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[MyHKT 4.4 npegBapuUTENbHOW NOBECTKM OHA

doknap n pekomeHgauum paboyen rpynnbl No o63opy
MmexaHunamoB ynpasneHus FrEBKO (2024 r.)

Pestome

HacTtoawwmin goknag noaroToBieH B COOTBETCTBUM C peLLUEHNEM PYKOBOAS-
wero kommteta MIFO-MOK no nporpamme N'EBKO (PKI™) oTHOCUTENBHO Npo-
BeaeHus B 2022 r. o63opa mexaHmamoB ynpasnexnus 'EBKO, n peweHnem
Accambnen MOK A-32/4.1, B koTOpoM 6bINO NpeanoXeHo npeactaBuTb
nTOorn ykasaHHoro ob3opa B xoge 57-n ceccum McnonHUTenbHOro coseta
MOK. lNonHasa Bepcusa goknaga, NoAroToBAeHHOro paboyen rpynnomn no ob-
30py MexaHusmoB ynpasneHus EBKO, npeacraBneHa B npunoxeHun K
AaHHOMY pe3loMe, coaepKalleMy BbiBOAbI U peKOMeHAaL MK,

[aHHbIN OOKYMEHT cnegyeT paccmaTpvBaTb B KOHTEKCTE HOBOW cTpaTernv
passutua NEBKO, npegctasneHHon CoBeTy B MHOPMALWOHHOM [AOKY-
meHTe |IOC/INF-1538. VicnonHutensHOMy COBETY npeanaraetcsa cgopmy-
nMpoBaTb CBOM 3aMeyaHusi B OTHOLLEHUM UTOroB NpoBeaeHHOro o63opa, Ko-
Topble ByayT y4yTeHbl npu paspaboTke pykoBoadwmm kommutetom MEBKO
COOTBETCTBYIOLLEro NfaHa BbIMNOMHEHUS peKOMeHAaLNN.

PuHaHCOBbIE Y aAMWHUCTPATMBHbLIE NocneacTeusa OyayT pacCMOTPEHbI B
pamMKax nporpamMmmbl 1 GrogxeTa, yTBEPXKAEHHbIX B fOKyMeHTe 42 C/5.

Mpeanaraemoe pelieHne NpPUBOANTCS B AOKYMEHTE O MPUHATLIX U Npeana-
raembix Mmepax (gokymeHT IOC/EC-57/AP Prov. Rev.) kak npoekT pesonto-
ummn EC-57/[4.4.11].
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OOLMN KOHTEKCT

1.  [Hoknag o6 o63ope mexaHnamoB ynpasnernuss TEBKO cogepxuT getanbHbI aHanu3 ynpas-
NEHYECKOWN CTPYKTYPbl U MPaKTUYECKUX MOAX0A0B, UCNONb3yeMblX B paMkax nporpammbl FEBKO
(Mporpamma NeHepanbHON BaTUMETPUYECKOW KapTbl OKEaHOB), M MPM3BaH COO4ENCTBOBATL MOBbI-
LWEHMIO 3P EKTMBHOCTU NPOrpamMMbl U €e COrnacoBaHHOCTM CO CTpaTerM4eckumMm LensiMm opraHu-
3auun-yupegurenen — MexayHapogHon rugporpadudeckon opraHnsaumm (MIFO) n Mexnpasutens-
CTBEHHOWN okeaHorpaduyeckon kommccun (MOK). MpoeegeHne o63opa GbINO NPOAUMKTOBAHO OCO-
3HaAHWEM CTPEMUTENbHbBIX UIBMEHEHWUI, NPONCXOAALLMX B 0611ACTN MOPCKMX HayYHbIX MCCeaoBaHUn
N KapTorpacmpoBaHnss MOPCKOro AHa, YTo TpebyeT yKpenneHna mexaHnamoB ynpasneHus TEBKO
N NOCTOSIHHOrO COBEPLLUEHCTBOBAHUSA UCMONb3YEMbIX B pamMKax AaHHOW NporpaMmbl NOAXOA0B.

2. B uncne ocHoBHbIX acnekToB 0630pa — M3y4YeHne opraHM3aunoHHbIX U yNpaBrieHYeCckux Me-
xaHnamoB [EBKO, adhdhekTMBHOCTbL paboThbl ee KOMUTETOB 1 B3aMMOAENCTBME C APYIMMWN OpraHu-
3aumamu. B o63ope nogyepkHyTa BaxkHasa ponb NEBKO B koHTekcTe [ecatunetua OOH, noceseH-
HOro Hayke o6 okeaHe B MHTepecax YCTOMYMBOro pas3BuUTUS, a Takke HEOOXOAMMOCTb MOBbILLEHUS
KOOpAMHaUMN MeXayHapoaHbIX yCunui B Bonpocax cbopa okeaHorpadmnyecknx gaHHbIX.

3.  CdopmynumpoBaHHble B AOKYMEHTE BbIBOAbl U pEKOMEHAALMM NogvYepknuBatoT NoTpebHOCTb B
©onee YeTKOM CTPYKTYpe ynpaBreHns, akTyanbHOCTb paclUMpPEHNsi B3aUMOLENCTBUS C 3aNHTEPECO-
BaHHbIMW CTOPOHaMM, a Takke He0BXOAMMOCTb NOBbILLEHNS 3MEKTMBHOCTM YrpaBreHnst puckamm
1N (hOPMUPOBAHUSA KyNbTypbl HENPEPBIBHOrO coBepLueHCTBOBaHMSA. OTaenbHO B 0630pe Gbina noa-
YepKHyTa BaXXHOCTb NMpuBeaeHns aeatenbHocTu B pamkax TEBKO B cooTBeTCcTBME C HOBOW CTpaTe-
rmen nporpammbl, KoTopasi bbina paspaboTaHa napannenbHO C NOArOTOBKOW AaHHOro o63opa.

4. B HacTosLwweM AOKYMeHTe NpeanaraeTcs HECKOMbKO NaHMpyeMblX LWaros, B TOM Y1crne npea-
CTaBfieHne NoAroTOBNEHHOro AOKNaga Ha pacCMOTPEHME PyKOBOASLLIEro KoMmTeTa no nporpaMmme
FEBKO (PKT), oueHka akTyanbHOCTU Kaxaon M3 chopMynmMpoBaHHbIX B 0630pe pekomeHpauun,
paspaboTka nnaHa peanusauvyM HOBOW CTpaTermm nu BHeAPEHME CUCTEMbI HEMPEPbLIBHOIO COBEpP-
LueHCcTBOBaHMA. Kpome Toro, B HEM CoaepXnTcsa NpusbiB NPoBeCcTM 0630p MEXaHM3MOB yrpaBneHns
nogkomuteta N[EBKO no HaumeHoBaHuio chopm noasoaHoro penbeda (MK-HOMMP), a Takke npo-
aHanmMsnpoBaTb 3P(PEKTMBHOCTL MEXaHM3MOB HaA30pa B paMmkax omHaHcnpyemoro doHgom «Humn-
noH» npoekta «Mopckoe gHo-2030».

5. HakoHel, B 0630pe nogyepkHyTa HE0OX0OMMOCTb COBEPLUEHCTBOBaHUSA nporpammon FTEBEKO
CBOEI OpraHn3aunoHHON CTPYKTYPbl 1 MEXaHU3MOB YNpaBneHus, YTo NO3BONUT el OCTaBaTbCH BOC-
TpeboBaHHOM N 3D EKTUBHOM B YCNOBUSAX MEHSOLLIErocH NaHawadTa B 06nacT MOPCKMX HayYHbIX
nccneaoBaHUn U KapTUPOBAHUS MOPCKOMO AHa.

BbiBOAbI M nnaHupyemblie Wwarun

6. Pabota, cBazaHHasa ¢ npoBegeHnem ob63opa MexaHM3MoB ynpasreHus nporpammbl TEBKO,
oKasanacb ropasfo crioxHee 1 macwtabHee, YeM npegnonaranock U3HavyanbHO, YTO CTano 4onon-
HUTENbHbIM CBUAETENLCTBOM OTCYTCTBUA YETKON OpraHn3aLMOHHON CTPYKTYpbI. BaxkHenLwni BbIBOA
Mo uToram aHanu3a BbISiBNEHHbIX NpobrieM cocTomT B HeobxogmmocTn 6onee YyeTkom hopmanuaa-
UMM MexaHU3MOB ynpasrieHusa n 6onee YeTkoro onpeaeneHns PyHKUWUA, 30H OTBETCTBEHHOCTU U
CUCTEMbl NOAOTYETHOCTU. B NPOTMBHOM cry4ae OTCYTCTBME ACHOCTU Ha YPOBHE CUCTEMbI B LIENIOM
MOXET NPENSTCTBOBATb MNOBbILLEHNIO 3P EKTUBHOCTM €€ PYHKUNOHNPOBaHUS. OQHUM U3 OCHOBHbIX
BbISIBNIEHHbIX HEQOCTATKOB ABnsieTca otcyTcTeue B GrogkeTe NEBKO cneunansHon ctatbu, Kacato-
wenca PUHaHCUPOBaHMUS MEXaHW3MOB YynpaBlieHUd MNporpamMmMon, HanmuMyme KOTOPOW B maeane
Morno 6bl yCTpaHuTb AemumT onepaTMBHOIO B3aMMOAENCTBUA Mexay npeaceaatensMmm nogKkomm-
TeTtoB n PKT.

7. OOuH 13 OCHOBHbIX BbIBOAOB COCTOMT B HEOOXOAMMOCTY NPOBEAEHUS IKCMEPTHOM OLEHKM 3dD-
dekTnBHOCTN PKIT ¢ TOUKM 3peHns ero Konm4yeCcTBEHHOro CocTaBa, CTPYKTYPbl U (OYHKUMOHANbHbIX
3agaud. MpoBegeHne Takon pedopmbl BbINO COYTEHO NPUHLMMMANBHO BaXXHbIM, B CBA3U C YEM K
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y4acTuIo B HEeW OOMKHbI ObITb NPUBREYEHbI OpraHn3aummn-yupeautenu. Mpu aTom cneayeT NposiBUTb
0cobyl0 OCMOTPUTENBHOCTb, C TEM YTOOLI N3GEeXaTb pasMblBaHUSI OCHOBHOW 3a4a4v U CHUDKEHUS
adppekTnBHoCTM PKI™ B pesynbTaTe paclumpeHuns ee YreHCKoro coctaBa B CTPeMITeHUM obecneyunTb
€ro VHKM3NUBHOCTb.

8. B KOHTEKCTE yCTOMUYMBOro Kypca Ha pacumperune nporpammbl FEBKO ouyeBmaHO, 4T0 3TOT Npo-
Lecc OOIMKeH NpoucxoauTb napannernbHO C COBEPLUEHCTBOBAaHMEM METOLOB YNpaBsrieHus B MOA-
AePXKy ero acpdpektmBHOCTU. OTCYTCTBME CTpaTernn passutusa nporpammsel FTEBKO Ha MmomeHT npo-
BeeHus 0b30pa ee MexaHU3MOB YyrpaBeHNss OrpaHNYMIo BO3MOXHOCTM B NilaHe KOHKpeTusaumm
acneKToB CTPYKTYpHOM pecopMbl. ATO CBUAETENLCTBYET O HEOHXOAMMOCTM TECHOIO COrnacoBaHns
OyayLwmx oLeHokK 3dheKTMBHOCTM MexaHnamoB ynpasneHus TEBKO ¢ ee HoBow cTpaTerven, nocne
TOro, Kak oHa 6ygeT yTBepxdeHa, a Takke HeoOXOAMMOCTb BHEOPEHUS CUCTEMbI HEMPEpPbIBHOMO
COBEpPLUEHCTBOBAHNA B Ka4eCTBE OCHOBOMoOararowero npuHuuna gearensHoctn NEBKO. B coso-
KYMHOCTM 3T BbIBOAbI PUCYIOT KapTUHY NPOrpaMmbl, HAXo4sALWENCs Ha NepesloMHOM 3Tane CBOero
pasBUTUSA, Korga NepcrnekTMBHOE NMaHMpoBaHue, NOHATHOCTb MEXaHNU3MOB YNpaBneHns n uenesoe
BbleNeHne pecypcoB Ha Lenu ynpasneHus AesTenbHOCTbIo ByayT uMeTb NpuHLUMNnansHoe 3Hade-

HWMe C TOYKM 3peHunsa ByayLien HanpaBneHHOCTM N 3PAEKTUBHOCTU AEATENBHOCTMW.

Cnucok pekomeHaaumm

Paspen’ NMpeameTHasa obnactb PekomeHpaauus

8.1 OpraHnsaumoHHas CTpykTypa OpraHnsaLmoHHas CTpyKTypa LOSMKHA CTaTb
npegmeTom paccmoTpeHus PKT, a ee okoH4a-
TENbHbIN BapMaHT SOMmKeH ObITb CornacoBaH u
OTpaXkeH B Kpyre Be4eHUs 1 npasunax npowe-
aypbl PKT.

8.3 AHanua B3anmogencTemsa u nogot- | Crnegyert npoaHanmMsmMpoBaTh Ha NPegMeT ak-
yeTHocTn: MO — MOK TyanbHOCTU 1 O6GHOBUTbL MEMOpaHAyM O B3au-

MOMOHMMaHWNN, ¢ TeM YTOObI B HEM HaLLIMN OT-
pakeHue Bce npegnpuHMMaeMble B HaCTOS-
LLiee BpeEMS ycunus.

8.3 AHanus BzanmMogencTemsa 1 nogoT- | [Bym aTMM opraHusaumsMm criegyeT 3akounTb

yeTtHocTn: MO — MOK cornawleHue o napTHepCTBe, YTO NO3BONUT
pasmellaTb/XpaHnTb OMHAHCOBLIE CPEACTBaA B
rnaBHom doHae 'EBKO, B MINO.

8.3 AHanns B3anmogencTeusa n nogot- | Cnegyet nepnogmyecks NpoBoaUTb 3KCNepT-
yeTtHocTu: MO — HOAA (MUAOUB) | Hyto oueHky MoB, a Takke genatb 3T0 nocre

NOObLIX OPraHM3aLMOHHbLIX UBMEHEHNI C LENbIO
obecnevyeHnsa ero akTyarnbHOCTU U COOTBET-
CTBMSI NOCTABNEHHbIM LIENSIM.

8.3 AHanua B3anmogencTemsa n nogoT- | KoHkpeTHbin ctatyc PKIT nognexuT yTodHe-
yeTtHocTn: MTO/MOK — TEBKO HUIO, B CBA3N C TEM, YTO CTPYKTYPHO OH OTHO-

cutesa Kk MIMO.

8.3 AHanus B3anmogencTeumsa u nogoT- | Kpyr BeaeHus v npasuna npolenypbl cnegyet
yeTtHocTn: MTO/MOK — TEBKO aKTyanuanpoBaTb C LieNbto y4eTa B HUX peLue-

Hus, npuHatoro PKIM-38 oTHocuTenbHO npeob-
pasoBaHusa npoekta 'EBKO B nporpammy
"EBKO.

8.3 AHanua B3anmMogencTemsa u nogot- | PaspaboTtate MemopaHayMm O B3aMMOMNOHUMa-
yetHocTu: MK-UMNBO/TEBKO — HUM UMK cornalleHne o NapTHepPCTBE, B KOTO-
eXerogHbIn cumnosnym «Kaptmpo- | poM Obl HETKO ONpeaensncs xapakrep B3anmo-
BaHue npobenos» oTHoweHunn mexay MEBKO n cumnosmymom

«KapTtupoaHue npobenos». Kak MuHumMymMm, B
HEeM AOMKHbI BbITb YETKO onpeaeneHsbl Noodbie

! Peub naet o pasgenax B NPUIOXEHUN K HACTOSALLEMY JOKYMEHTY.
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Paspgen’

MNpeameTHas obnacTtb

PekomeHpauusa

COBMECTHbIE MEXaHN3Mbl MPUHATUS PELLEHWI,
OTBETCTBEHHOCTb, CTeNneHb aBTOHOMHOCTU U
nogpobHOCTK, KacatoLMeCs UCMONb30BaHNS
CMMBOIMKA M MOEHTUDUKALMOHHBIX NPU3Ha-
KOB.

8.3

PKI" — npoekt «Mopckoe aHo-
2030»

Heobxogumo npoaHanuanpoBaTb Ha NpegmMer
aKTyanbHOCTM JOKYMEHTbI, KacatoLmnecss Mexa-
HW3MOB ynpaBneHusa B paMmkax npoekra «Mop-
ckoe aHo-2030», n npeacTaBuTb NocrnegHue
Bepcumn atnux gokymeHtoB PKI 1 cnoHcopam
npoekta «Mopckoe aHO-2030» ans Toro,
4YTOObI BCE CTOPOHbI ObINM OCBEAOMIIEHBI O CY-
LLIECTBYIOLUNX MEXaHU3MaX yrnpaBreHus.

8.3

AHanna3 B3anmogencTeuns 1 nogoT-
yeTtHocTu: MK-OMM/PKI — ®oHp
«HunnoH» — Mporpamma MEBKO
Nno NoaroToBke cneunannctoB

[MposicHUTE MexaHn3Mbl B3aMMOOENCTBUA
mexay MK-OMMM n duHaHcmpyemor oHO0oM
«HunnoH» nporpammon MEBKO no nogrotoBke
creyumanucToB, B YaCTHOCTM HaA30pHbIE PyHK-
UK, n obecnevmTb KOPPEKTUPOBKY CYLLECTBY-
oLmx Nnbo paspaboTky HOBbIX AOKYMEHTOB, B
KOTOPbIX OMMCaHbl MEXaHW3Mbl YNpaBrneHus.

8.3

AHanna3 B3anmogencTeus 1 nogoT-
yeTHocTu: TMK-KO — BLO

PaspabotaTb 1 nognucartb cornawleHme ob
obbeme ycnyr, B KOTOPOM ONMMCbIBaeTCA corna-
COBaHHasi HOMEHKNaTypa ycnyr, npegocTaBns-
emblx BUO[ ot nmenu TIK-KO/M'EBKO.

9.3

OpraHu3aums nporpaMMHou aes-
TENbHOCTU B HACTOsILLEE BPEMS]

Obecne4ynTb YETKNI KackagHbIN XxapakTep u
B3aMMOCBSA3b MeXAyY LiensimMun, N3noXeHHbIMU B
ctpateruun passutnda NEBKO, n otaensHbIMm
HanpaBneHnsiMM paboTbl, BKMOYEHHLIMU B
nnaHbl paboThbl.

9.3

OpraHu3aums nporpaMMHou aes-
TENbHOCTU B HACTOsILLEE BPEMS

PaccMoTpeTb BOMPOC O Co3AaHuu crneumanb-
HOro COBETa MO YNpaBneHuo NPorpamMmoi.

9.3

OpraHu3aums nporpaMMHou aesi-
TENbHOCTU B HACTOsILEE BPEMS

PaccmoTtpeTb LenecoobpasHoCTb Ha3HavYeHus
wTaTHoro pykosogutens nporpammbl F'EBKO.

10.2

®duHaHcupoBaHue — NepcnekTus-
Has uenb

Cpasy nocne paccMOTpeHus BbIBOOOB MO UTO-
ram ob3opa MexaH13MOB yrnpaBreHunsi u noaro-
TOBKW MraHa peanusauum ctpaTerum A0MmKHbI
ObITb NPOAHaNU3MpPoBaHbl BapuaHThbl, Npea-
cTaBneHHble B goknage «lpegnoxeHns no
dbrHaHCUpOBaHWIO», NapanfensHo C X NpaBo-
BOW aKkcnepTuson. Kpome Toro, gomkHa ObiTb
npoaHanuanpoBaHa AedTeNnbHOCTb paboyen
rpynnsl MIMO no Bonpocam prHaHCcMpoBaHus,
¢ TeM 4YTobbl n3bexaTtb AybnupoBaHus ycunum
1 NCMONb30BaTb NMPENMyLLECTBa CUHepreTuye-
CKoro nogxopa.

11

lMpaBoBasg akcnepTunsa

Heobxoanmo NpoBeCTH MNOMHOLEHHYIO 3KCnep-
TU3Y CyLLECTBYIOLLEro 1 BO3MOXHOIO B Byay-
Lem npaBoBoro ctaTyca nporpammel FEBKO.
B xoge ykazaHHOW aKcnepTu3bl crieqyer pac-
cMmoTpeThb cTpaTternio pas3sutus F[EBKO n npo-
BElEHHYI0 paHee cTpaTermio ouHaHcuposa-
HUS.

12

OueHKka 1 KOHTPOIb PUCKOB

B uenax cogenctaunsa appekTMBHOMY OCy-
LLLeCTBNEHUIO NPOrpamMMbl BCE OpraHsbl,
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Pasgen’ NMpeameTHasa obnactb PekomeHpaauus
nmetoLme nnaH paboTbl, 4OMKHbI YTBEPAUTD
COOTBETCTBYIOLLME MEXAHN3Mbl OLEHKM M KOH-
TPONS PUCKOB.
13.2.1 AHanuTuyeckue BbIBOAbl B OTHO- MpoaHanuanpoBaTb Kpyr BeAeHUs Ha npeaMmeT
LUEeHMN oCHOBHbIX opraHoB NEBKO: | ero cooTBeTCTBUA CTpaTernm passuTus
PKI 'EBKO.
13.2.1 BbiBOAbI B OTHOLLIEHMM OCHOBHbIX Y4ecTb BbISIBNEHHbIE HEAOCTATKM MpU yTBEP-
opraHoB N'EBKO: PKI XaeHun Bygywimx Bepcun paboyumnx npouenyp.
13.2.1 BbiBOAbI B OTHOLLIEHUM OCHOBHbIX MpoaHanuanpoBaTb YneHckuit coctas PKI™ Ha
opraHos NEBKO: PKI npegMeT COOTBETCTBMS HOBOW CTpaTernm mn
CTaHgapTam B obnacTtu ynpaBneHus.
13.2.1 BbiBOAbI B OTHOLLIEHWUM OCHOBHbIX MpUHATL K CBEOEHWIO U BKMIOYUTL B (PUHAHCO-
opraHoB N'EBKO: PKI BbIi 0630p.
13.2.1 BbiBOAbI B OTHOLLEHMN OCHOBHbIX PaspaboTtatb npaBuna, YeTKO onpeaensitowme,
opraHoB NEBKO: PKI B Kakon mepe Bce YneHbl PKI™ gomkHbl (huHaH-
CMpoBaTb CBOM NyTEBbIE pacxoabl.
13.2.1 BbiBOAbLI B OTHOLLIEHMM OCHOBHbIX PaccmoTtpeTb BONpoc 0 napameTpax U YnNcreH-
opraHos N'EBKO: PKIT Hom cocTase PKT.
13.2.1 BbiBOAbI B OTHOLLIEHUM OCHOBHbIX OnpenennTb Kpyr BEAEHUS N YNEHCKUIA COCTaB
opraHoB NEBKO: PKI PKT, ¢ Tem 4To6bl NPOACHUTL (PYHKLMM N 0681~
3aHHOCTW €ro YrieHOB, a TaKxXe TO, B KaKou
CTeneHu Hanmymne CyLeCcTBYHOLUX TUMOB
Ha3Ha4YeHMn cnocoBCTBYET UM NPENATCTBYET
ero addekTnBHom paborte.
13.2.2 BbiBOAbI B OTHOLLIEHWMM OCHOBHbIX MpoaHanuanpoBaTb Kpyr Be4eHMs Ha npegMmeT
opraHoB N'EBKO: TTK-KO €ro COOTBETCTBUA CTparernm passuTtus
'EBKO.
13.2.2 BbiBOAbI B OTHOLLIEHMM OCHOBHbIX OnTMmunanposatb NnaH paboTbl NyTEM COKpa-
opraHos NEBKO: TTK-KO LLIEHNS YMcna BKIOYEHHbIX B HEMO Hanpaerne-
HWU aesaTenbHOCTM n obecnedeHns GonbLuen
SICHOCTM.
13.2.2 BbiBOAbLI B OTHOLLIEHMM OCHOBHbIX Otpasutb ponb HOAA B MoB mexgy MO u
opraHos N'EBKO: TIK-KO LleHtpom MIO no undpposon GatnmeTpumn
13.2.2 BbiBOAbI B OTHOLLEHMN OCHOBHbIX N3yunTb BO3MOXHOCTbL noanucaHna MoB
opraHoB N'EBKO: TIK-KO MIO — MOK
13.2.2 BbiBOAbLI B OTHOLLIEHMM OCHOBHbIX HasHaunTb cekpeTaps 13 ymcna YseHoB, onpe-
opraHos NEBKO: TTK-KO OEennTb CPOK ero NosTHOMOYUI U BHECTU COOT-
BETCTBYIOLME U3MEHEHMS B KPYT BeOeHUS
13.2.2 BbiBOObI B OTHOLLEHMN OCHOBHbIX MpoBecTn 0630p AOKYMEHTOB, KacatoLMXcst
opraHos NEBKO: TTK-KO MexaHM3MOB ynpasneHusi npoektom «Mopckoe
AHo-2030».
13.2.2 BbiBOAbI B OTHOLLEHMM OCHOBHbIX O6o3HauaTtb Bce npogykTbl FTEBKO, Hanpumep
opraHos NEBKO: TTK-KO Lindpposon atnac, B kavyecTBe odumLmanbHbIX
ny6nukaumn MIMO-MOK
13.2.2 BbiBOAbI B OTHOLLIEHWUM OCHOBHbIX OueHuTb 1, BO3MOXHO, COKPaTUTb YMCIO Non-
opraHoB NEBKO: TTK-KO HOMpPaBHbIX YNIEHOB, NPU HEOOXOAUMOCTM BHE-
CTM U3MEHEHWS B KPYr BeAEeHWS.
13.2.3 BbiBOAbI B OTHOLLIEHWMM OCHOBHbIX MpoaHanuanpoBaTb Kpyr Be4eHMs Ha npegMmeT
opraHoB NEBKO: MNMK-PKM[ €ro COOTBETCTBUA CTparernm passuTtus
'EBKO.
13.2.3 BbiBOAbI B OTHOLLEHMN OCHOBHbIX BsaumogencTeoBaTb C ApYrMMKU NogKkomuTe-
opraHos N'EBKO: MK-PKMJ Tamu n rpynnown npoekta «Mopckoe gHo-2030»
Ha NpegMeT oueHKn nnaHa paboTtebl n gobasne-
HWS NpUMEYaHuin, Npyu HeOBXoAMMOCTHU
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Paspen’ NMpeameTHasa obnactb PekomeHpaauus
yTOuHEeHus obnacTten, npegcraBnaowmx 06-
LMW NHTEpPEC.
13.2.3 BbiBOoAbI B OTHOLLEHUN OCHOBHbIX OueHnTb NnaH paboTbl Ha NpeaMET akTyarlb-
opraHoB MEBKO: MNMK-PKM[ HOCTW nocne nybnukauumn ctpaterum, a Takke
cornacoBaHue NpUOpUTETOB.
13.2.3 BbiBOAbI B OTHOLLEHMN OCHOBHbIX PaccmoTpeTb 1 cornacosaTb NOPSAOK paboThl,
opraHos N'EBKO: MK-PKMJ noaxogsLun YyneHam nogkommTteTa.
13.2.3 BbiBOAbI B OTHOLLEHMM OCHOBHbIX OueHNTb 1, BO3MOXHO, COKPaTUTb YMCNO Nof-
opraHos NEBKO: MNMK-PKM[ HOMpPaBHbIX YNIEHOB, NPU HEOOXOAMMOCTM BHE-
CTU N3MEHEHUS B KPYr BeOEHMs.
13.2.4 BbiBOAbI B OTHOLLIEHWMM OCHOBHbIX MpoaHanuanpoBaTb Kpyr Be4eHMs Ha npeaMmeT
opraHos MEBKO: MNMK-UMNMBO €ro COOTBETCTBUA CTparernm passuTtus
"EBKO.
13.24 BbiBOAbI B OTHOLLIEHMM OCHOBHbIX PaspaboTtatb cxeMy pabo4ero npowecca, KoTo-
opraHoB EBKO: MK-MMNBO PYI0 MOXHO BKIMIOUYUTL B MPUMIOXEHNE K Kpyry
BeAeHNs
13.2.4 BbiBOAbI B OTHOLLEHMN OCHOBHbIX PaccmoTpeTb 1 cornacosaTb NOPSAOK paboThl,
opraHos 'EBKO: MK-MINMBO noaxogsLun YyneHam nogkommTeTa.
13.2.4 BbiBOAbI B OTHOLLEHMM OCHOBHbIX PaccmoTpeTb BonNpoc 0 BBEAEHUM HOBOW KaTe-
opraHos MEBKO: MNMK-UMNMBO ropum yyactua npegcrasutenen MMO-MOK B
pa6ote NMK-UMNMBO
13.2.4 BbiBOAbI B OTHOLLEHMN OCHOBHbIX OueHnTb 1, BO3MOXHO, COKPaTUTb YMCIO Nof-
opraHos MEBKO: MNMK-UMNMBO HOMpPaBHbIX YNIEHOB, NPU HEOOXOAMMOCTM BHE-
CTU N3MEHEHUS B KPYT BeOEHMSI.
13.24 BbiBOAbI B OTHOLLIEHWMM OCHOBHbIX MposicHnTb 1 hopManun3oBaTb B3aMMOOTHOLLE-
opraHos N'EBKO: MK-MINMBO HUS B BUAE COOTBETCTBYHOLLEIO JOKYMEHTA.
14 HenpepbiBHOE COBEPLLUEHCTBOBA- PaccmoTpeTb NpeanoXxeHne B OTHOLLIEHUMN CU-
Hue CTEMbI HEMPEPBLIBHOTO COBEPLLUEHCTBOBAHNA U
ee BHegpeHus B nporpammy NEBKO B kave-
CTBE NOBCEOHEBHOro NpakTU4ecKoro noaxoaa.

[JanbHenwue warn u MeponpuaTusA

9. Cnepyowme warn npegnaratoTca A8 pacCMOTPEHUs C ydeToM mutoroB obeyxaernst PKIM n
APYrMMUN OCHOBHbIMUW 3aNHTEPECOBAHHLIMW CTOPOHAMMW.

10. MpepcraBneHue goknapa. [oknag 6ynet npeacraeneH Ha paccmoTtpenne PKI B cooTBeT-
CTBMWM C KPYromM Be4eHUs n npasunamu npoueaypbl paboyer rpynnbl no 0630py MexaHM3MOB ynpas-
nenus N'EBKO.

11. OTtgenbHoOe pacCMOTpPeHUe KaXAowu M3 pekomeHAauun. [aHHble pekoMeHOaunn OOIMKHbI
paccmatpusatbcs PKIT B nonHom coctase nvbo crneumanbHO chOpMUPOBAHHOM MM NOArPYMMon.
Takon nogxoa obecneunT yaeneHve oTAeNbHOro BHUMaHUA Kaxaon pekoMmeHgauuu, 4to byaet cro-
cobcTBOBaTh Honee TwaTenbHOMY UX PACCMOTPEHUIO M 06nerynT NpuHaTNe pelueHuni. MNMpu NnpuHs-
TUW peLLEeHNst O BbIMNOMHEHUN UMK Helenecoobpas3HOCTM BbINOMHEHWUS peKkoMeHAaummn cnegyeT npo-
ABNATb OCMOTPUTENBHOCTb, T.K. HEKOTOPbIE peKkoMeHAauMm MoryT ObiTb B3aMOUCKIOYaOLLNMW.

12. PaspaboTtka nnaHa BbINONIHEHUA pekoMeHAauun. Heobxogumo paspaboTaTb popmMarb-
HbI/ NNaH BbINOSIHEHNST COMNAcoOBaHHbIX PEKOMEeHOAaUUN. YKasaHHbI nnaH 6yaeTt urpatb ponb Ao-
POXXHOM KapThl, peaycMmaTpuBatoLLen nocrneaoBaTenbHOCTb AENCTBUIN, HEOOXOOMMBIX ANa 4OCTU-
XeHUA xernaemblX U3MEHEHUN U yNy4dLLIEHUNA.
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13. BHeppeHue cucTeMbl HenpepbIBHOro coBeplueHCTBOBaHUA. CyllecTByeT yeTkas ycra-
HOBKa Ha BHeApEeHNe CUCTEMbI HEMPEPbLIBHOTO COBEPLLEHCTBOBAHUSA B MPAKTMKY paboTbl BCEX KOMU-
TETOB M NOOKOMUTETOB. Takow NOAXOA Mpv3BaH MOOLWPATb nocnegoBaTernibHoe opMupoBaHue
KynbTypbl B BOMPOCaX OLEHKN 1 NOBbIWEHNS 3EKTUBHOCTM, 06ecneynBas CoBepLLIEHCTBOBaHNe
MEXaHNU3MOB yNpaBIieHNs1 C y4eTOM OpraHmM3aLMoHHbIX NOTpebHOCTEN 1 3aaau.

14. 0630p mMexaHuamoB ynpaBneHus MNK-HPMP. B otHoweHnM nogkommuteTa No HaumeHoBa-
Huo popm noasogHoro penbeda (MK-HPIMP) moxHO Bb1rio 661 NpoBecTn oTAeNbHLIN 0630p Mexa-
HWU3MOB yNpaBIieHNs C UCNOMb30BaHNEM TOW e CXxeMbl, KoTopasi Oblria npuMeHeHa nNpy NposBeaeHUn
Gonee wupokoro o63opa. B pamkax gaHHOro KOHKpeTHoro ob63opa Oyaet npoBeaeHa oueHka ag-
hEKTMBHOCTM YNpaBneHYeCKNx CTPYKTyp n mexaHnamoB [NK-HPIP, pesynbTathl KOTOpOn 6yayT oo-
BeaeHbl Ao ceegenmns PKI.

15. 0O630p MexaHM3MOB Haa3opa B pamMkax npoekra «Mopckoe gHo-2030». BoamoxHo, cne-
AoBarno 6bl NPOBECTU OLEHKY 3(h(PEKTUBHOCTN MEXAHN3MOB Ha30pa 3a OCYyLLECTBNEHMEM NPOeKTa
«Mopckoe gH0-2030». B pamkax Takoro o63opa cnegyeT paccMoTpeTb BONPOC O TOM, Kakum obpa-
30M mexaHm3mbl ynpasneHunsa NTEBKO gomkHbl 6b61Tb agantMpoBaHbl NO4 pacTyLwmi nopTdensb Npo-
€eKToB 1 nporpamm. KpanHe BakHO, 4TObObI Tako 0630p NpoBoAuIicsl ¢ cobniogeHMeM NpeaocTo-
POXXHOCTEWN C Lienblo HeaonyLieHMs c6oeB B OCYLLECTBNSEMON B pamMKax NpoekTa AesTeNbHOCTY,
yu4MTbIBas penyTauunio NpoekTa kak 3pdeKkTMBHO ocyLuecTBrstoLwerocs. MomMmmo aToro, pelieHune o
nposegeHnn noboro ob63opa AOMKHO 06CYXAAaTbCA U NIIAHNPOBATLCH B KOHCYNbTauum ¢ PoHAOM
«HuNNoH» 1 opraHMsaunamu-yuypeguTensamm, ¢ Tem 4tobsl obecneuntb cobnogeHne n yaoBneTso-
peHME OXMOaHUIN BCEX CTOPOH.

16. 0O630p npaBoBoro ctatyca '/EBKO. B 3aBncuMOCTI OT pe3ynbTaToB MEPONPUATUN, CBA3AH-
HbIX ¢ peanusauuen ctpatermm 'EBKO, n npu paccmoTtpeHnn 6yaywmx nnaHoe EBKO, kacato-
LLMXCS MPUBNEYEHNs CPeaCcTB ANs OCYyLLeCTBNEeHUs AanbHenwen aesaTenbHoCcTn, Heobxoaumo 6y-
AeT nNpoBecTu crneuunanbHblin 0630p BapuaHToB Oyayulero npasosoro ctatyca TEBKO. B ngeane
3Ty paboTy AOMKHbI BO3rMaBuUTb OpraHvu3aumm-yuypeanTenu.
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GEBCO Governance Review

Executive Summary

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.
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1. Introduction

GEBCO was proposed in 1899 and became a reality in April 1903 when HSH Prince Albert | of Monaco
offered to organize and finance the production of a new chart series designated: “The General
Bathymetric Chart of the Oceans” (GEBCO), under the Prince’s Scientific Cabinet. In 1922 the
responsibility for GEBCO was passed to the Director of the Oceanographic Museum of Monaco and in
1929 was transferred to the International Hydrographic Bureau (today the IHO). Since 1973, GEBCO has
been a joint Programme of the International Hydrographic Organization (IHO) and the
Intergovernmental Oceanographic Commission (I0C) of UNESCO.

In December 2021, an informal meeting between the IHO, I0C and GEBCO Chair/Vice Chair was held to
discuss areas of mutual interest and implications of emerging initiatives. In doing so it was
acknowledged that a routine review of governance is not only good practice but would likely help to
ensure GEBCO remained relevant during this period of change. In considering how to move forward, it
was agreed that there was a strong need to ensure that the work of GEBCO continued to support the
strategic objectives of IHO and IOC. The issue was further discussed at the 38th GEBCO Guiding
Committee Meeting (GGC38) and it was agreed that a Governance Review should be commissioned
under the leadership of IHO Assistant Director and GEBCO Secretary, Mr Sam Harper. A GEBCO
Governance Review Project Team (GGRPT) was assembled to provide support to support the
governance review process.

The results of the Governance review were initially planned for delivery to the 15™ IHO Inter-Regional
Coordination Committee (IRCC15) and the 32" 10C Assembly, however the complexity of the task and
available resources meant that this was deferred to the 16" IHO Inter-Regional Coordination Committee
(IRCC16) and the 57t Session of the I0C Executive Council.

This report serves as a summary of the analysis, associated findings and recommendations of this
Governance Review. In particular it sets out the methodology employed and sets out the basis for a
more robust Programme Management and Continuous Improvement approach to the management of
GEBCO activity.

2. Objectives and Context

The ocean science and seabed mapping landscape are undergoing significant change and the work of
GEBCO (including that of the Nippon Foundation GEBCO Seabed 2030 Project) has never been so
relevant or visible. The advent of the UN Decade of Ocean Science for Sustainable Development,
together with the broader UN 2030 Agenda and associated Sustainable Development Goals (SDGs)
necessitate increased international coordination in the collection and provision of ocean data to support
a range of critical science interventions. The GEBCO programme entered its 120" Year in 2023 and it is
widely accepted that GEBCO will need to evolve with this changing environment in order to remain
relevant, and that its organizational structure has grown in recent years; to support this evolution this
governance review has been commissioned.

The aim of the governance review is to ensure that the GEBCO programme has the appropriate
governance in place to effectively and efficiently deliver its annual work plan (and those of its
subordinate bodies and activities), guided by the strategic objectives of its parent organizations (IHO and
I0C) and the GEBCO Strategy.
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The main objectives of the governance review are to examine:

- The organizational and governance instruments and practices associated with GEBCO, its Guiding
Committee and its Subcommittees;

- The organizational and governance arrangements between GEBCO and external bodies that it
routinely interacts with;

- The organizational and governance arrangements for projects and any work items that GEBCO is
involved in.

3. GEBCO Strategy

In preparing for undertaking the governance review, GGC noted that ordinarily, such an exercise would
be designed to facilitate the delivery of a central strategy. For GEBCO, no such strategy existed; instead
GEBCO had a central mission statement “to deliver the most authoritative, publicly available bathymetry
of the world’s oceans”. Whilst the respective strategies of the parent organizations provided some
guidance, nowhere was the connection explicitly stated. As a consequence, GGC commissioned the
creation of a dedicated GEBCO Strategy which has been developed in parallel with this governance
review.

Given that the GEBCO Strategy has not yet entered into force, GGC approved the following assumptions
to be used in conducting the governance review:

- GEBCOis a Programme and will be an enduring endeavor;

- GEBCO will remain a joint Programme of the IHO and I0C;

- GEBCO relies on its parent organizations to hold funds;

- GEBCO needs to be able to fundraise, spend and allocate funds to its bodies, projects,
collaborative activities and contracted services;

- The funds held on GEBCQO’s behalf will/could increase significantly;

- GEBCO as a Programme will have subordinate committees, working groups, projects and other
work packages.

Further, it was noted at GGC level that once the strategy enters into force, its aims and objectives should
be carefully considered in future iterations of the governance review, or in the adoption of a continuous
improvement approach to programme management.

4. GEBCO Governance Review Project Team (GGRPT) Terms of Reference and Rules of Procedure

Dedicated Terms of Reference (ToRs) and Rules of Procedure (RoPs) for the GGRPT were approved by
14" [HO Inter-Regional Coordination Committee (IRCC14) and the 56 Session of the I0C Executive
Council. The ToRs and RoPs can be found at Appendix A.

5. External Advisory Panel

The GGRPT ToRs and RoPs state that “the project team is empowered to identify suitably qualified
members of an External Advisory Panel, and to engage them as required in order to provide assurance
to the GGC (and the bodies to which the GGC is accountable) that the work that undertaken is of
sufficient quality, is impartial and is objective in its recommendations”. The GGRPT considered carefully
how they would make use of such a resource, and it was decided that they could be used on an ad hoc
basis.
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To date, three of the four positions identified have been filled with only a representative from industry
to be appointed. Currently the EAP is constituted of:

Legal Representative — Dr Virginie Tassin Campanella, Avocat a la Cour (Paris Bar) & EU/EFTA Attorney-
at-Law (Zirich Bar), Vice President of the Scientific Council of INDEMER (Monaco)

Financial Representative — Mrs Sandrine Brunel, IHO Secretariat
Academic Representative — Dr Paul Elsner, University of London
Industry/Private Sector Representative — TBC

6. Governance Framework

In undertaking this governance review, it was essential to draw upon standardized best practices that
exist as they relate to programme management and delivery. Whilst there is a huge amount of literature
on the subject, and many different approaches to progamme governance, two principal sources were
referenced:

e |SO 21500:2021 (Guidance on project management), and ISO 21502:2020 (Guidance on
programme management)
e The UK Government Functional Standard for Project Delivery

These two references were chosen on the basis that the I1SO standards are by definition generic and
cross cutting, whilst the UK Government Functional Standard for Project Delivery has proven utility
(from the experience of the author) for the implementation and delivery of projects using the principles
set out in the ISO Standards.

Below follows a summary of the key relevant elements that were considered in undertaking this review.

6.1. 1SO 21500:2021 (Guidance on Project Management) and 1SO 21502:2020 (Guidance on
Programme Management)

ISO 21500:2021 and I1SO 21502:2020 provide international standards and guidance on project
and programme management. These standards offer a structured approach to managing
initiatives effectively. In the context of a governance review of GEBCO, the following principles
apply:

Governance Framework: Evaluate the presence of a well-defined governance framework
within GEBCO. Ensure that roles, responsibilities, and authorities are clearly defined, and that
there is alignment between project and programme governance structures.

Benefit Realization: Assess GEBCO’s approach to defining, tracking, and realizing the benefits
of its initiatives. Ensure that benefit realization plans are in place and that they align with the
’organization’s mission and objectives.

Documentation and Record-Keeping: Examine GEBCO’s documentation practices, including
records of decisions, project plans, and governance meeting minutes. Ensure that
documentation is thorough and accessible.
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Change Management: Review how GEBCO handles changes to its projects and programmes.
Assess the effectiveness of change control processes to minimize disruptions and ensure
alignment with strategic goals.

Continuous Improvement: Promote a culture of continuous improvement within GEBCO by
identifying opportunities to enhance governance processes and practices. Regularly review and
update the governance framework to adapt to changing needs and best practices.

6.2. UK Government Functional Standard for Project Delivery

The UK Government Functional Standard for Project Delivery provides a comprehensive
framework for managing projects effectively within governmental organizations. Whilst GEBCO
is a jointly owned programme of two inter-governmental organizations (so not strictly speaking
government organizations), the expectations of good governance placed upon the parent
organizations of GEBCO by their respective member states, means that this resource is highly
relevant. In addition, the framework was used as the basis for the governance of a number of
highly successful UK seabed mapping programmes (e.g. the Civil Hydrography Programme, The
Commonwealth Marine Economies Programme and the Overseas Territories Seabed Mapping
Programme). When applied to a governance review of GEBCO, the following key components
and principles become relevant:

Governance Structure: Assess GEBCQO’s existing governance structure, including roles,
responsibilities, and decision-making bodies. Ensure that the structure aligns with best
practices and promotes accountability.

Stakeholder Engagement: Evaluate how GEBCO engages with its stakeholders, including
government agencies, international organizations, and the public. Ensure transparency and
consider the needs and expectations of various stakeholders.

Risk Management: Review GEBCO'’s risk management practices, including the identification,
assessment, mitigation, and monitoring of risks. Ensure that risks are adequately addressed to
protect the ‘organization’s mission and objectives.

Performance Measurement: Examine the key performance indicators (KPIs) and metrics used
by GEBCO to measure project and programme success. Ensure that these measurements align
with organizational goals.

Decision-Making Processes: Assess the clarity and effectiveness of decision-making processes
within GEBCO, particularly at the governance and executive levels. Ensure that decisions are
well-informed and transparent.

In summary, the UK Government Functional Standard for Project Delivery, ISO 21500:2021, and I1SO
21502:2020 collectively provide a structured approach to governance and project/programme
management. In conducting the governance review, these standards were used to assess and enhance
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governance structures, stakeholder engagement, risk management, performance measurement,
decision-making processes, benefit realization, documentation, change management, and continuous
improvement practices to align with best practices and meet GEBCO’s objectives effectively.

7.

Methodology and Scope

7.1. Stakeholder Engagement

The stakeholder engagement process undertaken blended desk-based research with targeted
consultations to ensure a thorough understanding and integration of stakeholder perspectives into
the review’s development. Below is a summary of the approach taken:

Desk-Based Study. The majority of the research and analysis took the form of a desk-based study,
which served as the primary method for gathering initial data, insights, and identifying findings. This
approach allowed for the collection of extensive background information, setting a solid foundation
for subsequent consultations.

Consultations with Key Stakeholders. A series of consultations were conducted with key
stakeholders to delve deeper into the issues identified during the desk-based study. These
interactions were crucial for obtaining firsthand insights, feedback, and recommendations, ensuring
that the governance review’s direction was informed by those with a vested interest in its outcome.

Consultations with Chairs of the Sub-Committees. Special attention was given to engaging the
Chairs of the Sub-Committees, who played a critical role in the consultation phase. All Chairs were
given the opportunity to review the initial findings and, in many cases, have already begun
addressing them. This targeted engagement ensured that the project’s preliminary outcomes were
scrutinized before specific recommendations were made.

Support from the External Advisory Panel (EAP): The External Advisory Panel (EAP) provided a key
source of support and perspective from outside of the immediate GEBCO community. The legal
advisor’s input was instrumental in navigating the governance norms and legal structures of various
international bodies, providing a nuanced understanding of the legal considerations impacting the
programme.

7.2. Analysis and Identification of findings

Whilst the focus governance review was far broader than just the workings of the main GEBCO
bodies, a series of guiding questions were developed to assist in the review of governance
instruments and work plans. These questions were used as the starting point for the research and
analysis, and provided consistency of approach, as well enabling the process to be repeatable. These
guestions were as follows:

- Do the relevant governance instruments exist?

- Are the governance instruments up to date and do they adequately support the work of the
group or committee?



IOC/EC-57/4.4.Doc(1) - Appendix

- Is the work plan clear, current and logically structured?

- Isthe work of the GGC and SCs appropriately structured in terms of programme delivery
hierarchy?

- Isthe membership of the group or committee appropriate and are there any barriers to
effective contribution?

- Are any relevant working practices sufficiently clear, formalized and fit for purpose?
7.3. Scope

The detailed analysis in the governance review is limited to the main GEBCO Bodies (GGC and the
Sub-Committees), as well as those activities, projects and organizations that GEBCO interacts with or
has some kind of functional relationship. One exception is SCUFN, as it operates far more
independently than the other Sub-Committees and was deemed too complex to be included in the
initial phase.

The internal workings and joint oversight of the Nippon Foundation — GEBCO Seabed 2030 Project is
also out of scope in this initial phase. A general description and the nature of the relationship to the
GEBCO and the GGC are described for completeness.

Both SCUFN and Seabed 2030 could be considered for future phases as it would certainly be
valuable to have the most complete governance picture possible. In the case of SB2030, this would
be particularly relevant if or when GEBCO develops other projects and partnerships.

The following specific areas of analysis are in scope of the governance review:

- Mapping of GEBCO organizational and functional structure, detailing the nature of any
relationships, reporting lines, obligations or liabilities;

- Review of the legal structure and framework with a statement on the current and
recommended future status (if change is deemed necessary);

- Review of financial arrangements with a statement on the current and recommended future
status (if change is deemed necessary);

- Agap analysis of the current governance instruments (e.g. MoUs, ToRs etc.);
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8. Organizational Mapping

8.1. Organizational Structure

A key element of the governance review was the mapping the organizational structure of the GEBCO
Programme. This was a complex exercise; not least because the GEBCO Programme has evolved
organically over the past 120 years. It is also the case that in some cases, the lack of governance
instruments means that the exact nature of the reporting lines, and levels of autonomy and
responsibilities are at best unclear, and at worst disputed. Figure 1 shows a representation of the
organizational structure of the GEBCO Programme. It has been used for the basis of the governance

review, analysis and governance instrument gap analysis.
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Recommendation: The organizational diagram should be reviewed by the GGC with a definitive
version agreed and included in the ToRs and RoPs of the GGC.

8.2. Key bodies and organs of GEBCO
8.2.1. GEBCO Guiding Committee

The GEBCO Guiding Committee leads the delivery of the GEBCO Programme. The GGC's
operations are governed by its ToRs and RoPs (Appendix B) of which the latest version was
adopted by the IOC on 4 July 2019 and the IHO on 5 June 2019. The GGC is made up of sixteen
members; five Members appointed by the IHO, five Members appointed by the I0C, as well as
the Chairs of GEBCO Sub-Committees and the Director of the IHO Data Centre for Digital
Bathymetry (DCDB). Members of the GGC serve as experts in their personal capacity rather than
as representatives of their organization and/or country. Representatives of the Secretariats of
the IHO and IOC are permanent Observers in the GGC.

The objectives of the GGC are summarized as:
The GEBCO Guiding Committee shall:

- Guide the IHO-IOC GEBCO Project, under the general governance of IHO and I0C while
recognizing and following IHO and 10C policies.

- Authorize the preparation and dissemination of maps, grids, data files and other
appropriate depictions of the ocean floor.

- ldentify the needs of the various user communities of the bathymetry of the world’s
oceans; study the ways and means whereby these needs can be met.

- ldentify the necessary resources, both human and financial, for its undertakings and
make appropriate recommendations to its parent organizations.

- Stimulate the flow of data relevant to the GEBCO Programme by actively identifying
sources of new data and encouraging and promoting the release of data to appropriate
data banks, with the objective of ensuring that maximum available data are provided to
the IHO Data Centre for Digital Bathymetry (DCDB).

- Supervise the development, maintenance and routine updating of GEBCO products.
Activities are to include but are not restricted to:

o Study and set out procedures for new compilations of bathymetry.

o Develop standards and methodologies for the production of bathymetric maps
and grids and recommend their adoption to the IHO and IOC and to the seafloor
mapping community.

o Supervise the development, production and updating of a worldwide grid of
digital bathymetric data.

o Supervise the preparation and maintenance, in association with national and
international bodies, of an authoritative IHO/I0C GEBCO Gazetteer of Undersea
Feature Names.

o Study and implement the best distribution mechanism for the effective use of
GEBCO products by all users.
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o Investigate and develop appropriate logistical and financial arrangements
necessary for the furtherance of the GEBCO Project, recognizing and taking into
account the relevant IHO and I0C policies, and seeking the assistance of the
Secretariats of the IHO and IOC as appropriate.

o Integrate into its products the geographical names of undersea features that
appear in the IHO-IOC GEBCO Gazetteer of Undersea Feature Names.

8.2.2. Sub-Committee on Undersea Feature Names (SCUFN)

The Sub-Committee on Undersea Feature Names reports to the Joint IOC-IHO GEBCO Guiding
Committee (GGC) as its designated authority for all matters concerning undersea feature names.
It is the function of the Sub-Committee to select those names of undersea features in the world
ocean appropriate for use on GEBCO graphical and digital products, on the IHO small-scale
international chart series, and on the regional IBC series.

8.2.3. Technical Sub-Committee on Ocean Mapping (TSCOM)

The Technical Sub-Committee on Ocean Mapping (TSCOM) was established in 2006 to advise
the GEBCO Guiding Committee and all associate groups interested in the building and use of the
GEBCO product. In addition, TSCOM serves the greater bathymetric, hydrographic, and maritime
communities as authoritative source for technical expertise in seafloor mapping and forum for
discussion on emerging technologies and applications of bathymetric and hydrographic data.
The importance of this advising group is further stressed by The Nippon Foundation-GEBCO
Seabed 2030 project.

TSCOM reports to the GGC as its designated authority for all technical matters relevant to the
goals of GEBCO as set out in the ToRs and RoPs (Appendix C).

8.2.4. Sub-Committee on Regional Undersea Mapping (SCRUM)

At a meeting of some GEBCO Guiding Committee (GGC) members (and one IHB representative)
in Silver Spring, Maryland, USA on 18-29 May 2009, it was decided that a new Sub-Committee
was required to coordinate, encourage, and provide an interface with the various regional
mapping efforts being conducted by I0C, IHO and others. In addition, such a Sub-Committee on
Regional Undersea Mapping (SCRUM) could function as an Editorial Board endorsing regional
products to be included in GEBCO. These Terms of Reference and Rules of Procedure were
presented to the full GGC at the annual meeting on 1-2 October 2009 in Brest, France, and the
creation of the Sub-Committee was approved on an interim basis. At the following GGC meeting
in Lima, Peru, on 18 September 2010, the Committee approved the formation of SCRUM on a
permanent basis, subject to the approval of IOC and IHO. Authority for the creation of this sub-
committee is included in the GGC Terms of Reference, paragraph 1.9, which states that “As
required, establish subordinate bodies (sub-committees and working groups) to fulfil the
Committee Work Programme and approve the Terms of Reference and Rules of Procedure of
those bodies, reviewing annually the continuing need for each subordinate body.” In accordance
with paragraph 1.11 of the GEBCO Terms of Reference, SCRUM shall coordinate with regional
mapping projects on the specifications and preparation of regional digital bathymetric models
and charts, to ensure their compatibility with, and eventual inclusion in, GEBCO products.

10
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SCRUM reports to GGC as its designated authority for all regional mapping and coordination
matters relevant to the goals of GEBCO as set out in the ToRs and RoPs (Appendix D).

8.2.5. Sub-Committee on Outreach and Public Engagement (SCOPE)

At a meeting of the GEBCO Guiding Committee (GGC) in Busan, Republic of Korea on 16-17
November 2017, it was agreed that a new Sub-Committee was required to coordinate the
communications, outreach and external relations strategy and activities being conducted to
support and raise awareness of the GEBCO Project and to complement the focused outreach
activities of the Seabed 2030 Initiative. SCOPE is required to work closely with all GEBCO Sub-
Committees and with the Seabed 2030 Project Team to ensure a coordinated message,
communications and engagement are achieved to support the activities of the IHO-IOC GEBCO
Project. SCOPE also seeks to awareness of the GEBCO programme across regional and global
communities with an interest in and need for ocean bathymetry data. The annual GEBCO
Symposium, which has come to be know as the ‘Map the Gaps Symposium’ forms part of the
SCOPE annual work plan.

SCOPE reports to the GGC as its designated authority for all outreach matters relevant to the

goals of GEBCO as set out in the ToRs and RoPs (Appendix E).

8.2.6. Sub-Committee on Education and Training (SCET)

The Sub-Committee on Education and Training (SCET) was established in 2022 to develop and
coordinate the education and training strategy of the GEBCO Programme. In addition, SCET aims
to raise awareness amongst academic institutions of gaps in education and training that may
impact on the progress and development of ocean mapping and in particular, the objectives of
the GEBCO Programme. As the newest GEBCO Sub-Committee, SCET is still in the initiation
phase and is yet to make meaningful progress against its work plan.

SCET reports to the GGC as its designated authority for all education and training matters
relevant to the goals of GEBCO as set out in the ToRs and RoPs (Appendix F).

8.3. Relationship and reporting mapping

Based upon the entity’s mapping exercise, an analysis of the key functional and reporting
relationships was undertaken. This included a review of the existing governance instruments and the
identification of where gaps exist. This analysis is summarized in table 1.

Table 1 Governance Instrument Gap Analysis

is a partnership between the
parent organizations. This is
currently described in a
generic MoU that is far
broader than just GEBCO.
However, it also predates the

Relationship Description Existing Gaps and Recommendations
Instruments
IHO -10C The nature of the relationship | MoU 1. The MoU should be

revisited and refreshed to
make sure it reflects all
current endeavors.

2. A partnership
arrangement should be
established between the

11
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advent of endeavors such as
the UN Decade of Ocean
Science for Sustainable
Development and the Nippon
Foundation — GEBCO Seabed
2030 Project.

As noted in the summary of
the financial review, there is
currently no mechanism for
the exchange of funds from
the 10C to the IHO. This limits
how this contribution can be
applied and requires a
separate funding allocation
process.

two organizations to allow
the distribution/holding of
funds in the central
GEBCO fund at the IHO.

IHO — NOAA
(DCDB)

The Data Centre for Digital
Bathymetry (DCDB) is the
repository for much of the
publicly available data that
feeds into the GEBCO Grid as
well as the Gazetteer of
Undersea Feature Names.
The DCDB is an IHO resource
that is managed on behalf of
the IHO Member States by
the United States National
Oceanic and Atmospheric
Administration (NOAA). Prior
to the start of the governance
review, no specific instrument
other than the record of the
IHO Conference Decision to
establish the DCDB existed to
describe this relationship.
This has subsequently been
rectified in the form of an
MoU which was signed during
the 3rd Session of the IHO
Assembly in 2023.

MoU

. Review the MoU

periodically or after any
organizational change to
ensure it is current and fit
for purpose.

IHO/10C -
GEBCO

The only instrument that
describes the relationship
between the parent
organizations and the GEBCO
Programme are the GGC ToRs
and RoPs, last updated in
2021.

GGC ToRs
and RoPs

. The exact status of the

GGC should be clarified as
it relates to the IHO
operating structure.

. The ToRs and RoPs should

be updated to reflect the

12
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GGC38 decision to

This document details that reclassify the GEBCO
the GEBCO Guiding Project as a Programme.
Committee is classed as a
Joint Group of Experts under
the I0C guidelines for
subsidiary bodies, however
there is no explanation of the
status of the GGC as it relates
to the IHO. In practice, the
GGC reports into the IRCC and
can be considered a
subsidiary body of this IHO
organ, however its exact
status is not stipulated.

The ToRs and RoPs refer to
GEBCO as a project, despite a
decision taken at GGC38 to
reclassify it as a programme.

GGC-SCUFN The relationship and ToRs and nil
reporting lines for the RoPs
‘parent-child’ relationship
between the GGC and SCUFN
are described in SCUFN’s
ToRs and RoPs. This
document is currently under
revision and is not in scope of

this review
GGC—TSCOM | The relationship and ToRs and See 13.2.2
reporting lines for the RoPs

‘parent-child’ relationship
between the GGC and TSCOM
are described in TSCOM'’s
ToRs and RoPs.

GGC—-SCRUM | The relationship and ToRs and See 13.2.3
reporting lines for the RoPs
‘parent-child’ relationship
between the GGC and SCRUM
are described in SCRUM'’s
ToRs and RoPs.

GGC - SCOPE The relationship and ToRs and See 13.2.4
reporting lines for the RoPs
‘parent-child’ relationship

13
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between the GGC and SCOPE
are described in SCOPE’s ToRs
and RoPs.
GGC - SCET The relationship and ToRs and See 13.2.5
reporting lines for the RoPs
‘parent-child’ relationship
between the GGC and SCET
are described in SCET’s ToRs
and RoPs.
GEBCO/SCOPE | There is currently no Nil 1. Develop an MoU or
— Map the instrument that describes the partnership agreement
Gaps relationship between any of that clearly sets out the
the GEBCO bodies and the nature of the relationship
Not For Profit organization between GEBCO and Map
‘Map the Gaps'. In recent the Gaps. As a minimum
years, Map the Gaps has this should set out clearly
delivered what used to be the any joint decision making
GEBCO Science week, now processes, liability, levels
the Map the Gaps of autonomy and detail
Symposium. Section 13.3.3 relating to branding and
goes into more detail identify. See Error!
regarding the background and Reference source not
complexities regarding this found.
situation, however given that
Map the Gaps is an
autonomous entity that
draws a budget from GEBCO
through SCOPE, an
instrument of some kind
should be put in place to
describe the operating
relationship.
GGC—-SB2030 | A number of documents exist 1. SB2030 Governance
that describe the operation of documentation should be
Seabed 2030, however there reviewed, and the latest
have been many iterations of versions submitted to the
these documents since the GGC and SB2030 Sponsors
inception of the project. to ensure that all parties
Whilst the operation of are aware of the current
SB2030 is out of scope of this governance
review, a dedicated piece of arrangements. See Error!
work should be undertaken Reference source not
to ensure that the latest found.
versions of these documents

14
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a submitted to the GGC for
review.

SCET/GGC — NF
— GEBCO
Training
Programme

The Nippon Foundation
GEBCO Training Programme is
in its 20" Year and predates
the creation of SCET. More
detail as to the background is
provided in Error! Reference
source not found., together
with a specific
recommendation for the
oversight of the Programme.

With the creation of SCET, it
makes sense that the
relationship between
GEBCO’s nominated lead for
education and training have a
formal relationship with the
NF - GEBCO Training
Programme and the Parent
Organizations, as happens
with all the other
Courses/Educational
Programmes sponsored by
donors (e.g. administrative
aspects, management of the
course, selection of the
candidates, etc.).

Nil

1. 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.

TSCOM - BODC

BODC manages the GEBCO
website and, a number of
other GEBCO assets on behalf
of the GEBCO programme. In
doing so it draws a budget
from TSCOM. Currently there
is no instrument which
describes the nature of this
relationship and what the
expected service
level/deliverables are.

Nil

1. Develop and Service Level
Agreement that describes
agreed deliverables from
BODC on behalf of
TSCOM/GEBCO.

9. GEBCO Programme Work Structure
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As part of the Governance Review, the way in which GEBCO’s programme of work is structured was
investigated. In doing so, the general principles of progamme and project delivery were considered to
identify where current work practices differed from the excepted norms. Specifically, the UK
Government Functional Standard for Project Delivery was used as the primary reference.

Within this governance framework, the principle of work programme hierarchy is established.
Organizing programmatic work into a sensible hierarchy allows an organization to make sure that the
cascade of information, guidance and reporting flows correctly, which in turn allows for effective
performance management. Figure 2 shows the relationship between portfolios, programmes, projects,
related non-project work and specific work packages.

Host organisation

Portfolio
i Project Other related
Portfolio Programme L
Programme Project Othes feisted Work package
work
stages I I
Work package Work package
Work package Work package

Figure 2 Programmatic Work Hierarchy (Reproduced from the UK Government Functional Standard for Project Delivery)

In considering how these principles might map across to the GEBCO Programme, it was also possible to
identify whether the appropriate reporting and management bodies and practices were in place.

9.1. Current Programme Work Structure

In considering the current GEBCO Programme Work Structure, it was possible to map across from
the generic work categories presented in the UK Government Functional Standard to the activity
currently being undertaken within the programme. Figure 3 shows the current GEBCO Programme
Work Structure, utilizing the same color coding as that presented in Figure 2.

16
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10C. Exec. Nippon
[me ] [ ]

+ + ] v v

[ SCUFNWP ] [ TSCOM WP ] [ SCOPE WP ] [ SCRUMWP ] [ SCETWP ]

Figure 3 Suggested future GEBCO Work Programme Structure

Portfolio. Both the IRCC and the IOC Exec Council can be considered to manage portfolios of work of
which the GEBCO Programme is a constituent part. Similarly, the NIPPON Foundation manages a
portfolio of Programmes and Projects of which Seabed 2030 is one.

Programme. GEBCO itself is considered a programme, as it is enduring in nature and has within its
work plan various activities that could be considered projects, work items or other non-project
work.

Project. GEBCO has two main projects, the Seabed 2030 Project, and the GEBCO Training
Programme, both of which are jointly managed with the Nippon Foundation as the main funding
partner. It is possible that in the future, there may be other projects established and in doing so,
careful consideration should be given to whether a dedicated programme management board needs
to be established.

Work Package. GEBCO’s programme of activity is currently described in a series of Work Plans.
These work plans are analogous to Work Packages. The GGC has a master Work Plan which largely
includes the delivery of the Work Plans of the Sub-Committees. However, in reality the work plans
of the Sub-Committees are developed independently of the GGC and there is a question as to how
the GGC can properly monitor performance.

9.2. Processes and Procedures

Within the work of GEBCO, there are a number of complex processes and procedures that are not
covered by the ToRs and RoPs. These mainly relate to the management and oversight of the formal
publications and products that GEBCO is responsible for. An example would be the procedure for
the production of official GEBCO products, and how the appropriate checks and safeguards are put
in place to ensure that international norms and best practices are observed. This is also important to
ensure the protocols of the parent organizations are adhered to.

It is suggested that where these processes exist, they should be captured in a Standard Operating
Procedure (SOP) or similar and maintained on a regular basis. Such documents should have a clear
owner and reference that can be referred to in any continuous improvement schema.

17
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9.3. Recommendations

In considering how well GEBCO’s work programme structure conforms to excepted norms, it is
obvious that there is very good alignment with the UK Government Functional Standard. However,
what is unclear is how well the cascade of activity connects from discrete work items in each of the
sub-committees work plans, through to the master work plan of the GGC and on to the objectives of
the GEBCO Programme. This may well be because of the absence of a dedicated strategy and once
complete, this should certainly be used to set clear measurement criteria that can be used to assess
the relevance of activities to achieving GEBCO'’s aims.

Recommendation: 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.

As the number of Projects that GEBCO manages increases, consideration should be given as to
whether a programme management board should be established with key stakeholders who can
advise on and monitor delivery. This would ideally sit in between the Sub-Committees and the GGC
or be a subset of the GGC.

Recommendation: Consider the creation of a dedicated programme management board.

In the absence of a programme management board, it appears that there is a need for dedicated
programme management resources. While the Chair teams of the Sub-Committees have
responsibility for the management of their individual work plans, as do the GGC of theirs, the
Programme is so complex and made up of so many discrete activities (and associated budget lines),
that ordinarily there would be a dedicated programme management resource that is responsible for
monitoring and reporting on progress. This responsibility is beyond the scope of the role of any of
the GGC Officials or the Secretary.

Recommendation: Consider the need for a dedicated GEBCO Programme Manager
10. Finance

The review of the financial situation as part of the governance review was limited to a review of the
GEBCO budget, funding and approval process. This process has been revised and is described in
Appendix G. of this report.

10.1. Funding

The General Bathymetric Chart of the Oceans (GEBCO) programme, despite its significant size and
importance, operates on a relatively modest budget. It secures funding from a variety of sources:
approximately 10,000 Euros from the International Hydrographic Organization (IHO) budget, 8,000
Euros from the Government of Monaco, and 20,000 Euros biannually from the Intergovernmental
Oceanographic Commission (I0C), though this latter amount is not directly transferred to GEBCO's
central fund but is instead redistributed if not utilized. Notably, the Nippon Foundation stands out as
GEBCO's largest benefactor, contributing roughly 4 million USD across both the Seabed 2030
(5B2030) and GEBCO Training Programmes, highlighting the foundation's significant investment in
the advancement of oceanographic research and seabed mapping.
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10.2. Future ambition

It is a stated ambition, if not a necessity, for GEBCO to increase the funding it has available, as well
as diversify its funding sources. In doing so, a dedicated funding strategy was commissioned in 2020
to identify options for how GEBCO could achieve this.

The resulting report detailed a number of approaches to soliciting funding, as well as options for
how GEBCO would need to adapt its structure (and potential legal status) to accommodate these
activities. This report is included at Appendix H. of this report.

Recommendation: 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

No full legal review has been conducted to date. In consultation with the legal advisor from the External
Advisory Panel, it was agreed that until the GEBCO Strategy was in place, and in light of this the options
set out in the funding Strategy had been considered by the GGC and Parent organizations, there would
be limited benefit in undertaking this exercise.

Recommendation: 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

Risk management in the context of programme delivery involves identifying, assessing, and mitigating
risks that could potentially impact the programme's success. This process is critical for several reasons:

Ensures Programme Objectives Are Met. By identifying and mitigating risks early, risk management
helps ensure that the programme can achieve its objectives within the set timelines and budget.

Improves Decision Making. Through a structured approach to identifying and evaluating risks,
programme managers can make informed decisions, prioritizing resources and efforts where they are
most needed.

Enhances Resource Efficiency. Risk management allows for the efficient allocation of resources,
ensuring that time, money, and other resources are invested in areas that mitigate significant risks and
support the programme's success.

Increases Stakeholder Confidence. By demonstrating a proactive approach to identifying and managing
risks, confidence among stakeholders (including future potential funders of the GEBCO Programme who
may wish to do due diligence), that the programme will be delivered successfully.

Facilitates Continuous Improvement. By learning from identified risks and the outcomes of mitigation
strategies, a Programme such as GEBCO can continuously improve their risk management practices and
programme delivery capabilities.
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In conducting the governance review, and specifically assessing the current GEBCO Programme work
structure and practices, it is obvious that there is no discernable risk management process in place, nor
does it appear to be considered in the designing of work items. Work plans include a very simplistic
prioritization score against individual work items but only for the purposes of assigning budget.

Risk management is a key component of a Continuous Improvement process which is further elaborated
on in section 13.3.

Recommendation: All bodies that have a work plan adopt a risk management process to support
effective programme delivery

13. Analysis and Findings

Based upon organizational and functional mapping of the GEBCO Programme, the following findings
have been identified. They are presented by organizational entity to aid discussion and validation. Each
finding has been categorized by ‘type’ and where appropriate, a recommendation for onward action
suggested. It should be noted that the suggested recommendations (where made) are to stimulate
discussion and are subject to agreement by those bodies affected and ultimately endorsement by the
GGC.

13.1. Parent Organizations

Table 2 provides a summary of the key finding relating to the two parent organizations. The review
of existing governance instruments showed that the MoU between the two organizations predated
key developments such as the UN Decade of Ocean Science for sustainable development and
Seabed 2030.

Table 2 Parent Organization Findings

Finding Ref. Type Detail Recommendation

IHO-10C1 Instrument | MoU between two organizations | Review and update MoU
is out of date and predates
SB2030 and the UN Ocean
Decade

IHO-10C2 Instrument | No Mechanism to transfer funds | Develop partnership arrangement
between parent organizations

13.2. Analysis of Key GEBCO bodies

13.2.1. GEBCO Guiding Committee

Table 3 summarizes the findings as relate to the GGC. The main themes relate to the
membership of the GGC and the way that the modern portfolio of work is structured. The
nature of the findings identified are largely a reflection of how the work of the GEBCO
Programme has evolved over recent years into a complex portfolio of different work items.
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One of the key challenges identified was the size and nature of the GGC, currently at 16
members. Further, there was a lack of clarity around the roles and responsibilities of the GGC
members given that 10 are appointed by either IHO and IOC, 5 are Chairs of the Sub-
Committees, and 1 is the ex-officio member by virtue of the role of the director of the DCDB.
This structure makes the GGC large, flat in structure, and opaque when it comes to authority
and circular reporting. It is felt that the structure of the GGC could be adapted to reduce its size
and separate the functions of the executive strategic leadership, and the tactical programme
manager functions.

Table 3 GGC Findings

Finding Ref. | Type Detail Recommendation

GGC1 Instrument ToRs largely fit for purpose but Review ToRs to ensure
should be reviewed in light of the | alignment with strategy
Strategy to ensure that objectives
are consistent

GGC2 Process No portfolio/project board and Consider these deficiencies
lack of programme structure when approving future versions

of WPs

GGC3 Membership | Membership (especially Ex- Consider the make up of the
Officio) is problematic in that GGC membership against new
there is the potential for conflict strategy and governance norms
of interest where committee
members are the recipient of
GEBCO project funds

GGC4 Finance No formal guidance on financial Note and include in financial
management and accountability review

GGC5 Membership | Unlike IHO/10C appointed Develop a policy that makes it
members of the GGC, it is not a clear to what extent all
condition of SC Chair's members of the GGC are
membership of GGC to be able to | expected to fund their own
attend annual meetings, with travel.
associated T&S covered by their
employer or individually.

GGC6 Membership | The number of GGC members Consider the shape and size of

(15) is quite large for a body such
as GEBCO
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GGC7 Membership | The roles and responsibilities of ToRs and GGC Membership list

GGC members are not clear, and to clarify roles and

further confused by the three responsibilities of GGC member

categories of appointment. and whether the categories of
appointment support or hinder
effective delivery of GGC
business

13.2.2. TSCOM

Table 4 summarizes the findings as they relate to TSCOM. TSCOM (with perhaps the exception
of SCUFN) has the largest and most complex programme of work. As such, it has a number of

functional relationships and dependencies on external entities. A number of the findings relate
to how these relationships could be formalized and the potential for consolidating work items. It
is likely that the latter will only be possible once the GEBCO Strategy has been completed.

Table 4 TSCOM Findings

Finding Ref. Type Detail Recommendation
TSCOM 1 Instrument ToRs largely fit for purpose but Review ToRs to ensure
should be reviewed in light of alignment with Strategy
the Strategy to ensure that
objectives are consistent
TSCOM 2 Operations Work Plan is very complex and Rationalise work plan to reduce
could be rationalised items and improve clarity
TSCOM 3 Instrument No instrument in place to Incorporate into IHO - DCDB
describe the role of NOAA in MoU
hosting GEBCO Data in the
DCDB
TSCOM 4 Instrument No instrument in place to IHO/10C to consider
describe the role of NOC/BODC | implementing an MoU
in managing the GEBCO website
TSCOM 5 Membership | Need for dedicated secretary Identify a secretary from within
that can accommodate more the membership, establish terms
frequent meetings of service and update ToRs
accordingly
TSCOM 6 Instrument No formal Conduct a review of the SB2030

instrument/agreement to
describe interface with SB2030

Governance Documents
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TSCOM 7 Product No formal statement of the Give all GEBCO products an
ownership of GEBCO products IHO/10C formal publication
reference e.g. Digital Atlas
TSCOM 8 Membership | Number of full members could Review and potentially reduce
hinder decision making and number of full members —
ability to be quorate. adjusting ToRs as required.
13.2.3. SCRUM

Table 5 summarizes the findings as they relate to SCRUM. The main issue identified related to
the work of SCRUM that supports other activities/bodies such as TSCOM and Seabed 2030. In
discussion with the SCRUM Chair Team it is evident that this is likely to be an exercise in
clarifying the wording in the work plan as opposed to materially adjusting any activity.

Table 5 SCRUM Findings

Finding Ref. Type Detail Recommendation

SCRUM 1 Instrument | ToRs largely fit for purpose but Review ToRs to ensure alignment
should be reviewed in light of with Strategy
the Strategy to ensure that
objectives are consistent

SCRUM 2 Work Plan Potential overlap in terms of Work with other SCs and SB2030
scope with TSCOM/SB2030 - team to review work plan and
May just need clarification in add notation where required to
Work Plan clarify areas of common interest

SCRUM 3 Work Plan Work plan is complicated and Review Work plan once strategy
could be rationalised has been published and agree

prioritisation

SCRUM 4 Process Timing of meetings could be SCRUM to consider and agree on
adjusted to have one a routine that works for
preparatory virtual meeting and | membership
one in person meeting alongside
Map the Gaps and GGC

SCRUM 5 Membership | Number of full members could Review and potentially reduce
hinder decision making and number of full members —
ability to be quorate. adjusting ToRs as required.

13.2.4. SCOPE
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Table 6 summarizes the findings as they relate to SCOPE. The main issues identified surround
the interaction between SCOPE and the other GEBCO bodies, including the parent organizations.
Given the purpose of SCOPE is to coordinate and support the outreach and communication
requirements of the GEBCO Programme, strong coordination with the other GECBO bodies is
essential. Further, the Parent Organizations being IGOs that are accountable to their member
states, need to have a more effective means of supporting the work of SCOPE. It is felt this could
be achieved by the creation of a new category of participation/membership for the
Communication leads of the parent organization, together with the formalization of a process
for review planned communication material.

Table 6 SCOPE Findings

Finding Ref. Type Detail Recommendation

SCOPE 1 Instrument ToRs largely fit for purpose but Review ToRs to ensure
should be reviewed in light of alignment with Strategy
the Strategy to ensure that
objectives are consistent

SCOPE 2 Process Potential need to define a Define process diagram that can
formal process for approval of be appended to ToRs
comms material that affects
other SCs or bodies.

SCOPE 3 Process Timing of meetings could be SCRUM to consider and agree on
adjusted to have one a routine that works for
preparatory virtual meeting and | membership
one in person meeting alongside
Map the Gaps and GGC

SCOPE 4 Membership | Role of Reps of IHO/IOC unclear | Consider a new category of
and process for reviewing participation of IHO/10C Comms
outward communications Reps in SCOPE
activity not in place.

SCOPE 5 Membership | Number of full members could Review and potentially reduce
hinder decision making and number of full members -
ability to be quorate. adjusting ToRs as required.

SCOPE 6 Relationship | Formal relationship between Relationship should be clarified
Map the Gaps and and formalized via an
SCOPE/GEBCO is unclear and appropriate instrument.
undocumented.
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13.2.5. SCET

SCET is the newest Sub-Committee and is still in its initiation phase. As a consequence, the only
finding relates to the need to review the ToRs once the new GEBCO Strategy has been
developed.

13.3. Ancillary Bodies, Entities and Activities

In addition to the GEBCO Sub-Committees, there are several bodies, entities and activities that
GEBCO either collaborates on or with to deliver its objectives. The governance that surrounds these
endeavors is briefly described below, but in all cases, further work may be required to fully review
the associated working practices once the core GEBCO governance has been refreshed.

13.3.1. Nippon Foundation GEBCO Seabed 2030 Project

The Nippon Foundation-GEBCO Seabed 2030 (SB2030) Project is a collaborative project aimed at
mapping the entire ocean floor by the year 2030. This initiative seeks to bring together existing
data with new information obtained through various mapping efforts to create a
comprehensive, freely available map of the world's seabed. The project is a partnership
between The Nippon Foundation, a private philanthropic organization in Japan, and GEBCO.

SB2030 reports annually to the GGC on progress and is supported by a Strategic Advisory Group.
In addition, a SB2030 ‘Sponsors’ meeting is convened at least annually where items of mutual
strategic interest are discussed informally. As described in 8.3, whilst SB2030 the internal
management of SB2030 was out of scope of this governance review, the existing governance
documentation should be reviewed and submitted to the GGC (and other concerned parties) for
consideration.

One challenge identified with involving the GGC in the planning of SB2030 activity is the
differing reporting years associated with the Nippon Foundation and the senior bodies of the
Parent Organizations. This may be helped by an adjustment to the structure of the GGC or the
creation of a Programme Management Board as recommended in 9.2.

13.3.2. Nippon Foundation — GEBCO Training Programme

The Nippon Foundation — GEBCO Training Programme, delivered at UNH is in its 20%" year. In
addition to seven students currently at UNH, 112 scholars, from 45 countries have been through
the course. Following the Alumni gathering in Tokyo in August of 2023, a detailed survey of the
Alumni was conducted to better understand how well the program meets current and future
needs. The results of this review are currently under discussion with the Nippon Foundation.
The review will be completed in time to introduce any changes for the 21 year of the
programme starting in September 2024.

The course is funded by the Nippon Foundation and delivered by the University of New
Hampshire. The funds are held by the IHO on behalf of the UNH and re-distributed as required.

It was reported to GGC 40 that “the NF Project Management Committee has oversight, on
behalf of the GGC, of the training programme at UNH and other NF funded projects; not
including Seabed 2030. Current members are Robin Falconer (chair), Shin Tani, Martin
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Jakobsson, Hugo Montoro, Taisei Morishita, Dave Monahan and Rochelle Wigley. However, it is
not clear what the status of this committee is, and no governance documentation describing its
remit has been identified. The role of the two parent organizations (IHO and 10C) is unclear, and
is notably different from the management of other donor funded educational programmes that
exist. As recommended in 8.3, consideration should be given as to the relationship between the
NF — GEBCO Training Programme and SCET, especially as relates to oversight, and appropriate
governance instruments should be put in place. In any case, some manner of formal oversight or
external guidance should be available to those delivering the Training Programme.

13.3.3. Map the Gaps

Map the Gaps (MtGs) non-profit organization registered in the USA, is focused exclusively on
ocean floor exploration and committed to providing open-access data via international
collaboration. MtGs is overseen by a board of five directors and is engaged in a range of projects
around the world. In recent years, MtGs has delivered the eponymous annual symposium which
evolved from the original GEBCO Science Week. MtGs delivers the symposium as part of the
SCOPE Work Programme and as such receives funding from GEBCO. As reported in 8.3, there is
no governance instrument in place that describes either the relationship between MtGs and
GEBCO, nor the associated roles and responsibilities. It is not clear whether MtGs is delivering
the symposium for GEBCO, or whether GEBCO is supporting an independent activity that
supports the mutual aims of both organizations. This situation should be clarified as
recommended in 8.3.

14. Continuous Improvement

A key component of this governance review is the proposal for a continuous improvement process that
would help GEBCO evolve alongside good governance whilst negating the need for another full review in
the future. In considering the gaps in risk and programme management processes, together with the key
characteristics of the GEBCO programme, it is suggested that implementing a continuous improvement
process that integrates an issues log and risk register could significantly enhance the effectiveness,
efficiency, and safety of the programme. Below is a tailored proposal outlining a structured approach to
developing such a mechanism which is adapted from those principles set out in ISO 21500:2021 and ISO
21502:2020.

Continuous Improvement Process Proposal for the GEBCO Programme

Objective: Establish a framework for continuous improvement within the GEBCO Programme, leveraging
an issues log and risk register to identify, assess, and mitigate risks and issues promptly and effectively.

Issues Log. A key component of any continuous improvement process is an issues log. This is a simple
means of capturing any issues or observations during the delivery of the work plan, or in the conducting
of meetings, undertaking an initial analysis of the nature of the issue, identifying or connecting to any
specific programme risks, agreeing a priority for resolution and tracking progress. Such an issues log
could take the form of a spreadsheet and could be held centrally at the GGC level or individually at the
Sub-Committee level.
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Risk Register. Develop a comprehensive risk register that identifies potential risks, their likelihood,
impact, and strategies for mitigation. This register should be dynamic, allowing for the addition of new
risks as they are identified.

Linking the Issues Log and Risk Register. Establish a process where issues from the log are reviewed to
identify new risks or reassess existing ones in the risk register. This integration ensures that the
programme is proactive in risk management.

Regular Review. The review of the issues log and risk register should be built into the standing agendas
of the annual meetings of the GGC and Sub-Committees. Key risks and issues should be included in the
annual reporting of the GGC to the IHO IRCC and the I0OC Executive Council.

Continuous Improvement Culture. It is important to embed a culture of continuous improvement by
encouraging all GEBCO contributors to engage in identifying risks and issues. This should be an
expectation of those proposing work items, especially those for which GEBCO funding is being allocated.

Lessons Identified. On completion of key pieces of work, where a risk is successfully mitigated or an
issue is appropriately managed, time should be taken to identify any lessons that would be useful
consideration when undertaking future activity. These lessons can be included in the issues log.

Performance measurement. Whilst developing dedicated key performance indicators relating to risk
and issues management would probably be overkill for a programme such as GEBCO, a general review as
to the utility of the process and whether it is fit for purpose should be encouraged.

Feedback Mechanism. Create a mechanism for receiving feedback on the continuous improvement
process from team members and stakeholders. Use this feedback to refine and enhance the process
continuously.

Recommendation: Consider the proposal for a continuous improvement process and implement into
GEBCO Programme business as usual practices.

15. Conclusion and Next Steps

15.1. Key Observations

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.
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As GEBCO continues on its growth trajectory, it's 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.

15.2. List of Recommendations

Table 7. lists all Recommendations that have been discussed in this report. They are provided here
with the corresponding section number and subject area. Table 7 is provided as aid to assessing the
findings in this report and care should be taken to read them in the context of the analysis provided
in the corresponding sections.

Table 7 Summary of Recommendations

Section Subject Recommendation
Number
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 — The MoU should be revisited and
IHO -10C refreshed to make sure it reflects all
current endeavors.

8.3 Relationship and Reporting Mapping — A partnership arrangement should be

IHO —10C 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 — Review the MoU periodically or after any
IHO — NOAA (DCDB) organizational change to ensure it is
current and fit for purpose.

8.3 Relationship and Reporting Mapping — The exact status of the GGC should be
IHO/10C - GEBCO clarified as it relates to the IHO operating
structure.
8.3 Relationship and Reporting Mapping — The ToRs and RoPs should be updated to
IHO/10C - GEBCO reflect the GGC38 decision to reclassify the

GEBCO Project as a Programme.
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8.3

Relationship and Reporting Mapping —
GBECO/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.
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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 alighment 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 make up 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/10C to consider implementing an
MoU.
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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/10C
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.
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14 Continuous Improvement Consider the proposal for a continuous
improvement process and implement into
GEBCO Programme business as usual
practices.
15.3. 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 GEBCQO'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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