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	Summary
This report is pursuant to the decision of the IHO-IOC GEBCO Guiding Committee to launch a GEBCO governance review in 2022 and IOC Assembly Decision A-32/Dec.4.1 to present the outcomes to this session of the IOC Executive Council. This full report prepared by the GEBCO Governance Review Project Team is appended to this summary of conclusions and recommendations. 
This document should be read in the light of the new strategy for GEBCO presented to this Council in Information Document IOC/INF-1538. The Executive Council is invited to comment on the results of this analysis with a view to an implementation plan to be developed by the GEBCO Guiding Committee.
Financial and administrative implications: These will be considered within the 42C/5 approved programme and budget.
The proposed decision is referenced as Draft Resolution EC-57/[4.4.II] in the revised Action Paper (document IOC/EC-57/AP Prov. Rev.)
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Context
The GEBCO (General Bathymetric Chart of the Oceans) Governance Review Report provides an in-depth analysis of the entity’s governance structures and practices, aimed at enhancing its operational efficiency and alignment with the strategic objectives of its parent organizations, the International Hydrographic Organization (IHO) and the Intergovernmental Oceanographic Commission (IOC) of UNESCO. The review was motivated by the recognition of the rapidly changing ocean science and seabed mapping landscape, necessitating a more robust programme management and continuous improvement approach.
Key components of the review include an examination of the organizational and governance arrangements within GEBCO, its committees, and its interactions with external bodies. The review also highlights the importance of GEBCO's work considering the UN Decade of Ocean Science for Sustainable Development and the need for increased international coordination in ocean data collection.
Findings and recommendations address the need for clearer governance structures, enhanced stakeholder engagement, risk management practices, and the establishment of a continuous improvement culture. The review emphasizes the importance of aligning GEBCO's work with the newly commissioned GEBCO Strategy, which was developed in parallel to this governance review.
The report suggests several next steps, including the presentation of the report to the GEBCO Guiding Committee (GGC) for consideration, individual evaluation of recommendations, the development of an implementation plan, and the integration of a continuous improvement regime. Additionally, it calls for a governance review of the Sub-Committee on Undersea Feature Names (SCUFN) and an examination of the oversight of the Nippon Foundation-GEBCO Seabed 2030 project.
In conclusion, the review outlines the necessity for GEBCO to evolve its governance structures and processes to remain relevant and effective in the changing landscape of ocean science and seabed mapping.
Conclusion and Next Steps
The governance review process was significantly more extensive and complex than initially anticipated, highlighting the intricate nature of the structures involved. Central to the issues identified were the need for better formalization of processes and a clearer definition of roles, responsibilities, and accountabilities, which combined may result in a systemic lack of clarity that could hamper operational effectiveness. A key gap identified was the absence of dedicated programme management resource which would ideally bridge the operational gap between the Sub-Committee Chairs and the GGC.
A key finding is the need to review the GGC in terms of its size, structure, and function. This reform is deemed essential and should involve the parent organizations. Further, particular care should be taken to avoid dilution of purpose and effectiveness by expanding the GGC membership in the quest for inclusivity.
As GEBCO continues on its growth trajectory, it is clear that its governance practices must evolve in tandem to support this development effectively. The absence of a GEBCO strategy during the governance review limited the ability to pinpoint specific structural reforms. This highlights the necessity for future governance iterations to be closely aligned with the new strategy once in place, integrating a continuous improvement regime as a fundamental aspect of GEBCO's operational ethos. Together, these observations paint a picture of an organization at a crossroads, where strategic planning, clarity in governance, and the establishment of dedicated management resources are critical for its future direction and effectiveness.
List of Recommendations
	Section Number[footnoteRef:1] [1:   refer to the sections in the addendum to this document. ] 

	Subject
	Recommendation

	8.1
	Organizational Structure
	The organizational diagram should be reviewed by the GGC with a definitive version agreed and included in the ToRs and RoPs of the GGC.

	8.3
	Relationship and Reporting Mapping – IHO – IOC

	The MoU should be revisited and refreshed to make sure it reflects all current endeavours.

	8.3
	Relationship and Reporting Mapping – IHO – IOC

	A partnership arrangement should be established between the two organizations to allow the distribution/holding of funds in the central GEBCO fund at the IHO.

	8.3
	Relationship and Reporting Mapping – IHO – NOAA (DCDB)
	Review the MoU periodically or after any organizational change to ensure it is current and fit for purpose.

	8.3
	Relationship and Reporting Mapping – IHO/IOC - GEBCO
	The exact status of the GGC should be clarified as it relates to the IHO operating structure.

	8.3
	Relationship and Reporting Mapping – IHO/IOC - GEBCO
	The ToRs and RoPs should be updated to reflect the GGC38 decision to reclassify the GEBCO Project as a Programme.

	8.3
	Relationship and Reporting Mapping – GEBCO/SCOPE – Map the Gaps
	Develop an MoU or partnership agreement that clearly sets out the nature of the relationship between GEBCO and Map the Gaps. As a minimum this should set out clearly any joint decision-making processes, liability, levels of autonomy and detail relating to branding and identify.

	8.3
	GGC – SB2030
	SB2030 Governance documentation should be reviewed, and the latest versions submitted to the GGC and SB2030 Sponsors to ensure that all parties are aware of the current governance arrangements.

	8.3
	Relationship and Reporting Mapping – SCET/GGC – NF – GEBCO Training Programme
	Clarify the relationship between SCET and the NF – GEBCO Training Programme, especially as relates to oversight, and ensure that either existing instruments are adjusted, or new ones created to describe the governance arrangements.

	8.3
	Relationship and Reporting Mapping – TSCOM - BODC
	Develop and Service Level Agreement that describes agreed deliverables from BODC on behalf of TSCOM/GEBCO.

	9.3
	Current Programme Work Structure
	Ensure there is a clear cascade and linkage between the objectives set out in the GEBCO Strategy and the individual work items included in the work plans.

	9.3
	Current Programme Work Structure
	Consider the creation of a dedicated programme management board.

	9.3
	Current Programme Work Structure
	Consider the need for a dedicated GEBCO Programme Manager.

	10.2
	Finance – Future Ambition
	The options proposed within the Funding Proposal report should be considered alongside the legal review once this governance review has been considered and an implementation plan produced. Consideration should also be given to work of the IHO Funding Project Team to avoid duplication and take advantage of synergies.

	11
	Legal Review
	A full review of the current and potential future legal status of the GEBCO Programme be commissioned. This review should consider the GEBCO Strategy and the previously commissioned Funding Strategy.

	12
	Risk Management
	All bodies that have a work plan adopt a risk management process to support effective programme delivery.

	13.2.1
	Analysis of Key GEBCO Bodies - GGC
	Review ToRs to ensure alignment with strategy.

	13.2.1
	Analysis of Key GEBCO Bodies - GGC
	Consider these deficiencies when approving future versions of WPs.

	13.2.1
	Analysis of Key GEBCO Bodies - GGC
	Consider the makeup of the GGC membership against new strategy and governance norms.

	13.2.1
	Analysis of Key GEBCO Bodies - GGC
	Note and include in financial review.

	13.2.1
	Analysis of Key GEBCO Bodies - GGC
	Develop a policy that makes it clear to what extent all members of the GGC are expected to fund their own travel.

	13.2.1
	Analysis of Key GEBCO Bodies - GGC
	Consider the shape and size of the GGC.

	13.2.1
	Analysis of Key GEBCO Bodies - GGC
	ToRs and GGC Membership list to clarify roles and responsibilities of GGC member and whether the categories of appointment support or hinder effective delivery of GGC business.

	13.2.2
	Analysis of Key GEBCO Bodies - TSCOM
	Review ToRs to ensure alignment with Strategy.

	13.2.2
	Analysis of Key GEBCO Bodies - TSCOM
	Rationalise work plan to reduce items and improve clarity.

	13.2.2
	Analysis of Key GEBCO Bodies - TSCOM
	Incorporate into IHO – DCDB MoU

	13.2.2
	Analysis of Key GEBCO Bodies - TSCOM
	IHO/IOC to consider implementing an MoU.

	13.2.2
	Analysis of Key GEBCO Bodies - TSCOM
	Identify a secretary from within the membership, establish terms of service and update ToRs accordingly.

	13.2.2
	Analysis of Key GEBCO Bodies - TSCOM
	Conduct a review of the SB2030 Governance Documents.

	13.2.2
	Analysis of Key GEBCO Bodies - TSCOM
	Give all GEBCO products an IHO/IOC formal publication reference e.g. Digital Atlas.

	13.2.2
	Analysis of Key GEBCO Bodies - TSCOM
	Review and potentially reduce number of full members – adjusting ToRs as required.

	13.2.3
	Analysis of Key GEBCO Bodies - SCRUM
	Review ToRs to ensure alignment with Strategy.

	13.2.3
	Analysis of Key GEBCO Bodies - SCRUM
	Work with other SCs and SB2030 team to review work plan and add notation where required to clarify areas of common interest.

	13.2.3
	Analysis of Key GEBCO Bodies - SCRUM
	Review Work plan once strategy has been published and agree prioritization.

	13.2.3
	Analysis of Key GEBCO Bodies - SCRUM
	SCRUM to consider and agree on a routine that works for membership.

	13.2.3
	Analysis of Key GEBCO Bodies - SCRUM
	Review and potentially reduce number of full members – adjusting ToRs as required.

	13.2.4
	Analysis of Key GEBCO Bodies - SCOPE
	Review ToRs to ensure alignment with Strategy.

	13.2.4
	Analysis of Key GEBCO Bodies - SCOPE
	Define process diagram that can be appended to ToRs.

	13.2.4
	Analysis of Key GEBCO Bodies - SCOPE
	SCRUM to consider and agree on a routine that works for membership.

	13.2.4
	Analysis of Key GEBCO Bodies - SCOPE
	Consider a new category of participation of IHO/IOC Comms Reps in SCOPE.

	13.2.4
	Analysis of Key GEBCO Bodies - SCOPE
	Review and potentially reduce number of full members – adjusting ToRs as required.

	13.2.4
	Analysis of Key GEBCO Bodies - SCOPE
	Relationship should be clarified and formalized via an appropriate instrument.

	14
	Continuous Improvement
	Consider the proposal for a continuous improvement process and implement into GEBCO Programme business as usual practices.



Next steps and future activities
The following next steps are presented for consideration subject to discussion by the GGC and other key stakeholders:
Presentation of Report. The report will be submitted for the consideration of the GGC as set out in the GGRPT ToRs and RoPs.
Individual Consideration of Recommendations. These recommendations are to be evaluated either by the GGC as a whole or by a designated sub-group. This step ensures focused attention on each suggestion, facilitating thorough analysis and decision-making. Care should be taken when deciding whether or not to implement a recommendation, as some recommendations may or may not be mutually exclusive.
Development of Implementation Plan. A structured plan for implementing the agreed-upon recommendations should be developed. This plan will serve as a roadmap, outlining the steps necessary to deliver the desired changes and improvements.
Integration of Continuous Improvement Regime. There is a clear directive to embed a continuous improvement framework into the working practices of all committees and subcommittees. This approach aims to foster an ongoing culture of evaluation and enhancement, ensuring that governance mechanisms evolve in line with organizational needs and challenges.
Governance Review of SCUFN. A specific governance review using the same model employed for the broader analysis could be conducted for the Sub-Committee on Undersea Feature Names (SCUFN). This targeted review will assess SCUFN's governance structures and processes, with findings to be reported back to the GGC.
Review of SB2030 Oversight. An examination focused on the oversight of the Seabed 2030 (SB2030) project could be considered. Such a review should consider how GEBCO's governance needs to adapt to support a growing portfolio of projects and programmes. It is crucial that this review is conducted with caution to avoid disrupting the operations of SB2030, which is recognized as a well-functioning project. Further, any review should be discussed and planned in consultation with the Nippon Foundation and Parent organizations to ensure it adheres to and meets the needs of all parties.
Review of the legal status of GEBCO. Depending on the outcome of the GEBCO Strategy activity, and in considering the future ambition of GEBCO to undertake fundraising for future activities, a targeted review of the options for the future legal status of GEBCO should be undertaken. This should ideally be led by the Parent Organizations.
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