as described in this proposal), whereas the legal body of GCAP Trust will be governed by the GCAP Constitution (a written stipulation of administrative and financial procedures by which GCAP Trust is legally managed). These will be written through a transparent process, subject to approval by national coalitions.    

III. Key elements in the proposed global structure

We would like now to describe each component of the proposed structure in a little more detail.

National Coalitions and GCAP Constituencies

· We need to develop criteria for national coalitions that articulate values and guiding principles that guide formation and maintenance of the coalitions.
· We need a mechanism for monitoring national coalitions and constituency-based groups with a clear set of criteria with respect to representation, authenticity and activity. One idea to implement this monitoring mechanism is described in Appendix 4.
· Constituency-based groups and INGOS are encouraged to coordinate their work with national coalitions in their activities and coalition building.

Global Assembly

· The Global Assembly will remain the main policy formation and decision-making body of GCAP.
· It is composed of national coalitions, regional groups, constituency-based groups (currently composed of Feminist Task Foce/Women’s Movement, Children and Youth Task Force and Workers’ Movement – we will allow for other groups to be considered), INGOs and other civil society organizations, as well as campaign partners.

· The Global Assembly takes place every 3 years

Governing Council
· The Governing Council will provide strategic guidance and implementation of GCAP mandated by the Global Assembly and its Declarations

· The Governing Council is an evolution of the current IFT.

· The number of its members will be reduced from 26 to 17.

· Its members are composed of regional representation -- Asia (3), Africa, LAC and Europe (2 each x 3), Middle East and North Africa, North America (1 each x 2), Constituency-based groups (FTF/women, Children & Youth, Workers – 1 each x 3), and INGOs (3)

· It oversees the GCAP Trust Board and is responsible for its election.

GCAP Trust Board and Global Secretariat

For the purposes of formalizing the roles of signing contracts and reporting, audits, hiring staff and other administrative and financial functions, GCAP registers GCAP Trust (pending verification of the term by legal expertise) as an independent non-profit organization. GCAP Trust will have the GCAP Trust Board and the Global Secretariat. It will perform functions as mandated by the Governing Council.
· The GCAP Trust holds executive, fiduciary and legal responsibilities of the Global Secretariat.

· It is composed of nine members, of which five are elected from the Governing Council and four are at large members with specific skills (e.g. human resources, legal, accounting, etc.), nominated by the Governing Council.

· In its election and nomination, gender balance and regional considerations will be enforced.

· Its elected members must have the written support and recognition by their employers to dedicate an agreed amount of her/his time to GCAP.

· The GCAP Trust will have a Global Secretariat with professional competence.

· Functional working groups (such as mobilization task force) are convened by the secretariat at the mandate of the Trust Board, based on competency and not representation. They will ultimately be accountable to the Global Assembly via the trust board and governing council for their mandate and outcomes.   
As previously mentioned, we see this formation as a necessary compromise within the different options presented. Again, what is registered is the mandate of the secretariat, and not the whole GCAP.
Campaign Partners

GCAP considers United Nations Millennium Campaign (UNMC) as a campaign partner and an interlocutor at the global level. There might be other institutions considered by the Global Assembly as campaign partners of GCAP.
Strategic Plan and Workplan

· GCAP needs key strategies for actions at all levels. As stated, one of its key aspect will be national coalition building with clear agendas, inclusive memberships and practical plans

· GCAP needs to develop a multi-year plan of work at all levels interlinked with each other. It will include: 1) A vision statement for 2015; 2) A three-year strategic plan; and 3) An annual workplan. There is a need to initiate the process of formulation of the vision statement and the three-year strategic plan at the earliest, enabling GCAP constituents to start implementing by early 2008.

· These planning documents will clearly articulate policy demands, anticipated results and methods for measuring impact and outcomes.

Funding

· The Global Secretariat will make use of the vision and strategic plan for fundraising activities. It will facilitate direct support by funders to GCAP national coalitions and regional structures.

· In order to avoid the conflict of interest, those who serve on the GCAP Trust Board will be excluded from the decision-making when it involves funding via the GCAP Trust to national coalitions and others and when those members have affiliations with possible recipients of the funding.

· GCAP national coalitions, constituency groups and regional structures, based on their own strategies and planning, are encouraged to pursue funding for their own activities. It will be ideal for GCAP components to be financially autonomous for the long-term. 
· The Global and Regional Secretariats will facilitate information sharing with regard to the fundraising activities at various levels

· GCAP funders’ group will be transformed into a Funders’ Council with a broader base. It will be an informal, advisory mechanism to be consulted on the financial aspect of GCAP and assist regional and national strucutures as well as the Global Secretariat to identify funding opportunities and other resources for GCAP activities and workplans.

Regional Structure
· Regional secretariats will ensure that the global agenda is rooted in the realities of national coalitions, and allow global actions to develop from frequent and substantive exchanges with national coalitions. They will also implement regional action plans as mandated by the regional governance mechanism. 
· A rationale for regional secretariats is that they act as a part of the Global Secretariat for global programme implementation (including facilitation of global days of action) and national coalition support.  
· The national coalitions of each region may constitute regional governance mechanisms and regional working structures. These must liaise with the national and global governance mechanisms and working structures. Regional specificities determine the links of accountability and mandate between a regional governance structure and its corresponding regional secretariat.  Together with national coalitions of the region, they implement regional action plans.  
V. Way Forward and Transition Measures
The following steps are envisioned to ratify this proposal. 

1. On Thursday, 4 October: Proposal sent to IFT, national coalitions and other GCAP constituencies for comments and feedback

2. Thursday, 25 October: IFT meeting to comment on the proposal 

3. Wednesday, 31 October: Deadline for feedback from national coalitions and other 

4. By Monday, 5 November: IFT support team incorporates comments/feedback in the draft and sends final draft to Structure Group for review

5. Thursday, 8 November: Final Structure Group Teleconference meeting 

6. By Saturday, 10 November: Final draft sent to IFT, national coalitions and other GCAP constituencies for endorsement 

7. Thursday, 15 November: IFT meeting for sign-off
Through this process, on a request basis and by finding proper opportunities, the proposal is explained in regional and other face-to-face meetings by the members of the Task Group or support team members in order to clarify the key points of the proposal and the thinking behind.

The IFT support team will spearhead the efforts to carefully map out the transition plan for a smooth handover to the new governance and operational mechanism of GCAP. Currently, we view the following as the transition plan. The estimates of the timing of the steps are mentioned in parenthesis, but they are subject to further consideration and change. As such, they should be regarded as outside the scope of the proposal submitted by the Future Structure Task Group. We call for the convening of the first transitional Governing Council face-to-face meeting as early as possible should the proposal be approved, where the steps and timeline should be examined, revised as necessary, and approved.

IFT will set-up a transition committee to facilitate IFT support team in implementing transition tasks/plan in the most effective and efficient ways. The committee will comprise of three members from IFT, 2 memebrs from future structure task group, Campaign Manager and one co-chair. The committee will report back to IFT (and once Governing Council is formed and functional) and GC. 
Step 1) The GCAP IFT support team will draft the initial vision statement and a three-year strategic plan (between October and December 2007)

Step 2) There will be an election of transitional Governing Council, with the criteria and process for the election drafted by the support team and approved by the current IFT, within the overarching spirit and principles of this future structure proposal (November-December 2007). 
Step 3) The first face-to-face meeting of the transitional Governing Council, where the initial vision statement and the three-year strategic plan is approved, will be held. It will also elect the GCAP Trust Board members and nominate the transitional Monitoring and Evaluation Group (December 2007-January 2008).

Step 4) GCAP Trust is formed and legally registered (January-February 2008).

Step 5) The Global Secretariat is formed and its staff members (re-)hired (by February 2008 – since the current contracts of the Global Secretariat staff members will expire on 31 December 2007, they will be renewed for the short-term with CIVICUS so that there will be no gap before they are re-hired by the GCAP Trust).

Step 6) Within the overall framework of the approved vision statement and the three-year plan, an annual plan is developed by the Global Secretariat and approved by the GCAP Trust Board with the endorsement of the governing council (February-March 2008). 
Step 7) A process will start to sign an MOU between the GCAP Governing Council and each and every GCAP national coalition and constituency-based group. The MOU will stipulate the mutual accountability system between the parties. There will also be similar agreements between the Governing Council and the regional structures (from around February 2008 for 12-18 months).

Step 8) A GCAP Global Assembly will be held with national coalitions who have signed an MOU with the GCAP Trust as voting members. It will also involve other GCAP constituencies and campaign partners. At the Global Assembly, there will be an (re-)election of the Governing Council, which will (re-)elect the GCAP Trust Board members. The Governing Council will also (re-)nominate the Monitoring and Evaluation Group. By completing these measures, the transition time will come to an end (sometime in 2009).


Appendix 1: Guiding Principles for the Future Structure Task Group

Developed at the GCAP Global Meeting in Montevideo, Uruguay, 3-5 May 2007

(1) Mandate: 

Based on the consultation and discussion prior to and during the Montevideo meeting, the Group will analyze the pros and cons of different structural options for GCAP post January 2008 and make a proposal to the IFT and the global assembly.  The Group will:

a) make sure that its membership has the balanced representation by region, constituencies and gender;

b) ensure that the Guiding Principles as decided at the Montevideo meeting are respected and upheld;

c) respect the results of the straw poll taken during the Montevideo meeting;

d) follow the procedure as confirmed during the Montevideo meeting;

e) seek support and guidance of the professional expertise from outside of the GCAP;

f) seek advice of the funder’s group, when necessary.

(2) Guiding Principles
1) Within the agreed declarations of GCAP, the national coalitions are the base for our action and co-operation

2) National coalitions must have a genuine, broad-based constituency

3) Regional secretariats are important but their role must be clarified

4) We need a clear global structure 

The following principles apply at the global, regional and national level:

5) We need more transparency at all levels

6) We must have good communications between levels and at each level

7) We need more clarity about decision making

8) Gender equity and regional representation in all our structures must be paramount

9) There must be accountability at each level and between each level and to constituencies (financial and political, and in terms of process)

10) There must be more clarity in terms of roles, responsibilities & mandates

11) We must have translation into English, French, Portuguese, Spanish, Arabic – in a timely fashion

12) We must be flexible, light and able to act and react quickly 

Appendix 2: 
Future Structure Task Group members
Aminata Kelly Lamin and Hassen Lorgat (Africa)
Marivic Raquiza and Amitabh Behar (Asia); 

Iara Pietricovsky and Jiovanni Fuentes (Latin America and Caribbean)

Rabie Wahba and Josephine Beshai Youssef (Middle East and North Africa)
Joana Pires and Andreas Vogt (Europe)

Dennis Howlett (North America)

Rosa Lizarde (Feminist Task Force/Women’s Movement)

Oyebisi Oluseyi Babatunde (Children & Youth Task Force)
Seth Abloso (Workers’ Movement)

Alison Woodhead and Erika Luz Izquierdo Paiva (INGOs)

Irfan Mufti and Katsuji Imata (IFT Support Team)

Members who participated in the Group’s face-to-face meeting in Oxford, UK, 29-30 August 2007.

Hassen Lorgat (Africa)
Anil Singh (alternate from Asia)
Jiovanni Fuentes (Latin America and Caribbean)

Josephine Beshai Youssef (Middle East and North Africa)
Andreas Vogt (Europe)

Dennis Howlett (North America)

Rosa Lizarde (Feminist Task Force/Women’s Movement)

Oyebisi Oluseyi Babatunde (Children & Youth Task Force)
Seth Abloso (Workers’ Movement) – second day only

Alison Woodhead (INGOs)

Kumi Naidoo (IFT Co-Chair) – second day only

Salil Shetty (Funders’ Group) – invited on second day only

Rajesh Tandon (resource person/facilitator)

Irfan Mufti, Katsuji Imata and Ben Margolis (IFT Support Team)

Ciara O’Sullivan (IFT Support Team) – second day only

Appendix 3: Pros and Cons of Different Structural Options

	Options
	Option 1: Legal Registration at the Global Level
	Option 2: No Legal Registration at the Global Level
	Option 4: Legal Registration of Global Secretariat

	What does it mean?
	Globally, GCAP will become an independent legal entity with formal governance and decision-making mechanism in place. It will most likely create a general assembly and/or the board of directors with elected co-chairs. It will require organizational Constitution and bylaws as well as formal accounting mechanism and procedures.

	GCAP’s global governance and decision-making mechanism will be clarified and modified, but without legal registration. This will involve GCAP’s global secretariat hosted by a legal entity – either staying with CIVICUS (with CIVICUS willing) or finding a different host organization – which will bear the legal and fiscal responsibilities of GCAP.
	GCAP’s global secretariat will be legally registered for administrative functions (finance and legal responsibility).  Political leadership of GCAP continues with the IFT elected by regions and constituencies or its modified form. As a legal entity, GCAP’s governance for administrative function will need to have a shared understanding with the IFT/or its modified form regarding respective responsibilities.

	Montevideo Straw Poll

	Sentiment of GCAP constituencies in Montevideo
	-Weaker endorsement (15 votes in the straw poll)
	-Strong endorsement (46 votes in the straw poll)
	-Weaker endorsement (18 votes in the straw poll)

	Key Factors

	Legal Standing
	-Independent
	-Legally, GCAP is a part of host organization
	-Independent

	Hosting and Financial Arrangement with the Host.
	-No
	-Formal hosting arrangement with MOU

-As a “program” of host organization, a fee arrangement in exchange of bearing legal and fiduciary responsibilities might be arranged (not so far with CIVICUS) as well as contribution to the indirect cost pool (yes with CIVICUS)
	-No. Conversely, however, the legal entity must have a formal agreement with the political leadership of GCAP regarding roles and responsibilities.

	Governance
	-Formal governance mechanism in place 
	-Constitution, bylaws or a related document needs to spell out the internal governance mechanism.

-Relationship between the GCAP governance structure and host organization board needs to be clarified.
	-There needs to be a clear understanding of the governance structure for the legalized administrative functions and the political leadership

	Staff Employment
	-Employed by GCAP with legal liabilities to the Board
	-Employed by the host organization with legal liabilities to the governance of the host.
	-Employed by GCAP with legal liabilities to the administrative and political leadership

	Fundraising
	-Relatively free to seek any funding as an independent entity
	-Need to consult with the host organization in seeking funds. Likely to at least sometimes have a conflict with the interest of the host organization.
	-Relatively free to seek any funding as an independent entity

	Fiduciary responsibilities
	-Rest with the GCAP Board
	-Rest with the Board of host organization
	-Rest with the GCAP’s administrative and political leadership?

	Relationship with funders
	-As an independent body, GCAP will have an independent relationship with funders.
	-The host organization has the ultimate liabilities/rights with regard to the GCAP funding.
	-As an independent body, GCAP will have an independent relationship with funders.

	Guiding Principles

	Transparency
	-Formalized reporting mechanisms will be instituted. This includes election and nomination process of Board, record of decisions, financial reporting etc.


	-Mechanisms would have to be put in place to ensure transparency and accountability to the host organization to limit the risk for the host organization

-The host organization transparency mechanisms regarding financial reporting, contracts etc will need to be in place.


	-Formalized reporting mechanisms will be instituted. This includes election and nomination process of Board, record of decisions, financial reporting etc.

-Political leadership would adhere to the legal responsibilities of these transparency reporting requirements

-Additional mechanisms would need to be put in place to support the transparency of political leadership beyond the basic legal requirements.

	Diversity in representation


	-Board composition should reflect the principles of gender equality and regional representation
	-Global decision-making structure should reflect the principles of gender equality and regional representation
	-Composition of political leadership should reflect the principles of gender equality, regional representation

	Participatory Process
	-Effort will need to be made to ensure that decision-making does not become concentrated to the secretariat and that the participatory and consensus-based decision-making characteristics of GCAP’s culture are not eroded.
	-Efforts will need to be made to balance the power of the global governance structure and the efficient operations of the secretariat.
	--Efforts will need to be made to balance the power of the political leadership and the efficient operations of the secretariat.

	Good internal communications
	-Some elements of communications could be facilitated by a legal structure ie. minutes of board meetings, record of decisions, financial reporting. 

-Additional communication protocols need to be put in place to support a good information flow between the different levels in GCAP (global/regional/national, task forces etc)
	- Communication protocols need to be put in place to support a good information flow between the different levels in GCAP (global/regional/national, task forces etc)
	-Some elements of communications could be facilitated by a legal structure ie. minutes of board meetings, record of decisions, financial reporting. 

-Additional communication protocols need to be put in place to support a good information flow between the different levels in GCAP (global/regional/national, task forces etc)

	Accountability
	-Legal entity would necessitate a level of accountability

-Accountability reporting from the legal entity to GCAP’s constituents will be required
	-Mechanisms to ensure accountability within GCAP will need to be put in place

-The host organization will report directly to its board regarding its support of GCAP
	-Legal entity would necessitate a level of accountability

-Accountability of the IFT/or its modified entity and reporting from the legal entity to GCAP’s constituents will be required

	Flexible to respond quickly
	-GCAP can secure flexibility by easily creating a mechanism such as executive body invested with decision-making responsibilities for quick actions
	-GCAP can elect executive body to be mandated to make decisions for quick actions but its relationship with the host organization’s board of directors and its executive body will need to be sorted out.


	- GCAP can secure flexibility by creating a mechanism such as executive body invested with decision-making responsibilities for quick actions but its relationship with the political leadership will need to be sorted out.




Appendix 4: National Coalition Monitoring Mechanism –
As mentioned in the proposal, it is essential in the new GCAP structure to have a system in place to ensure that the national coalitions have a broad-based, open and inclusive constituency.

It is proposed for the interim measure (when the transitional Governing Council is in place) that each national coalition would individually sign an MOU with the GCAP Trust to secure mutual accountability with each other. In it, the national coalition will be asked to commit itself to the openness and inclusivity of its constituency. There should also be a concerted effort for each national coalition supported by the regional and global structures to develop a national coalition capacity building and organizing plan for both existing and new coalitions with tools and means to deliver the plan.

While this is envisioned for the interim period, there has been some discussion of the Future Structure Task Group for the creation of an on-going system by which this important element of national coalitions will be secured. It will include the following. We encourage the transitional Governing Council to take up this idea to start the discussion so that some system incorporating this idea or alternative models can be instituted after the next Global Assembly.

· Regional structure carries the responsibility of quality assurance of national coalitions in the region. With this mandate, Regional Councils establish a national coalition screening committee that would review the openness and inclusivity of national coalitions and extend help in diversifying their membership and outreach. The committee would include council members (who do not have conflict of interest) as well as some independent members. Besides this regional structure, along with the help of global secretariat, will offer solutions and support in building the capacity of national coalitions.
· For new national coalitions, the screening committee would do screening and check with references in a country to establish legitimacy and credibility of applicants. For existing coalitions, the committee will conduct biennial (every other year) review. For both processes, the criteria adopted by the Governing Council will be utilized.

· The screening process should not just be a gatekeeper role but also include dialogue with national coalitions to develop a coalition building and capacity building strategy and planning. This would enable national coalitions to address their weaknesses and facilitate resource mobilisation that would help implement a national coalition building plan.

Appointed by GC








global staff + regional staff, with director appointed by Board








From GC and based on expertise. Elected by GC with clear TOR








Representation from regions, constituency-based groups and INGOs. 





Monitoring and Evaluation Group





Campaign Partners











Trade unions, faith-based group, other CSOs








INGOs








Constituency-based groups








National Coalitions








Figure A: GCAP Global Structure
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