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International Environmental Treaty Secretariats: Stage-Hands or Actors?

Rosemary Sandford

Introduction

Sncethe United Nations Conference on the Humen Environment, held
in Sockhdm in 1972, intemetiond environmenta tredties have been
ceged & an unprecdented rae By 1992 Sxty mutilaterd
environmental tregties hed been Signed’ Intemationd environmental
tregties may be gobd, regiond, or  transhoundary, and eech is
upported by asecretariat, aninternational organization cregted by the
trety paties to a5 the paties in the management and
implementation of thetregty.

At the United Nations Conference on Ervironmet and
Devdopmet (UNCED) in 1992 three new gobd evironmentd
agreaments were sgned, eech with an interim secretaia. In dl three
casssthetredty parties have yet to findize the rales and functions of
thar permanent secretaiat. There s thus an opportunity to influence
the ‘shgpe of internationd environmentd tresty secrdariats of the
future

While saverd mgor dudies of the effedtiveness of internationdl
evironmentd tredties are under way,? none focuses spedificaly on
seoretaiats The potertid of secrdtariats to influence tregty processes
and outcomes, both positively and negatively, hasbeen overlooked.

Wess (19757 suggests that the secretariats of internationdl
inditutions are an important andyticd focusfor the fallowing reesons
They havebeensgnificant forcesinintermetiond fairs they aredable
dements in a changing intemationd sysem, and they have been
formally assigned tasks to improve globd (in this case evironmental)
interests. | concur with Weiss and, based on my own previouswork;*
consder that secretariats have the poterttid to influence internationd
environmentd tregty negatiation and implementation. In the currernt
sudy | further explore the propostion that activig intermnationd
environmentd tregty secretaiats are Sgnificant actors in internationd
environmentd tregty meking andimplementation.

To address the question of how internationd environmentd tregty
ssordariasinfluencetreaty processes wefirst nesd to know what they
do. What tasksdo they parform?What congraintsdo they face? And
whet srategies do they useto dedl with these condraints? Findly, to
what extent might the lessons leamed by current secretariats be
trandferable to future secretariats, Such as those cregted & UNCED?
Theam of this paper isto condder these quetionsin the context of

this study of sdected interationd environmenta secrdtariats. In order
to answer thequedtions | interviewed executive heeds and gt of five
globd environmentd ssordaiats The seoretariats sdected were the
1971 Convention on Wetlands of Interetiondl Importance, epedidly
& WaefoM Habita (Ramsa); the 1972 Convention Concamning the
Pratection of theWorld Cuiturd and Naturd Heritege (World Heritege);
the 1973 Convertion on Internationd Tradein Endangered Spedies of
Wild Faunaand Hora (CITES); the 1985 Vienna Convation for the
Pratection of the Ozone Layer, induding the 1987 Montred Protocdl;
and the 1989 Convation on the Control of Transboundary
Movementsof HazardousWadtesand their Disposd (Basd).

Why Are Secretariats Important?

Sreaids ae not new. The UN Secrdaiat hes provided
adminigrative support for the UN systlem Since its cregtion in 1945,
Internationa environmentdl trestiesand their ssordariatstakethair cues
from the ssordaiats of the UN sysem, which provides a globd
framework for the negatiation and implementation of multilaterd tredties
among netion statesand rdlated interest groups.

Literatureonthe UN Secrdariat and secrdtary-gengrd describestwo
categories of ssordtariats, adtivist and passive® This categorization
refersessantidly to thedegree of initiative exerdisad by executiveheeds
and scretaia g&ff in carying out the roles and fundtions of the
sordaiat. Proponents of the more adtivig gpproech bdieve that
soretaniats are in a position sgnificantly to affect treety outcomes®
Proponents of both categories acknowledge the influence of
sordariatsin tresty decison-meking,

Sardaids ae the orgenizationd glue that holds the adtors
ad pats of a trety sysem together. The interdependence
ad intersdtord naure of gobd  environmentd  sydems
requires the invdvemet of a range of actors Stekehdders
in intendiond ewironmentd agreematts  unlike those in
amsoonrd ad trade tredies ae rady limited to nation
daes Ervironmettd dekeholdes dso  frequently  indude
NGOs locd communities and indigenous peoples Acoess
to daa resources and ills is required to increese the
undersanding of dl  dakehddas and  encourage  the
paticpaion of nonpaties A seordaiat can provide both a
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forum and direct and indirect asssance to Sakeholders to enhance
thar partidipationin, and thusthe ultimateeffectiveness of, thetreaty.

Sdentific uncatanty isanather festure which adds to the complexity
of environmentd agreements Enauring thet the paties are kept
up-to-date as new information emerges is a seardtaria responghility.
Daa gahaing and andyds are thus ways in which secretariats
influencenorm cregtion and outcomes

All the gobd environmenta seretariats Sudied are edivig in
varying degress They will continueto influence thetresty negatiation
and implementation processes and decisons aslong esthey maintain
theconfidencedf thar sakendlders espedialy governments However,
to ensure thar efediveness in handing the complexities and
uncertainties assodated with internationd environmentd  treaties
sordaias must have a dear mandate, paticularly in the tasks they
cary out.

Developments Since Stockholm

The 1972 Stockhdm Conference is gengrdly regarded as the
goringboard of modeminternationd environmenta tresty-meking. The
tregties examined in thisstudy divideinto three categories Frg, those
sgnedinthe 1970swhichwereasssted by publicinterest leedingupto
the 1972 United Nations Conference on the Human Environment in
Sodkhdm (Ramsar, World Heritage, and CITES). Secondly, those of
the 1980s which were assigted by the cregtion of the United Nations
Environment Programme (UNEP) as a product of the Stockhdm
Conference (Vienna Convention / Montred Protocdl, and  Basd).
Fndly, those thet have emerged from the 1992 United Nations
Conference on Environment and Development (UNCED). The latest
betch of tredties indudes the Framework Convention on Climate
Change, the Convention on Bidlogica Diversty, and the Convertion
to Combet Destification, &l of which were sgned in 1992. It isdear
thetintheyearssncethe Stockholm Conference governments, NGOs
and soretaiats have dl gained experience in the negotigtion and
implementation of internationd environmentd tregies—diredly and
indredly, epliatly andimpliatly.

The hidoricd and indituiond ocontext in which esch
scretariad has deveoped is important as it hdps to shape the
gructure, tasks and chdlenges faced by seordaias The
evolution of globd tresty-meking and the changing emphasss
of sodaia opedions over the past twety yeas ae
paticualy obvious in the fdlowing aress the ue of the
framework convention as a tregty prototype the incorporation
of finendd mechaniams in tredies and the increedng
empheds on the vdue of regiond approaches to

implementation. The regiond emphads is in pat, a regponse to the
growing influence of developing countries as parties to internationd
environmertd tregties

The tregties sdlected in this sudy and described bdow illudrate
ome of thexe changing dimendons in tresy-meking and
implementation. The fundamental congraints faced by secretariats
havenot changed, only thescde; for example, theincressing number of
parties and the higher leve of funding reguired to finance negotiation
and implementation arethe most obvious changes. Significant funding
and getfing limitations continue to make srategic planning by
sordaiasvery difficult.

Theuseof aframework convention astheprototypefor internationd
agreements was esteblished by the Vienna Conventtion. This modd
providesfor an incrementd gpproach to tresty-meking and a capedity
to adgpt readly to changing intemdiond paliticd and sdientific
droumdances The framework convention modd has now been
embracad by subssquent tredties, induding Basd, dimate change,
biologicd diversty, and desatification. The vaue of an incrementd
goproach to tregty-meking is dso endorsed by the Ramsar seordariat,
which hasseenthebendfitsof anincremental approachover time®

There was no provison for afinendd mechanism in Ramsar. This
meanstha acondderable proportion of secretariat time must be spent
on fundraisng among members and NGOs The World Heitege
Convetion etablished the World Heritage Fund to finance
implementation of Stemenegemeant prgedts and CITES folowed Lt
with its CITES Trus Fund. By the time the Vienna Convention and
Montred Protocol were cregted, tregty-spedfic finendd mechenisms
were considered essentia and atrust fund (now known asthe Interim
Multilaterd Fund) was cregted to assigt parties to medt ther tregty
obligations This set aprecedent for Basdl. Nether the Ozone nor the
Basd ssordariats, whosetretieshad finendid mechaniamshbiltinfrom
the beginning, condder their finencid condraints to be as severe as
thoseof thethreeearlier scretariats.

All the secrdtariats expressed a degree of ambivaence about the
potentid advantages of accessing the larger resources of the Global
Ervironmentd Fadility (GEF) as the finendid mecheniam for the most
recet globd environmentd agreaments While most secretariats
interviewed expressed adegree of envy about the possible benefits of
accessto the GEF, they dso hed resarvations about whet they saw as
the present trend to consdlidate dl globd environmentd finandd
mechanisTsinthe GEF. Secretariatsare concerned that thismight result
inalossof contral of funding-allocation decisonshy thetregty parties

Increesing  recognition  of  regiondization is  evidat in
*vad tredies and sodaids When Ramsx wes fird
cregted its focus was esstidly on the protetion of Euro-
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peen wetlands. Since then the focus has swung to agregter emphess
on assisting developing countries to become members of Ramsar and
to met thar tregty obligations A dmilar chenge in emphesis is
acknowledged by other secretariats, such as World Heritege and
CITES Bad hes made explict provison for regiond traning
progranmesinitstext. Infat dl the secretariats condder the provison
of secretariat assistanceto devel oping countriesto beapriority.

What Do Secretariats Look Like?

Indtitutional Satus

Internationd  environmentd  tredies have long time horizons In
contragt, nationd governments focus on the short term. Provison for
continuity isessantid if the objectives of aninternationd agreement are
tobeachieved. Secretariats are created by the parties for precisdly this
reason. All tredies contain atidesin the tregty text which provide for
the establishment and operation of a parmanent secretariat. Recent
tredties, induding the Montred Pratocd (1987) and Besd (1989), are
more detalled in this regard then earlier tregties such as Ramsar (1971)
and World Heitege (1972), dthough CITES (1972) is noteble for its
atentiontodetal inthedesignetion of secretariat tagks.

The rde and inditutiond location of the secretariat in the treety
system is decided by the paties a the commencemat of the
negoatiation process. At the negatiation Segeasecretariat isdeamed to
beinterim, and its purposeisto assgt the partieswith the manegement
of the negatictions prior to the firgt Conference of the Parties CoP),
whichished soon &fter the tregty entersinto force. After thefirst CoP
the secretariat usudly becomesapermanent body. Thisis not dways
thecasefor example, the World Heritage Convention cameintoforcein
1975 ye the secretariat—the World Heritage Centre—did not become
asnglepameanant entity until 1992, andRamsar cameintoforcein 1975
but its secretaria—the Ramsar Bureau—did nat become permanent
uniil 1983,

Interim secretariat satus has implications for the neture of the tasks
caried out by seordaias the degree of initiative exerdsed by them,
and the nature and Sze of the budgets required to carry out their
fundions Interim seordaias are likdy to be more passve then are
permanent sscretariats, whoseinditutiond statusisassured.

Once the secrdtariat becomes parmeanert, the task focus of the
serdtariat changes to treety implementation. This indudes assding
the Contracting Parties to megt thair obligations under the agreament
and assiging the ongoing process of liaison with non-paties to
persuadethem of thebendfitsof signing thetreety?

To manage and implement a tredy, the efforts of nationd
govenments as dgnaories to the agreement mus  be

encouraged and co-ordinated. Those countriesthat lack the capability
toimplement therequirementsof thetreaty must beasssted to comply.
NGOs and other dakehaldersin the negatiation and resolution of the
issues must be consulted and kept informed of developments, and a
congdlation of adminidrative tasks mug be peformed to savice the
paties nesds In this context, one of the difficulties expearienced by
sordaiats is kegping pace with the ever-changing demands of the
paties as the paties dmultaneoudy endeavour to fulfil thar
internationd tregty obligations while responding to and stisfying
domedtic palitical commitments

Secretariat Sructure

Many dementsof UN practice are evident in the structures roles, and
fundtionsaf intemationd environmentd tregty secretariats. For example,
sordaia mandates respongihilities and authority areembodied inthe
trely text; ssordaids ae higarchicd in srudure recruitment,
personnd practices finandd procedures and processes largdly reflect
those of the UN Secrdtaiat; and responghility for  orgenizationd
managemantt and leedership is vested in an executive heed or
sorday-genad.

Saoretariaismay belargeinternationd bureaucradesasinthe case of
the UN Secretariat™ and the Genard Agreament on Tariffs and Trade
(GATT) Secreaiat, or they may be surprisingly amdl, asisthe case
withtheglobel environmentd tresties™

Secretariats are the adminidrative hub of thetresty sysem and they
paform a range of tasks There are essantidly two categories of
seoretariat tasks Coretasksare paformed by dl seordtariasto agrester
or lesser degree They areuaudly outlinedinthe origind tregty text and
in protocols and are funded from the contributions of member
countries

Additiond tasks are tregty-gpedific and may vary condderably from
tregty totregty. Thiswill bedemondrated in thefallowing sections. As
Kafmen (1989” points out, not only do scoretariats differ
subgtantialy, but they change in character over time, even under the
sameexecutiveheed.

Undelyingdl secrdtariat adtivitiesisthenation of sarvice Secretaiats
exig to savicethetregty parties They have no direct decison-meking
powers In theory, this could severdy condrain the secretarid. In
practice, there are often condderable opportunities for a creative and
adivis seoreaia to influence the tregty-meking processes and
outcomes, depending on thedegree of trust and co-operation between
the parties and the secretariat, the complexity of the substantiveissues
withwhichthey arefaced, and thedegrestowhichinitiativeisexercised
by theexecutiveheed and S&ff of thesecretariat.

Core budgets for soretarias rdy dmodt etirdy on the
contributions of membars which are delemined in accordance
with the UN scde of assessments In some cases there may be
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provison for an advance from a parent organization such as UNEP
(CITES Montred Pratocdl, andBasd), UNESCO (Warld Heitege), and
IUCN (Ramsar) to cover budget shartfalls causad by the inghility or
falure of member countries to pay thar contributions. Once these
contributions have been received, the advances are repad. Late and
non-payment of contributions can serioudy handicep the ability of a
sordaia to paform its core tasks let done undatake new or
additiond ones Vountary payments from member countries often
upplement secrdariat budgets for specific purposes, such asto assigt
with the negotigion process (Intergovernmenta  Negotiating
Committee of the Framewark Convention on Climete Change) or for
goedificimplementation projects(Ramsar, Warld Heritage).

The typicd ddfing profile of an intemationd environmentd
soreaia condgs of an exeautive heed supported by a amdl
internationa bureaucracy of professiond and generd support Saff.
Professond g&ff are usudly recruited from among the parties to the
agreemet, the UN or dfiliated internetiondl  organizations induding
UNEP, and the World Consarvation Union (IUCN). Genard g4t are
recruited from the country inwhich the secretariat islocated. Unlikethe
UN Seoretariat, whichin 1988 boested some 24,000 secretariat steff,* the
maximum number of gf in the sdedion of gobd ewironmentd
soreaiasthet | gudied was atotd of twenty-one professiond and
generd st (coreand temporary) inthe CI TES Seoretariat ™

Although hierarchically  sructured,  environmenta  seoretariats
operate asprofessondly and persondly committed, dosdly knit teeams
Thismay wdl beafunction of theamall Szedf the orgenization and the
nesd for everyoneto pull hisor her weight to accomplishthejob. It may
dsobethat genard g haveadifferent perogption of theway inwhich
hierarchy does, or doesnat, operaein these secretariats Generd Saff
werenctintervievedinthisstudy.

What Do Secretariats Do?

Saoretariat coretasks are outlined in the treety text, and in subsequent
protocols in the case of framework conventions such as the Vienna
Convention and the Basd Convention. Additiond tasks may be
assgnedtothe secrdtariat by the partiesand their subgdiary bodiesas
the treety evolves and the secretariat may d<o initiate new tasksin
consuitaionwiththetresty members Toincorporateadditiond tasksin
thetreety text per sewould requirere-negatiation of the tregty itsdlf. On
theother hand, aframework convention and protocols can incorporate
changing information, induding new sdentific knomedge, without
changing thetregty text itsdf. An &hility toincorporate such changesis
paticulaly important for environmentd tredies where even the

ubgantive issues can change over time as new sdentific information
comes to the fore Climate chenge is an example of an intemationd
environmentd tregty a thefrontier of science.

Inthis study respondents were asked to identify the core and the
additiond tasksthetthey percaved to bethemost important. Ingenerd
there waas congruence between those tasks identified as coretasks in
the treaty text and those idertified as important by the secretarias
However, the secretariats often ppeered to attach greeter importance
to certain additional tasks than was accorded these tasks by the
paties It is possible thet environmenta and economic NGOs would
s havedffeaing prioritiesintheranking of secretariat tasks

In many cases secretariats considered thet additiond taskswere nat
only citical to successul implementation, but dso offered gregter
soopefor initiative and crestivity ™ While core tasks are funded from
membars contributions and are mandatary, externd funding often has
to be sought to undertake additiondl tasks™ By dl accounts thisis a
time-consuming, unrdisble, and ingppropriate use of professond
seoretariat <kills. It does not encourage effident use of resources and
may becriticized by bath the partiesand other interest groupsfor being
biassd in terms of the sources of its additiond funds. For example,
environmenta NGOshave aiticzed CITES for saeking extamd project
funding fromindividua govemments”

Tables1 and 2 demondrate the differing emphases in regponses
among the sscretarias participating in the sudy. Table 1 summaizes
the core tasks identified in the treaty text (T) and those seen as
important in secretariat g regponses (S). Table 2 ummarizes the
additiond tasksidentified by thesecretariat gaff interviewed.

There may be sevard explanations for the secretariats emphiadis on
additiond tasks Frs, unlikeindividua member countrieswhich tend to
pursue nationd or regiond interests, the theoretically non-digned ad
inditutiondlly centrd pogtion of secretariats might endble them to
asessmore accurady and objectively the best wiays of mesting the
tredty objectives Secondly, it is likdy thet secrdariat perceptions of
important tasks might reflect current tregty  priarities which may be
different from those in the arigind text, thet i the priarities may have
changed over time As thee ssrdarias are extremdy amdl and
anonymity is difficult to mantan, it is unlikdy thet the saf would
publidy voice views that dissented Sgnificantly from those of the
treety members It is d=0 unlikdy thet the executive heed would
publidy express opinions thet were & odds with his or her governing
body. Thirdy, without exoeption seordaia daf indicated
srong pasond as wdl as professond commitments to the
environmenta  protection objectives of the tredies and they
viewed additiond tasks such as monitoring, traning, liaison,
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Table 1. Core tasks of selected international environmental secretariats

Core tasks Treaties
Ramsar World Heritage CITES Ozone Basel
1.  Arrange and service meetings of T: X X X X
the CoP and subsidiary bodies S X X X X X
2. Perform functions assigned T: X X
by protocols S
3. Prepare and transmit reports based on T: X X X
information received from the CoP and subsidiary S X X X X
bodies
4. Prepare reports on secretariat T: X X X
implementation activities for the CoP S X X X X
5. Ensure co-ordination with relevant T: X X X X
international bodies and NGOs S X X X X X
6. Liaise/communicate with relevant authorities, T: X X X
non-parties, and international organizations S X X X X X
7.  Compile and analyse data/information, T: X X X X
e.g. scientific, economic, and social S X X X X X
8. Monitor adherence to treaty obligations, T: X
e.g. standards, regulations S X X X
9.  Giveguidance and advice to the parties T: X
S X
10. Consultation/assistance, e.g. expert T: X X X X
technical advice S X X X X
11. Other functions assigned by the parties T: X
S X X X X
Notes: T = Key tasks identified in treaty text; S = Key tasks identified by secretariat staff.
Table 2. Additional tasks of selected international environmental secretariats.
Additional tasks Treaties
Ramsar World Heritage CITES Ozone Basel
1. Fundraising X X X
2. Training X X X X
3. Relations with parent organizations X X X
4. Monitoring of treaty obligations X X X* X
5. Promotion of treaty: to non-parties;
publications/newsletters; public relations X X X X X
6. Liaison with: non-parties and parties;
NGOsand IGOs X X X X X
7. Technical and other assistance to
developing countries X X X X

Note: * CITES isthe only treaty to include monitoring as a specific secretariat task.
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and assdance to devdoping countries as being indrumentd in
achievingthese

What Are the Challenges?

The literature identifies four generd categories of congtraints faced by
intemetiond secretariatsin carrying out their duties™ They are palitical
problems finendd problems; the availability of resources and socid
and culturd condderations. Thesecategoriesprovided thebeadisfor the
interview questionson the condraintsfacing eech secretariat. It should
be noted thet while outsders might view these problem categories s
condraints sscrdtaria Saff saw them differently: ‘weprefer toseethem
asad;:ilengenot acongrant’,® and ‘they are part of our day to day
wak'

Palitical

All sscretariats hed experienced some difficultiesin thar rdaions with
both member and norHmember countries The Ozone Seordariat
commented thet whiletherehad been sometension among membersin
the ealier days of the negatidions, the aredion of the Interim
Multilaterdl Fund gppeared to have amdiorated this as devedoping
courtries now fdt less disadvantaged in terms of ther access to
resources for implementation. Secretariat responsss were predictably
guarded ontheissue of sovereignty. In spiteof thiscaution, it wasdear
that soverdgnty could be a mgor obdade to the effective
implementaion of seordaia tasks As dated in an interview, ‘the
power of sovereignty is unlimited, and governments can do whetever
they want to and secretariats have no powersto force governmentsto
comply’ * Thiswasaview expressedinvariouswayshby most of those
interviewed.

Deding with changesin nationd governments at the domestic levd
was dated to be more of aproblem for secretariats then ther rdations
with naiond governments per s2 Changes in nationd governments
often meen changes in netiond priorities and in the assodated
menagament autharities too. For example, environmenta protection
and management may be supersaded by hedlth, trangportation, or
mining as the nationd priority, and conssquently the supporting
bureaucratic infrestructure and budget dlocations may aso change A
further word of advice from World Heritage s wasto beware of the
sectord compartmentdization thet exids in nationd governments It
cregtes mgor difficulties for a secretariat when representatives from
different nationd authorities in a country present conflicting views,
which each daims to represent the country's offidd postion on an
isue

Evay tme a govemment changes incoming minisers and
bureaucrats must be brifed on the country’s internaiond

environmentd tregty obligations Secretariat aff and executive heeds
play akey role hereenauring that acountry isaware of the nesd to fulfil
its obligations, and the ways that the secretariat and tresty mechinery
might assst. Mechanisms and pendties for handling non-compliance
ae d gdled out. All secretariats commented on the vdue of
missons to brief ndiond pditicd leedes govenmets ad
bureaucratic menegas Missons ae paticdaly  efedive in
overcoming culturd differences and misundergtandings which may
aiefromtryingto adminider atresty fromacentrdized locetion. Inthe
opinions of both executive heeds and st&f, persond contact with key
nationd personnd is essantid to supplement written, tdephone, fax,
and other forms of communication. However, they dso noted thet
sordaia travd was chronicaly under-finenced, and thet travd
expenditure was the budget item most heavily driticized by the parties,
and the firg item to be redricted when ssordaria adtivities were
reviewed by theparties

Budget redtrictions have traditionally been used by governmentsto
contain the growth of secretariats, and restrictions on secretariat trave
by the partieslessen potentid threatsto sovereignty posed by externd
monitoring of country compliance

All interviewees referred to the need to adhere to the intent of the
tregty, and the tendon that this sometimes crested with, for example
someenvironmenta NGOswho considered that atreaty did not gofar
enough to ensre environmental  protection” This meent thet
environmental NGOs were sometimes aiticd of secretaias s the
organizationd menifestations of tredties which they percaived to be
inadequate. The Basd Secrdtariat commented on the problems of
convinding environmental NGOsof itssincarity? It further commented
that theenvironmental NGOswere someimes harder to convince then
economicor tradeNGOs anapinionshared by CITES WorldHeritege,
and Ozone Saretariat ST

Financial
Finendd difficulties are perhaps the most sgnificant condraint faced
by sscretariats They teke severd forms Hrret, non-payment andlor late
payment of contributionsmeenthat asecretariat isnot only without the
finencid resources to perform its functions, but thet it spends a
condderdble amount of time and daff resources chasng up
governments. Secondly, a chronic inedeguiecy of funds necessitates
thet secretariats once again gpend an inordinate amount of time fund-
rasing among mambarsand NGOs. Acogptance of tied or conditiond
funding is sean to prgudice serdariat neutrdity. CITESisan example
of thiscatch-22 situation®

With the exception of the Ozone Seordaia, dl sretaias
expressad  frudration  with  dhronic under-funding  of  their
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operations. Lack of assured funding restricts the searetariat’s ablity to
carry out bath core and additiond tasks and to plan work programmes
and resource dlocation. Secretariat assistance to developing courtries
is for example both a.core and an additiond task. Asacoretask it is
fundamentd to enable countrieswith fewer resourcesand lessexpertise
inintemationd environmenta mettersto understand and retify atreety.
As an additiond tesk, the training of management authorities in
deveoping countriesis aritica to successul tregty implementation and
compliance

Inedequatefundsasorestrict asecretariat’sahility toatract and retain
quelity . Retention of qudity St is pariculaly aiticd for the
secretariats under study, which depend on multi-skilling and teamwork
tosaviceasmany as 118 patiesinthecaseof CITES

Adminigrative

Thereisalong-ganding suspicion of, and ressance to the growth of
intenationd seordarials Many governments fed thet permanent
seoretariats sek unjustified autonomy, try to expand too quickly, and
ae indfidet® They see ssordtariats as being driven largdy by
Hf-interest. The UN Sardariat is often  aitidzed for this An
underlying concarn is thet secretariat objectives may be a odds with
the abjectives of individud tregty paties even though secretariat
objectivesmay bedigned withthoseof thetregty itsdif.

However, such suspicdiondoesnot ssem to be warranted in the cese
of the intemational environmental secretariats sudied. A totd of
twenty-one saf adivdy to assg 118 paties and their domedtic
infrestructures (CITES) is hardly excessive, nor is a gt of twdveto
savice116 paties(Ozone).

Yet anather chdlenge is the management of rdations between
sordaiatsand ther parent organization such assUNEP(CITES, Ozone,
Basd) or UNESCO (World Haitage). Uniil 1992 responsihility for
sordaiat savices to the World Heritege Conventtion was divided
between the Culturd and Ecdlogicdl Divisons of UNESCO. The 1991
World Heritage Convention's Evauation Report recognized the
ineffidendesof thisand thedifficulties created for the secretariat by the
sometimes-competing demands of the World Heritage Convertion
ad thoe of the two UNESCO Divisons The reault wes the
esteblishment of anindependent secretariat, theWorld Heritage Certtre,
in1992.

UNEP hes spawned severd seordiariats, CITES being thefirgt. Until
now CITES has operated from a location indegpendent of the other
UNEP sreaias in Geneva During 1993 it is to be rdocated to
UNEPs ‘Geneva compound’. The public reeson given for this is
increesed fidendes through rationdization of resources, and the
dreamlining of communications anong UNEPs ssordaids The
dimate change, hidlogicd diversity, and desartification seordtariats are
a0 located in Geneva, and it is hoped tha the consolidation

of dl intemationd environmental ssoretariats in Geneva will as5st
interactionsamong them.

For the CITES Secreariat thereis concarn about the patential loss of
autonomy and the implications of absorption into the larger UNEP
bureaucracy, induding increasad red tape in an dreedy congested
sygem. In eddition, the seordtariat is concened about potertid
negativeimpactsonitscredibility with patiesand NGOsif its divities
areregtricted by the propased move. This credibility has been built up
over thepadt twertty years, largdy asareault of the secretariat' sactivist
sance and regular missons to countries in nesd of assgtance,
espedidly devd oping countries

Cantrdization of scretariat adtivitiesin Elrope hesadown side Like
the Ramsar Bureau, the World Heritage Centre is regponsible for the
assament of stesand theimplementation of projectsinawiderange
of countries, many of which are devdloping countries Many of the
monitaring and traning regponghilities of the CITES ssreaiat dso
téke place in devdoping oountries  Quedions about  the
appropriatenessof managing thesetasksfroma cantrdized basein the
North arenow being raised by secretariat aff aswdl ashby NGOs and
devdoping ocountries The Ozone Seordaia ramans the only
Sretariat with a Southern location. Thisisnot without its drawbacks
Two such problems confronting the Ozone Secretariat areits digance
from the United Nations centres of decisortmeking in Geneva and
New Y ork, and problems of maintaining ectronic and even tdephone
communication from alesswel-resourced country then Switzerland or
the USA. The advantages and disadvantages of different forms of
sordaia decantrdization are likdy to become an issue over the next
few years Optionswill bediscussedinalater section.

Cultural

There ae two agects of culturd condrants experienced by
sreaias The fird is maneging netiond and regiond  culturd
differences. Thesacond isachieving and managing diversty withinthe
ssoretaia. Neither wasconsdered to beamgjor problem by any of the
sordaias

It does however, ssem that aregiond gpproach enablesasecretariat
to have abetter fed for culturd differences The Ramsar Bureau hes
adopted an expliatly regiond goproach in the paformance of its
adtivities. Bureau aff commented thet this hd ps them to undergtand
culturd differences and to know when, and how hard, to push a
oountry tomeet itsobligetions.

In Ramsar's cese it gopears that gredter atertion is now
bang pad to the ned for fomd recognition of diversty in
the treety itsdf and in secretaria outputs such as publications
ad reports This was nat the case when the origind Ramsar
text was produced only in English. This proved a dgnificant
obdade to patidpation by a number of Frendhr and Spenidh
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Spesking countries, induding devdoping countries with wetlands of
sgnificance This problem has now been addressed. In 1993 English,
French, and Spanish aretheworking languages of the Convention, and
al sscretariat outputssuch aspublicationsarein theselangueges.

CITES is avthe sordaia usng a regiond goproech to
implementation asadrategy to manageculturd differences TheWorld
Heitage Cantre condders that it is important to be pro-active in
assding countries with different langueges and cultures to prepare
proposdsfor World Heritagelidings, and to negatiste the bureaucratic
red tapewhichinevitably accompaniesinternationd agresments

Saordaias vaue intemd divarsty. The gdfing profile of most
sordaias demondraes a mix of cultures langueges and
geogrgphical represantation. Diverdty engbles amdl organizations
auch as thee to savice the interests of ther condituents more
effectivdly. In addtion, it ads seodaia credibility with member
countrieswhengaff represent a cross-section of nationd and regiond
interests®

Confronting the Challenges
Palitical
Integyity, trangoarency, and communication are fundamentd todlsina
soretaiats repartaire of survivd skills Communicetion in its many
forms is the primary drategy used by secretariats to overcome the
politicd condraints mertioned aove This invalves ongoing
consultation and co-operationwith parties, non-parties andNGOs Itis
amatter of tirdesscommunication— talking, telking and moretalking™
and* plenty of common senseand good psychology’ 2 Secretariats are
condantly reminding countries of thelr treety obligetions, epedily
when there is a change of nationd government, or a country falsto
fulfil its cdligetions Asthe CITES ssrdaiat commented, ‘the am of
the convertion is to work with al governments, despite the
frugtrations ® This may invalve communication between seoretariat
saf and dedgnated management autharities and dfficids in the
relevant country; it may dsoinvolvesasking theasssanceof NGOsin
apaticuar country. The CITES Seordaia uses World Wildife Fund
(WWR/TRAFAC Nework tosssst inmonitoringillegd tradeinfauna
andflora

Seordaid communications ae caried ot & two leves
Seaf undetske mot of the daytoday communications
rdaed to implementation duties The exeautive head is
concaned with  communication and diplomacy & the higher
leves of govenment. Through his or her communications in
dplometic drdes the exeouive heed is dle to hring
diplomatic pressure to ber on dbdades to effedtive tregty
implementation. This is the essatid difference betwean  gdf

and executive-heed duties As various secretariats pointed out, the
executive heed, ‘taks with higher levds of government’, and ‘is the
maingookesmanfor theseoretariat’ ®

Constiousnessraisng with ather bodies, induding governments,
NGOs and the mediais a strategy regularly and quite successfully
used by dl secretarias. In some cases this strategy has not worked.
CITES Ssrdaia gt dite thair inghility to protect the rhino, and mogt
recently the tiger, from probeble extinction. Thisis an example of the
falure of oconsdouesstasng draegies to tun  aound
long-standing and culturally bassd perogations from explaitation to
protection of thesegpecies™

Saoretariat co-operation with NGOs, both enwvironmentd ad
economic, can be a powerful grategy to influence both governments
ad the gengd public of a paticuar country. All secretariats
interviewed mede regular use of NGO resources and expatise NGO
contacts dso provide seoretarias with additiond points of entry to
nationdl and international networks and NGOs are potentid dlies for
seoretaiasinmohilizing intemationd opinion to persuade countries to
sgnaconventionor to megt itstregty obligations.

For ssordtaiats working with NGOs is nat dways sraightforward.,
Asgovernmentshavesat vauesand politica agendas, sohaveNGOs
Once again the primary secretariat Strategy is ongoing communication
adllevds

Suppart fromthemediaisaso akey to pdliticd Success Themediais
often very hdpful in devdoping government and public anereness,
and thus increasing the momentum for Signatures to a convention®
Public rdations is a veary time-consuming but vary inportant and
influentid way of buildinginternationd support for atreety.

Financial
Thefinendd difficulties confronting secretariats are perhaps the mogt
difficult to overcome as secretariats have no contral over finendid
decisonrmaking and the dlocation of netiond contributions. Nor do
they have any authority or power to exert direct pressure on courtries
to makethem pay. They can only endeavour to persuiade countriesto
pay up. Theusud Srategy isfor the secretariat to proposeawork plan
and budget, usuly triennid or biennid, tothe Conference of the Parties
for itsendorsement. It is one thing for the work plan and budget to be
agreed to by the CoP, it is another for the seordtariat adtudly to
persuadethe partiesto pay, and to pay ontime. Eventhe secretaiats of
tredtieswith subgtantid finandd resources, such as Ozone, exparience
difficultiesin obtaining payment frommembers

The key to sscretariat finendid surviva is obtaining adeguate and
timdy payment fromthelarger contributorssuch asthe USA, toengble
the secretariat to continue its sarvices while it waits for, and cgdles,
grdler contributorstofallow sit.

As discussed in the previous section, secrdaiats regulaly
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have to reques inteim finandd assdance from thar perent
organization such as UNEP or UNESCO to tide them over the hius
created by late payments They dso haveto seek externd fundsfrom
individud countries and NGOs for spedific adtivities Both these are
stop-gap mesaures. They are no ubdtitute for a regular and rdlisble
budget.

Adminigrative

Concerns  about  unfettered  seordarist expandon cannot  be
ubdtartiated in the cage of intemationd environmentd seoretariats
Seffing cannat be expanded without the approvd of the CoPwhich
controlsthebudget and thedecis on-making processes. Recruiting and
retaining qudity s&ff is not essy where a secretaiat can only offer
unedidicaly short-term contradts For example, the Ozone Seoretariat
g&f are on oneyear contracts, which can be unsattling for the
organization and limits the range of adtivitiesit cen underteke. Asitis
omesecretaria activitieshaveto be subcontracted to consultantsand
member govemments™

Suboontracting of what many percaive to be sscrtariat tasks can
rase a number of questions Where tesks are subcontracted to
governments, doubts may be raised about the objectivity of data
andydsandtherisk of intruson of government sdf-interest.

The use of externd consuitants is, however, a common resource
augmentation meesure anong secrdaiats. Consultants may be usad
for awide varidly of tasks, such as to assess Stes and projects for
finencid and technical assstance, to runtraining courses, and to gather
Sdentific deta The managament of consultandies is usudly the
regponsihility of the secretariat. Tasks may dso be contracted out to
NGOs Ramsar contractsout project work toNGOsnamed inthetregty,
oedficaly [UCN and Intenationd Weterfow and WetlandsResearch
Bureau(IWRB).

In acknowledging its staffing and resource condraints, a srategy
ussd by the Ozone Seardariat is to build on the goodwill it has
established with the parties over the lest ten years by encouraging
member countries to do much of the work. The sdentific and legd
pends of the Vienna Convention and the Montreal Pratocal regularly
compile voluminous reports which the member countries produce
themsdves Thesereportsarethen distributed by thesecretariat™

Saff secondments sponsored by governments and intermnationd
NGOs such as IUCN ae one compensatory messure used by
sordaids to try to dleviate the shortcomings in Saff recruitment.
However, as severd secretariats noted, this is no subdtitute for
continuity. In an inteationd organization whee the extand
environment is condantly changing, a degree of gaf continuity is
esrtid for thedevel opment of anorganizationd memoary.

Perhgps one of the mgor, but less obvious, ressons why
sodaias ae as dfedive as they ae in ite of thar

finendd and adminigrative difficulties is thet the professond  g&ff
gopear srongly commiitted to achieving the objectives of their
regpective tredties In dl the ssordtaniats sudied, professond and
persond commitment to the vaues espoused by the treety objectives
weresgnificant factorsin job stifaction and g&ff retention, uncertain
employment conditions notwithstanding. Also, it gopears that the
internationa contactsand previousexperience of both executive heeds
and professond 9&ff are Sgnificant factorsin assging secrdaiasto
mexet thechalengeswithwhichthey arefaoed.

Cultural

As meationed ealier, culturd factors were dited as less of a problem
than other categories of condraints The adoption of regiond
goproaches to implementation, and providing andlor co-ordinating
technicd and finendd asdigance to deveoping oountries, are
frequently used Srategiesfor managing culturd differencesoutsdethe
soreaia. The Basd Secretariat hes been authorized by the partiesto
organize naiond and regiond  tregty-implementation  workshops
Thessarewdl atended by devd oping countries It dso haldstraining
workshops in the fidd and has proposed thet regiond centres be
eteblished for the dissmingtion of information, training, and
technology transfer.® These adtivities will of course reqire additional
funds.

Within secrdaiats, efforts are meade to ensure a culturdly diverse
organization that isas representative as possble of tresty members Alll
sordaias adivedy recruit gaf with a range of languages and
nationdlities. Secondments from govenments and NGOs add to
diversty. Effortsaremedeto ensureabdance of North-Southinterests
within the g&ffing profile. The Ozone secretariat commented thet the
indudon of g&ff from developing countrieshd psminimizethepotertid
for misundergandingstha can aisein theinterpretation of secretariat
actions when there is no such representation in the organization.
Although Ramsar wes arigindlly a Europefocused tresty and the
seoretariat was saffed accordingly, the current secretariat hesarangeof
staf from deve oped and devel oping countries,

It is difficult to sgparate out the drategies used by seordariats
to ded with the chdlenges they encounter, as so much of their
wok invoves communication in its vaious and often
intangible forms Seordaia effectiveness gopears to depend
not jus on carying out the tesks formdly and informelly
assgned, but on the devdopment and maintenance of contact
nedwoks The ocommitmet of soeaia ddf to the
achievament of tresty objedtives is dso dgnificat. While
there are frugrations in deding with politicd condrants such
a changing governments perhgps the most serious obdade
to sodaia efediveness is thear finendd, and thus admi-
nigrative, vulnerability. Although there gopear to be vaious
dopgep draeges for  managing  the  adminigrdive
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difficulties finendaly ssordariatsremainat themercy of theparties.

Transferability of Lessons Leamed

So, whet do current international environmental treety secretariatsthink
they have leaned that might be ussful knowledge for future
sordaias? Severd interviewessdoubted if their experienceswould be
tranderable to other treties as the subgtantive issues of tregties and
theintemationd palitics differed. From thetime of Stodkhdim, itisdesr
thet new tregtiesand secretariatsdo teke natice of previous experience
The use of the framework convention as a tregty prototype, the
adoption of regiond gpproaches to treety implementation, and the
incorporation of finendd mecheniams in tregties are dl examples of
expeariences which, in one form ar anather, have been adapted to
compensatefor tregty differencesandindividudity.  Theimportance
of finendd and adminidraive support from a ssordaid's parat
organizetion was conddered important by Ramsar. Close cdllaboration
with [JUCN in particular dlowsthe Ramsar Bureau acoess to a world-
wide newok of peope with technicd  expatiee®
Constiousness-raisng progranmes and projects with other bodies
uch as ITUCN and IWRB and with member countries were do
regarded sstranderable.

Linkageswithather like-minded secretariats and tresties were agresd
by CITES Wold Heitagg andd Ramsar to be vay usdful for
information exchange, callaboration, and the implementation of joint
projects. In the evauaion of neturd Stes the World Heritage Centre
workswith CITESthrough [UCN. The CITES Seordariat ssesvduein
improving itsinteraction with the Basd Secretariat as both tredties are
conoarnedwithmonitaringillegd trede.

The World Heritage Centre acknowledges that it has benefited from
the expariences of other sscretariats, and notes thet other secrdtariats
such as Ramsar have in tum borrowed from it. Acoording to Centre
g&f, the design of Ramsar's monitoring process was based on thet
used by theWorld Heritage Converttion.

The need for a mecheniam for the paties to teke adtion to
enaure that dl paties are accounteble to the tresty wes a
suggesion from the CITES Serdaid. It is one thing to
raify a convetion but, unless there is a reporting mechaniam,
coutries have litle incative to comply. Seodaia
intervetion in promating and monitoring  compliance must
be mandated. The seretariat could be involved on an annud,
biennid, or triennid bads to get the paties of the convention
together to report on thar progress with implementation. A
concan of the CITES Seordarid is thet there needs to be a
mechaniam in place to enable the paties to teke adtion as soon
as posshle rather then having to wait for the triennid Medting

of the Paties s0 thet peer pressure can be brought to bear on
non-compliant states™

Secrdariats should encourage the parties to vaue training seminars
Not only do seminars provide training on how parties can best meet
ther treety obligations, but they provideinvauable opportunitiesfor, in
the case of CITES law-enforcement managers and sdentigs to meet
and deveop joint gpproaches to implementation. This then promotes
communication among people who have very different perspedtives
on the enforcement of internationa agreements, and the co-operation
continuesbeyondtheactud seminar andinto other areasof interaction.

Sdettific and technology pends are recommended by the Ozone
Seoretariat, as being reedily trandferable organizationd devices for the
cdllaborative gathering and andyss of sdetific and technicd
information. Thesecretariat assgsthepandsinthar discussionsof the
prcticd and policy implications of their recommendations to the
Mesting of the Parties™®

Anather suggestion from the Ozone secretariat is the cregtion of a
finendd mechaniam, usng the Interim Multilaterd Fund ssamodd, so
thet funds are avaladle for technicd asdstance and to cary out
country programmes without having to resort to externd fund-rasing.
This goes some way towards addressing developing-country
concamnsebout their potertid for exdusionfrom dedisontmakinginthe
GEF. Asit dands the Basd Convention has followed the Ozone
modd, and paties to the Framework Convention on Climate Change
(FCCC) are presantly engaged in hested discussions about which
gpproachto adopt for the FCCC, the Ozoneor the GEF modd.

The Ozone Secrdariat further suggests that secretariats ae wal
placedtoplay anactiverdeasbrokersininforma conaultationsamong
the parties and between the paties and NGOs As a broker, the
soretaia can informaly call together country experts to obtain their
views fadlitatefrank andinformd discussons, and try for resolution.

The experience of the recently eablished Basd Seordtaridt is thet
there are a number of adminidraive experiences that are randeradle
Sareaias can lean from eech other in the aea of intemd
managemeant practices such as gaf recruitment, hiring of consultants,
and finendd management. Operdiond pradtioes and procedures are
other aress in which experiences are trandferable among secrdarias
These indude the provison of assgtance to developing countries,
fund-raising, and knowing how to dedl with netional governments™

In summay, it gopears thet there are a number of lessons
thet ocoud be tradaadle among soeaids Howeve,
according to sverd of those interviewed, advice is nat
dways sought for ‘turf ressons® Thet is new secrdanids
ae often keen to etablish thar own styles of opeation. To
sk advice openly from edablished seoretarias is someimes
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regarded as a public admisson of inexperience and incompetence It
would cartainly seem thet regular mestingsamong secretariatscould be
ocod-effective Thereis awedth of expaience among the secrdtariats
and thereisno sensein reinventing thewhed and incurring avoidable
cods In soite of their commitment to the achievement of globd
environmentd  protection objectives, the success of internationd
environmenta secretarias is just as dependent on the interaction of
individudl personditiesasitisinany other fidd. Commentstothiseffect
weremadeby severd ssordarias

Where To From Here?

What are the factors thet might indicate where edtivigt secretariats go
from herg, and what future roles they might play on the internationd
environmenta stage? A mgor factor in defining the future roles and
functions of secretaiats in international environmentd treeties is the
preparedness of governments to accept them as actors, not just as
gage-hends The man sumbling-block gppears to be concern by
Yatesthat anincreasein secretariat authority, and any digresson from
ther centrd rdeasasarvant of the parties, might erode sateautonomy
in the manegemant of nationd environmentd protection maters
Internationdl environmentd tregty secretariatsarenat, however, likdy to
act reshly. Sdf-interest and organizetiond survivd are just as much
agendaiitems for them asthey arefor governmentsand NGOs Also,
finencdid condrants have been, and continue to be used vey
effedtively to control secretariat activity.

In spiteof these condtraints, thereis scopefor strategic planning and
gredter co-ordination among secretariats on aglobd scde that would
bendfit al Sakeholders induding governments

Sowhat of thefutureof internationd environmenta secretariats?

Balancing Centralization and Regionalization

The trend towards the centrdization of internationd environmentd
tredly secretariats gopears to be a& odds with the regiond
implementation strategies valued by secretariats The public argument
in support of the * Geneva drategy’ is presented in terms of incressed
effidendesandrationdization of resources, It canasobeundersoodin
termsaof organizationd surviva to consolidete UNEPS presnceinthe
dedisorrmaking forumsof theNorth.

UNEPisnat the only UN agency to prefer aGenevalocation for its
sodaids The inteim ssordaiats of the UNCED tredies are do
besad there

For some sordaiats, the quedion is will the advantages of
centrdization outwegh the dissdvantages of lodng secretaria
indvidudlity andfledhility?

Given that the plan for secrdariat centrdization hes dreedy gained
momentum, the more important question may be how to caaitdize on
the advantages of togetherness while heeding the knowledge and
expeaiencesof exiding secrdaias Thereareseverd posshilities

Thefirg is how to address regiond nesds and interests What is
neded is both an inter-sectord and a regiond gpproach to the
menagament and implementation of globd evironmentd tredies
Saretaiasarewd | placad tooperaiondizesuch adretegy.

One modd might be the decantrdization of some implemantation
adivities The co-operative devd opmernt, resourcing, and operation of
regiona cantres by severd different tregties is one srategy. Tasks of
these cantres would indude training, deta collection, and information
dissmination. Basd has dreedy considered the possibility of regiond
centres for training and technology trandfer. Regiond centres could
develop regiond resource directories of experts and conautantsin a
vaiey of fidds such as sdentific assessment, conflict meanagement,
and technology trandfer. The centres would be in a podtion to co-
ordinate subcontracting and minimize the possihilities of duplication.
The interaction of seordtariat S from severd tredties would dso
promateamoreinter-sactord gpproachtotregty implementation.

It isenvisaged thet the personnd in these centres would reflect the
diversty of tregty interests and cultures in the region. The centres
should be gtaffed by secondment from theheedquartersof therdevant
tregty ssordaias from NGOs and from locd community interests
Regiond centres should not become a* dumping ground’ for lessable
personnd. They should provide opportunitiesfor technology and kill
transfer among personnd in the region. They would subscribe to the
UN prindples of recruitment and personnd practice. Provison should
asobemeadefor carear devd opment and promoation.

Regiond centres would assigt in reducing Saff concern about their
loss of aredibility in the fidd. A regiond location would reduce travel
codsfor seoretariat 3t whilemaintaning their presenceinaregion. A
regiond presence would dlow governments and locd communities
essier anoess to tregty secretariats for advice and resources Findly, a
regiond secretariat presence could be usad to oversee treaty-
monitoring activities in a region. It would be one way of fadlitating
secrdaiat involvement in monitoring mechanisms as suggested by the
CITESSaxdaiat.

Such centres would dso provide opportunities for internationd
environmentd treety secretariatsto sherethecost of resources, suchas
thase of communication and information technology, and informeation
dissmination, thus establishing a public-avareness and education
dearing-housefor theregion.
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If countriesfavour aregiond treaty presenceto assst theminfulfilling
thar treety obligations, then they must be prepared to support it
finendidly. The funding of aregiond centre would be shared amnong
tregtiesusng the sarvices of the centre. Inthiscasethe centrecould be
finenced by alevy onthecorebudgetsof therdevant tregties. Funding
should beassured onatriennid besistofadilitatestrategic planning.

New RolesFor the Actors

There ae a futher three tasks in which adivig internaiondl
environmenta secretariats could be engaged as actors These were
disoussad in my eatlier work™ and my origind suggestions are now
upported by information acquiredintherecant interviews

Thefird is the co-ordination and periodic assssament of researchr
andkinformation dissamingtion to the parties Here secretait fadilitation
sills woud be usd in odleborative fect-finding and joint
problemsolving workshops to assg parties in identifying data-and-
information needs and edablishing agread research priorities and
processes. The Ozone Secrdaid is, to some extant, dreedy carying
outsmilar adivities

The seoond is the secrétariat’s role in compliance monitoring which
should bemandated aspart of theofficid tregty-monitoring mechanism,
asuggested by the CITES Seordariat. The secretariat would havethe
authority to convene extraordinary Medtings of the Parties for the
purpose of finding a way to assg those in breach of the treaty to
comply. It is envisaged thet rdlevant secretariat &t a the proposad
regiond centres would be respongble for the overdight of the treety-
monitoring syseminthar region.

Findly, to contribute to the conflict-management capatility of the
tregty regime, the secretariat would d soco-ordinete training workshops
in negatiation and conflict-menagement for secretariat personnd and
sakeholders and identify other internationd training resources, such
astheUnited NationsIngtitutefor Trainingand Research (UNITAR).

All three tasks will fit within the range of tasks proposed for the
regiond centres, induding the devdlopment of regiond directories of
conflict-manegement consuitants.

As an ealy-waming mechanisam, ssoretatiats are well placed to
attidpate conflicc emergence and to encourage the management
andlor de-excdation of a conflict such as might arise in rdation to
monitoring  compliance Prablem:solving workshops,  negotietion
traning, and odlabordive fed-finding ae dl postive conflic-
management initiatives that could be used by a secretariat. Should a
ssoretaia be consdered too involved in a problem to fadlitate or
mediateitsresolutionimpartialy, externd consuitantsoould beused.

The gopointment of a secretariat as the firgt point of contact
in the evat of compliance difficulties and vidaions enaures
that the paties have the opportunity to resolve any such

breaches ‘in-housg before resorting to more public procedures. 1t is
consstentt with thetrendsto promote negatiation and mediaion for the
stlement of disputeswithin tregty systems™®

Conclusion
In many ways there were no surprisss in the sscrdaria interview
repponses The information obtained does, however, provide a
comprenendve prfile of what five globd ewvironmentd tregty
soreariatsdo, and the differencesamong them. It has d o established
a bese for future work on the potentid of adtivig internationd
environmentd sscrdaiastoinfluencetresty implementation. Whilethe
soretariats gudied have digingt personditiesand differ in many ways
there is ds0 a core of smilar expaiences tasks and drategies from
which future secretariats could leam. Of particuler interest arethe tasks
perfomed by the ssordariats and how eech secrgtariat dedls with
paliticd, finendd, and adminisrativechdlenges

Coretasksthet dl secretariatspaformindude sarvidng the parties—
whichis primarily aninformationdl and operationdl role; norm cregtion,
auch as daagatheing and andyds and the devdopment of
operationd guideinesfor internationd standard-satting. However, the
extent to which secretariats can ffectivdly undertake thetregty-goedfic
additiond tasks varies condderably and depends, to alarge extent, on
the adequecy of secretariat resources Additiond tasks adversdy
efected by resource deficdendies indude monitoring compliance
asdgance to devdloping countries, which is often accomplished via
missons and traning seminars and congultation and co-operation
with NGOs aswdl as governments Although these additiondl tasks
are frequently perceived by both the secretariats and the parties as
beng criticd to the successful implementation of the treety, dl five
sordaias conddared that thar adlity to peform thee tasks
effectively wasrestricted by inadequatefinancid and Saff resources

Asit is pimaily governments which define the mandate and the
soope of seordtariat adtivities, it could thus be argued thet the level of
finendd and adminigrative resources mede avalable to ssorearias
reflects the levd of commitment of the parties to the achievement of
tresty objectives

Cantrdization of intemationd environmentd tregty secretaiats may
ass¢ the transmission of informaion and promote communication
among the secrdtariats. How secretariats can capitdize on this change,
without putting aside lessons from the pest and detracting from the
benefits of ther individudity and innovaions, is an important
chdlenge Ore way of overcoming some of the percaved
dissdvantages of centrdization might be to etablish regiond

GREEN GLOBE YEARBOOK 1994

28



centresdaffedjointly by representativesof rdevarnt tresty secrdtariats.

There are some new tasks that could be carried out by seordtariats
and co-ordinated at the regiond levd. Each task involves an adtivigt
sretaiat asan impartid third-party intervenor in problem:solving and
conflict manegement. Two such tasks suggeted by current
sodaids ae as a broke of odleboraive fact-finding and
problemsolving workshops and as a fadlitator of medtings to
overcome monitoring problems To support these adtivities, and to
enhancethe conflict-meanagement potentid of both asecretariat and its
sekeholders secretariats would  co-ordinate training initiatives in
problem:solving and conflict management.

The paliticaly sengtive nature of monitoring country compliance
posssagpedd dilemmafor sseretariats Governmentsmay berdudtant
to comply with tresty obligationsfor avariety of palitical and economic
reesons. Seordaias ae therefore faced with the difficulty of
encouraging and monitoring compliance without the mendate to
enforce it. For intemational environmental tredties to achieve thar
objectives, sscretariats must have both the mandate and the conflict-
manegement skillstotakeinitiativessuch asthose suggested above.

Internationd environmentd secretaiats are important actors in the
negatiation and implementation of intemationd environmentd tregties
They can ds0 play a sgnificant and postive role in problemsalving
and corflict menegement. For secretariasto achievethar full potentid,
trety paties mus guaratee them adequate finandd and
adminidrativeresources and themandateto carry out ther full rangeof
tasks Falure to do =0 will not necessarily diminish secretaria
commitment to tresty objectives; but it will redrict the extent to which
paties can redidicdly expect to recdve scretaiat essdance
espedidly thosecountrieswith fewer resources
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