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Executive Committee Meeting (Virtual)

25 September 2025

As Accepted at the 67" Executive Committee Meeting.

Chair: European Union (EU) as represented by the European Commission

1 SESSION 1: GENERAL BUSINESS

11 Welcome from Lead Co-Chair

Joanna Drake, representing the EU, opened the meeting, welcoming participants across
different time zones. She stated that the intersessional meeting was called to acknowledge
the changing geopolitical landscape impacting the GEO community, noting this was the
right time to collectively make decisions to secure the future of GEO. In this regard, the
intersessional meeting will be used to prepare for the formal Executive Committee
(ExCom) meeting in October 2025.

Ms Drake acknowledged recent leadership changes:

e Noted with regret that Stephen Volz is no longer the United States Principal and
conveyed appreciation for his commitment, competence and collegial approach;

e  Welcomed Mary Ann Kutny, NOAA Deputy Director International & Interagency
Affairs, representing NESDIS Acting Assistant Administrator Irene Parker;

e Acknowledged the departure of ex-co-chair Mmboneni Muofhe of South Africa,
who has been called to other duties, and thanked Mr. Muofhe for his
contributions. Welcomed the new principal and co-chair from South Africa, Dr.
Kenny Tenza.

Dr Tenza later joined the call and introduced himself as the Acting Deputy Director
General in the Department of Science, Technology, and Innovation in South Africa.

1.2 Adoption of Agenda

The agenda was presented for adoption.

Xiaohan Liao of China requested agenda item 4.1 "Budget Scenarios Update" be changed
from "for decision" to "for discussion," citing the significance of the issue and the need for
more time for in-depth discussion. The Chair agreed to accommodate the change.
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Outcomes:

e Agenda adopted by the Executive Committee, including modification to item 4.1.

1.3  Secretariat Update
GEO Secretariat Director Yana Gevorgyan provided the following update:

e The Secretariat has remained on track with its work outputs since the meeting in
Rome. Key documents, including the annual Operating Plan, a Risk Registry and
the Director's Performance Plan, have been developed and shared with the
Executive Committee;

e Asignificant challenge is the reduction in staff capacity; the Secretariat headcount
has been reduced by four staff members since August. This has created a "somber”
mood within the organization. Reiterated the importance of the continued
engagement of the ExCom in guiding the Secretariat through its current
existential crisis;

e In response to a question from Mr Tenza, the Secretariat clarified that the
reductions in staff headcount were technical cost reductions made in an effort to
balance the budget.

2 SESSION 2: RESOURCE MOBILISATION & OPERATING MODEL

21 From Challenge to Opportunity: Unlocking GEO’s Potential Through Al and
Strategic Donor Partnerships

Introducing the session, the Chief of Communication & Partnerships Nicoleta Panta
thanked ExCom members for their feedback and questions during the recent pre-briefing
sessions, and informed ExCom that a revised paper responding to these questions would
be circulated to ExCom in advance of the October meeting.

GEO Secretariat private sector fundraising consultant Milos Maricic highlighted two key
elements of the Post 2025 Strategy relevant to the session. Firstly, the Strategy’s goal to
integrate innovative new technologies, so that EO services are easy to access and
understand. Secondly, the Strategy’s emphasis on a new operating model for GEO,
including looking beyond governmental funding mechanisms and exploring catalytic and
innovative finance.

He then presented a proposal for an "Earth Intelligence Suite" (EIS), a chat-based Al tool
designed to make GEO's data and knowledge more accessible.

e Concept: The EIS aims to provide a single, plain-language gateway to GEO data,
expanding the user base beyond experts and researchers to policymakers and
donors. It would provide reliable, cited outputs critical for informed decision-
making. A number of potential use cases were explained;

e Implementation: The project would begin with a low-risk, no-cost proof of
concept focused on the GEO Knowledge Hub. If successful, it would expand in a
modular fashion to include other GEO flagships and activities. Ultimately, this
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approach would provide a system level benefit by enabling all GEO Work
Programme activities to utilize one common functionality;

¢ Funding: The total estimated cost is around $10 million USD, to be funded
through 5-8 grants from private donors. The GEO Trust Fund would receive 25%
of this amount to cover project management, training, and testing. The remaining
75% would fund development of the tool and computing infrastructure by one or
more external providers.

China requested further clarification on the budget basis, intellectual property, data
licensing, system design, long-term operational needs and sustainability. Raised question
on how to balance interests of potential private sector donors to EIS with GEO's
intergovernmental nature. Suggested reference to WMO Guidelines for Public-Private
Engagement'.

The United States appreciated the innovative approach. Requested additional information
on how data security would be addressed, which Al platform would be used, how the
Secretariat would balance this work with other ongoing activities, and how these funds
would help offset any existing funding gaps.

Noted that some GEO Associates (and perhaps Participating Organisations) have worked
with GEO-AI, and may have questions about how the Secretariat will engage with them
on EIS. Requested further details on how the new enabling mechanism, AI4EO, will be
engaged in further discussions.

France saw an interesting opportunity and requested additional technical details including
data licensing aspects and whether EIS will be open source. Also requested budgetary
details, including maintenance and operating costs, and potential costs to users.
Requested clarity on how EIS funding would fill the existing Secretariat funding gap.

Germany underlined the importance of the GEO Secretariat’s core activities, including
stakeholder engagement, support to the GEO Work Programme, and key task forces. They
raised concerns that budget gaps pose high risks and that fundraising for new projects may
not address existing shortfalls but instead create additional activities. Indicated that
additional activities should not jeopardize the Secretariat’s ability to deliver on core
activities. On the EIS proposal, Germany welcomed the idea but stressed its complexity,
technically but also regarding scientific credibility and governance. Requested more clarity
on how the system would be built, maintained, overseen and integrated within GEO
structures.

Australia thanked the Secretariat for the EIS proposal, noting its complexity and cost.
Noted concerns about intellectual property, data security and technical credibility, and
requested more detailed information on the intended outcomes, how decision-readiness
would be determined, and what technical due diligence and validation have been
completed. Asked for clarity on what projects would be supported by grant funding if the
EIS proposal is not endorsed by ExCom. Emphasized the need for more time for members
to properly investigate and consult before taking a decision.

! https://library.wmo.int/records/item/57344-guidelines-for-public-private-engagement
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The European Union welcomed improving the user interface of the GEO Knowledge Hub.
Recommended to also utilize the outputs of the EU-funded project EIFFEL. Noted that the
promise to deliver "decision-ready, authoritative information" overestimates both the
capabilities of the GEO Knowledge Hub and current Al technology (for example, in data
traceability, trustworthiness and explainability). Doubted that these issues could be
addressed within the proposed timeframe for the project. EU expressed interest in the
potential of a project-based funding approach for the GEO Knowledge Hub, but indicated
this should not be limited to private funding. Also encouraged exploratory discussions on
EIS with individual GEO activities.

South Africa appreciated the innovative approaches proposed, noting they could
strengthen GEO’s visibility and effectiveness. Suggested that members could contribute
more effectively if the Secretariat identified priority datasets and models for the proof of
concept. Emphasized the importance of equity, urging clearer pathways for the Global
South to be recognized not just as data contributors but as active partners and
beneficiaries. Also called for alignment of the proposals with the GEO Infrastructure
Development Task Team, Programme Board, and long-term GEO priorities to ensure
sustainability.

Paraguay appreciated the effort and its alignment with the "Earth Intelligence for All" logic
but stated the need to mature the model and provide more details on the proposal. Noted
that if implemented successfully, EIS could provide immediate value, generate a new
funding stream and position GEO as a leader in Al + Earth Observations.

The Secretariat emphasized that the immediate next step at the October ExCom would be
to get the approval of the ExCom to advance with a proof of concept, where all the issues
raised must be investigated and resolved before any decision on full implementation. Also
emphasized that in terms of authoritative and decision ready results, EIS would build on
the content in the Knowledge Hub, which is the outputs of GEO flagships and initiatives.
Operationally, the initiative aligns with the Secretariat’s mandate to promote GEO
services, strengthen stakeholder engagement, and support capacity building, with a
portion of funds helping close the Trust Fund gap. Clarified that the proof-of-concept
carries no extra cost under the current Operating Plan and will not divert resources from
existing functions. If successful, EIS could catalyze both private sector and member-state
investments by clearly demonstrating GEO’s service value.

Action: GEO Secretariat to share a Q&A document providing further information on EIS,
with the aim of seeking ExCom approval to develop a proof-of-concept at the ExCom 67
meeting in October 2025.

2.2 GEO Enterprise Model (GEM)

GEO Secretariat Chief of Staff Steven Parkinson presented a proposal on the evolution of
the GEO Operating Model (noting the term "Enterprise Model" will be dropped following
feedback from several ExCom members).

e Concept: The proposal responds to the post-2025 Strategy and Cape Town
Declaration, which call for GEO to evolve its operating model to be fit for purpose.
It proposes a phased review of the operating model, starting with one of two
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proposed priority focus areas: 1) GEO's legal and organizational structure, and 2)
mechanisms for external representation.

¢ Implementation: ExCom would select the first focus area to be addressed. A
related 9-12-month project assessing the current status, developing alternative
approaches and making recommendations to ExCom would commence in Q1
2026, supported by an external consultant at an estimated cost of 100,000-110,000
CHF. The Secretariat would ensure coordination with other related initiatives
underway (for example through the Budget Working Group or the Rules of
Procedure Taskforce) to avoid duplication of effort. In Q3 2026 the Secretariat
would revert to ExCom with a recommendation for a second focus area to be
addressed, in a new project starting in 2027.

e Funding: The project could be funded by a grant from the new FAGI foundation
(Foundation for the Adaptation of International Geneva) in Geneva, which
supports transformative governance and financing initiatives. Milos Maricic
summarized the FAGI funding mechanism, noting also that competition for FAGI
funding will be high.

China reaffirmed its position that the “Enterprise Model” terminology should be replaced
by “Operating Model”, which the Secretariat confirmed will be the case.

China expressed support for the project, noting its potential to advance the Post-2025
Strategy and secure financial support. Stated that GEO should prioritize the focus area of
legal status by encouraging governments to formally ratify the 2005 convention and
become parties, enabling transition to an assessed contribution system ensuring more
stable and adequate funding - and reducing dependence on uncertain voluntary funding.
Stated that establishing a legal status is the fundamental pathway to secure GEO’s
operational funding.

Additionally, China highlighted the importance of prioritizing the GEO Work Programme
as a second focus area for review, since its success is critical to maintaining GEO’s global
influence and recognition.

The United States welcomed the clear structure of the proposal and supported efforts to
improve efficiency and diversify the funding base. Stressed that any proposals to change
GEO’s legal status should be carefully evaluated. Noted that clear return on investment is
required to justify consultant costs. The US requested further information and specific
examples of what restrictions to GEO’s participation the project would seek to address.

France opposed the document in its current state, stating that the GEO Enterprise Model
is already defined in the Post-2025 Strategy. Stressed that GEO’s priority should be
delivering services to Member states and supporting the GEO Work Programme activities,
rather than focusing resources on communication or consulting activities. Stated that the
challenge of external representation lies more in finding a mandate for GEO, and that
Secretariat should lead in addressing this strategic question. France advised caution with
the proposed costs of consultancies given the current financial situation.

The European Union noted the FAGI proposal as an interesting opportunity to support
GEOQ activities but opposed using it to fund work into GEO’s operating model, which the
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EU considered inappropriate. Stated that EU does not support transitioning the
Secretariat into an independent legal entity in the current challenging environment.
Noted additionally that EU Trust Fund contributions are tied to the current WMO setup
until 2028. The EU considers the existing operating model a success, with projects
implemented through the GEO Work Programme and the Secretariat focusing on
enabling tasks rather than implementation. Noted, however, that there are some project
implementation issues that require immediate attention.

While supportive of mobilizing private sector funds, EU stressed these should go toward
GEO Work Programme or communication activities, such as the GEO Symposium, rather
than restructuring. The EU also noted the pressing challenge of funding unfunded
Secretariat posts, which is not addressed by the proposals. They recommended that
instead of altering the operating model, a working group should revise the Rules of
Procedure to make governance more agile and fit for implementing the Post-2025 strategy.

Germany expressed support for the positions of the European Union and France.

United States acknowledged concerns raised by several European Members, and expressed
interest in seeing alternative proposals for how they could support private sector funding
to GEO to support the Secretariat in revising proposals to be amenable to all Members.

The GEO Secretariat acknowledged the variance in Member positions relating to the
operating model, noting that any final decision on the project will need to be clearly
documented for the GEO Plenary, given that evolution of the operating model is an action
in the Post 2025 Strategy.

In response to Member suggestions on the potential use of FAGI funds, the Secretariat
outlined the specific and restricted eligibility criteria of the fund. On external
representation, it clarified that the role of a consultant would be to assess and recommend
options for improving external participation and representation mechanisms - not to
generate tactical representation opportunities.

Action: GEO Secretariat to share an updated document on the GEO Operating Model for
final decision at the ExCom 67 meeting.

3  SESSION 3: 2026 SYMPOSIUM

3.1 2026 Symposium Planning Update

Chief GEO Work Programme Coordinator Madeeha Bajwa provided an update on the 2026
Symposium and Plenary:

e The initial plan to co-locate the event in Nairobi with the GPSDD Global Data
Festival and the Kenyan Space Agency Space Expo is no longer possible. GPSDD
formally notified the Secretariat that they could not proceed with the co-located
event due to significant risks and funding uncertainties;

e The Secretariat recommends hosting the Symposium and Plenary at the WMO
offices in Geneva from May 25-28, 2026;
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e The request to the Executive Committee was for approval to hold the event in
Geneva if the budget is approved, with a contingency plan to hold the event online
if the budget is not approved;

A strong majority of members expressed their preference for an in-person meeting in
Geneva to maintain the momentum from the meeting in Rome.

EU, South Africa and Senegal expressed disappointment that the event could not be held
in Africa but supported the move to Geneva given the financial constraints outlined.

The United States favored a virtual option due to funding challenges but supported a
modified in-person proposal in Geneva if it fits within the budget.

Decision: The 2026 GEO Symposium and GEO-21 Plenary will be held at the WMO offices
in Geneva on May 25-28 2026.

4 SESSION 4: OPERATIONAL PLANNING AND OTHER BUSINESS

41 Budget Scenarios Update

Steven Parkinson presented 2026 Budget scenarios, describing the situation as an
existential crisis for the GEO Secretariat:

e Context: There is an ongoing risk in 2026 to the funding from two US Members.
Additionally, the Secretariat’s multi-year grant with NOAA (the third US Member
contributor), ends in 2026 meaning there is no projected NOAA income in 2026.
There are additional US contributions outstanding (NOAA for 2024 and 2025, and
State Department for 2025).

Recent and planned staff movements as well as active and planned consultancies
were outlined. In 2025 Secretariat headcount has been reduced from 18 to 14
people, with this reduction impacting capacity and outputs. As of 1 October 2025
the Secretariat will have no Communications & Partnerships staff. Staff travel has
been reduced by 80%, impacting global engagement and representation, and all
staff training has been frozen.

e Scenario: The Secretariat noted 2026 as a pivotal year for GEO, given critical
deliverables in the Operating Plan, the 2026 Symposium and Plenary,
operationalizing the GEO Work Programme Phase 2, building GEO Infrastructure
and delivering Member Services, while also building financial sustainability.

The proposed 2026 budget is approximately 4.3 million CHF, a 20% reduction
from 2025. This creates a potential funding gap of up to 1.1 million CHF if no US
funding is received in 2026.

e Proposal: The Secretariat proposed an “Invest to Deliver” approach to manage
potential short term shortfalls in US funding. Instead of cutting staff and activities
immediately, they proposed using up to CHF 1.1 million from cash reserves during
2026 to maintain a team of 14 staff to execute on key deliverables outlined above,
among others, while preserving institutional knowledge. Critically, maintaining
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stability would give fundraising efforts a 12-month window to succeed, positioning
GEO for long-term sustainability.

If immediate cuts were made, GEO would face staff reductions, lost knowledge,
impact on core deliverables (such as the GEO Work Programme, infrastructure
work, Member services), diminished global representation, and a likely shift to
virtual events, creating a downward spiral of reduced capacity and funding.

The Invest to Deliver approach would include regular liaison with and oversight
by the Budget Working Group, ongoing oversight by ExCom (including updates
at each meeting), and a detailed formal review of the funding pipeline and forecast
income at end Q3 2026. At that point, accelerated fundraising efforts should have
borne fruit with GEO on the path to financial sustainability. If not, there would
still be sufficient cash reserves to make necessary cost reductions responsibly. The
Secretariat stressed this is a time-bound, exceptional measure, requiring ExCom
approval at its October meeting but fully supported by existing reserves and
consistent with GEO’s Rules of Procedure.

The United States expressed support for GEO’s budget scenarios to manage potential
shortfalls and eliminate unnecessary costs. Noted the US cannot yet provide clarity on its
2026 financial year budget as the federal appropriations bill has not been finalized. Noted
the US is reviewing membership in international organizations and will inform the
Secretariat of any changes to contributions once confirmed. Acknowledged the challenges
caused by this uncertainty and appreciated GEO’s efforts to manage within constraints.

China acknowledged the budget update and thanked the Secretariat for addressing earlier
concerns. They raised the need for greater clarity on the use of reserves, proposing that
the Budget Working Group and Secretariat prepare a detailed report on surplus funds,
management rules, and their role in the 2026 budget. Emphasized this information is
necessary before a decision at ExCom 67. Recognized the Secretariat’s staffing shortages
and offered to support by seconding professionals, either remotely or on-site, as has been
done in the past.

The EU noted its increased 2025 Trust Fund contribution and support for the
iClimateAction project. Welcomed the fixed budget approach for 2026, even if reserves are
required, but stressed the Secretariat must provide a new concept of operations/staffing
plan aligned with real budget figures. The EU emphasized the need to prioritize funding
for communication and Member services as core tasks. Opposed additional spending on
consultants for the Operating Model or Investment Case until these essentials are secured.
Supported China’s proposal for the Budget Working Group to present a detailed 2026
budget for provisional approval in October.

South Africa acknowledged the seriousness of the decision to potentially use reserves to
cover budget shortfalls, with long-term implications for the Secretariat’s sustainability and
Member confidence. Emphasized that ExCom needs more detailed information before
approving such a measure in October. This should include clarity on the fundraising
pipeline, confirmed member contributions, projected impacts of reserve use, and
governance safeguards. Paraguay concurred with the South Africa position.
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Germany thanked the Secretariat for the budget presentation and shared questions for
feedback in advance of the October ExCom: 1) how much of the reserves would be used
and for what specific purposes; 2) assumptions about future financial developments; and
3) does the Secretariat expect to rebuild reserves in the future, and how that would be
achieved. Italy concurred with Germany’s request.

The Secretariat thanked the ExCom for its feedback. Responding to Germany’s question
on use of reserves, it clarified that this would be up to CHF 1.1 million, in the case of no US
funding and no new contributions from Members or the private sector. On rebuilding the
reserve, the Secretariat underlined that it is currently in a crisis situation financially, where
the Invest to Deliver proposal would enable the Secretariat to continue to deliver on the
critical activities asked by Plenary, while allowing fundraising activities to mature,
avoiding the Secretariat going into terminal decline and laying the groundwork for later
rebuilding of reserves. Emphasized the joint task of both the Secretariat and Members to
drive the fundraising effort (noting Rules of Procedure section 10.5 which states that GEO
Members and Participating Organisations will endeavour to provide multi-year revenue
for the Secretariat).

The Secretariat requested guidance and a decision on advancing with the GEO Investment
Case, which is viewed as a key element for effective fundraising, and for which
procurement for a consultancy is underway. The Lead Co Chair clarified that this decision
could only be made following the provision of more detailed information on the proposed
2026 Budget, in advance of ExCom 67. The Secretariat Director noted that her annual
performance plan includes the implementation of the annual Operating Plan, which is
inclusive of the GEO Investment Case. It was agreed that the terms of reference for the
Investment Case procurement will be shared as part of the October ExCom documentation
and that a decision on whether to proceed with it would be made at that meeting.

Action: GEO Secretariat to work with Budget Working Group to provide a draft GEO
Secretariat 2026 Budget in advance of the ExCom 67 meeting, including responses to
questions raised in the ExCom Intersessional meeting.

Action: GEO Secretariat to share Investment Case terms of reference with the ExCom 67
meeting documentation.

Action: ExCom to decide on approach for the GEO Investment Case at its ExCom 67
meeting.

4.2 2025 Operating Plan and Risk Registry

The Secretariat presented the updated 2025 Operating Plan and a new Risk Registry for
information. This version includes activity updates and a status column, complementing
the more detailed Secretariat Operations Report. The document is used internally for
planning and progress monitoring. The new organizational-level Risk Registry outlines
key risks, their likelihood and impact, and mitigation measures. The Registry is intended
to support both internal management and ExCom risk management guidance.
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The European Union welcomed the updated Plan and indicated that explanation for tasks
altered or deleted would be helpful. Encouraged realism and careful prioritization given
limited resources.

China appreciated the updated Plan and the Registry. Noted the Secretariat’s support to
extrabudgetary projects and stressed the need for alignment with WMO processes and
regulations. Noted the management reporting of extrabudgetary projects as a key
initiative, proposing this be included in the ExCom 67 agenda.

The Secretariat welcomed engagement on the Plan and Registry. Stressed that any
guidance on prioritization must come as collective guidance from the entire ExCom, not
individual members. Confirmed that the Secretariat already operates according to WMO
rules and regulations. Noted China’s comment on extrabudgetary projects reporting,
clarifying that this work will be reported through the Budget Working Group according to
timelines for that project.

5 ANY OTHER BUSINESS & CONCLUSION

5.1 Updates from ExCom Members on resource mobilisation activities
e European Union has increased its contribution to the Trust Fund for 2025;

e Germany has transferred its 2025 contribution and is still exploring options to
increase it, though the domestic budget development process is slow. 2026 budget
discussions are starting now;

e China confirmed its annual contribution will be stable for the next year and
announced a new round of domestic funding for GEO-related activities totaling
around 8 million USD.

5.2 New Nominated ExCom Members Observer attendance at ExCom 67

A proposal was made to accelerate the integration of new Executive Committee members
nominated from the AmeriGEO and AfriGEO caucuses. It was proposed that the new
members, once selected by their caucuses, could attend the October 2025 Executive
Committee meeting as observers pending their formal approval by the Plenary.

Decision: It was agreed that new nominated ExCom Members may attend the ExCom 67
meeting as observers, pending their formal approval by the Plenary.
5.3 Conclusion & Meeting Close:

Lead Co Chair Joanna Drake concluded the meeting, thanking all participants for their
engagement.

Secretariat Director Yana Gevorgyan took a moment to recognize Nicoleta Panta, Chief of
Communication & Partnerships, who was attending her last ExCom meeting before
leaving the Secretariat.

The meeting was adjourned.
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