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DIRECTOR GENERAL’S OVERVIEW

OUR VISION

of implementation of the Business Plan will be
reported in the FFA Annual Report.
The Business Plan builds on the six Strategic
Outcomes and 31 Strategies in the Strategic Plan
to identify the deliverables which will drive the
FFA Secretariat’s key work areas. The Business
Plan also sets out the high-level services that the
FFA Secretariat provides to Members, further
strengthening the focus on service delivery and
accountability to Members. Through effective and
efficient provision of services, and achievement
of the deliverables set out in the Business Plan,
the FFA Secretariat will contribute to the effective
implementation of the Strategic Plan 2020-2025.

FFA is a proudly member-driven organisation. With
the growing complexity of offshore fisheries, it is
therefore vital that the FFA Secretariat evolves
in the way it serves Members. Our ongoing work
honours the visionary decision of our Forum Leaders
to establish FFA.
At all times, we are committed to effectiveness,
innovation and efficiency in service delivery to
drive forward FFA’s clear vision as set out in the
FFA Strategic Plan 2020-2025: “Our people enjoying
the greatest possible social and economic benefits from
the sustainable use of offshore fisheries resources”.
Our People are at the centre of our work.
Empowerment and Cooperation are core to
achieving this Vision.
It is an honour to present FFA’s Business Plan 202125. The Business Plan sets out how the Secretariat
will progress activities and work plans to deliver
on FFA’s Strategic Plan 2020-2025 and how we will
be accountable to Members for the outcomes of
our work. The Business Plan outlines our operating
intentions and associated resource requirements
for the next four years, and informs FFA’s Annual
Work Program and Budget each year. The progress
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Essential to tracking our progress in delivering on
the Business Plan is the Monitoring, Evaluation,
Reporting, Learning and Adaptation Framework.
The Framework will help ensure the efficient and
effective delivery of services to FFA Members.
Developing both strategic and operational indicators
is important as this will identify any barriers to
implementation and help us learn where we can
improve and adapt. The details of these indicators
are set out in ANNEX 2 on page 39.
Importantly, this Business Plan is a living document
which will enable amendments as needed to reflect
changes in our operating environment and ensure
Secretariat operations stay as relevant as possible
to achieving Members’ goals.
We sincerely thank Members for your active
engagement in the development of the Business
Plan and we welcome Member feedback at any
time. We are also grateful for the deep commitment
of Members to our cooperation to achieve our Vision
for Our People. It is our Pacific Way.

Dr Manumatavai Tupou-Roosen
Director-General

“Our people enjoying the greatest possible social and economic benefits
from the sustainable use of offshore fisheries resources”

OUR MISSION
“Empowering FFA Members to take collective and national action for the
sustainable use of offshore fisheries resources”

OUR VALUES
The PROPOSED FFA Secretariat Core Values have been sourced from the five Principles that guide the
way which FFC, FFA Members and the FFA Secretariat implement the Strategic Plan:
Table 1:

FFA Principles & Proposed FFA Secretariat Core Values

#

FFA
PRINCIPLES

PROPOSED Core Values sourced from the FFA Principles either
directly or inferred from page 8 of the Strategic Plan 2020-2025

1

Regional
Cooperation
& Solidarity

1. Collaborative Partnership - We will work in collaborative partnership with
members, partners and donors in the implementation of the Business Plan.

2

Ethical
Behaviour

2. Integrity - We will be self-aware, accountable, responsible, and truthful
in our words and actions.
3. Professionalism - We will display a high work ethic, communicate clearly,
meet work deadlines and be proud of our work.
4. Respect - We will value and support everyone irrespective of their age,
gender, ethnicity or experience. We believe that everyone needs to be
treated with dignity as they bring diverse experience and knowledge to
the benefit of FFA.

3

Social Equity

5. Social Equity – We will promote gender equality, intergenerational equity,
and social inclusion. We will not discriminate against anyone.

4

Member
Driven

6. Engagement and Responsiveness - Our work will be driven by the priorities
and needs of Members. We value all interactions and will respond in a
timely manner to our Members through effective service delivery.

5

Empowering
and Valuing
People

7. Professional Growth - We will strengthen the technical, operational,
management and leadership competencies of all our staff so they can
grow professionally and better deliver our services.
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OUR OPERATING ENVIRONMENT
The operating environment within which this
Business Plan is to be implemented is significantly
influenced by the nature and status of the
regional tuna fishery and the regional economic
environment. The tuna catch within FFA members’
waters is dominated by the purse seine fishery,
which at around 1.5 million metric tonnes makes
up 94% of the total catch taken in these waters. The
longline fishery catches at around 80,000 metric
tonnes accounts for 5% of the total catch taken in
FFA members’ waters.
FISH STOCKS—All four main WCPO tuna stocks
(albacore, bigeye, skipjack and yellowfin) are
assessed to be “biologically healthy” in that they are
not overfished nor is overfishing occurring. However,
some stocks are economically overexploited with,
for example, the south Pacific albacore stock
producing lower than desired catch rates in the
southern longline fishery.

ABOUT FFA
The FFA was established by Forum Leaders in 1979
to support its members in the management of their
offshore fisheries resources. FFA is governed by
the Forum Fisheries Committee (FFC) made up of
one representative from each member country.
FFC meets at Ministerial level once a year and at
Officials level on several occasions each year. The
outcomes of the annual FFC Ministerial meeting
are conveyed to Forum Leaders along with the FFA
Annual Report.
The FFA Secretariat is made up of the High-Level
Advice section led by Executive, and four Divisions:
Fisheries Management, Fisheries Operations,
Fisheries Development and Corporate Services.
The current organisational structure can be found
in ANNEX 1 on page 39. This structure will be
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reviewed and aligned to the approved organisational
changes and the capability framework.
As a member-driven organisation, we engage and
work closely with the governments of our Member
countries through their Fisheries Ministers, Fisheries
Administrations and Foreign Affairs Departments.
We also collaborate with a range of partners and
stakeholders to deliver our work. Our partners and
stakeholders include the Office of the Parties to
the Nauru Agreement (PNAO); CROP Agencies; the
Western and Central Pacific Fisheries Commission
(WCPFC); UN Agencies and other international
organisations; the Pacific Islands Tuna Industry
Association (PITIA); NGOs; and our quadrilateral
defence partners (QUADs) Australia, New Zealand,
US and France.

REGIONAL FISHERIES ROADMAP—Significant
progress has been made in recent years towards
the achievement of many of the targets outlined
in the Regional Roadmap for Sustainable Pacific
Fisheries and by the Taskforce on Increasing
Economic Returns from Fisheries. For example,
there have been significant increases over the
past decade in government revenue from licence
and access fees, the share of the catch taken by
FFA Members’ fleets, processing volumes and the
value of exports.
However, it is important to note that these regional
trends mask substantial differences between the
benefits obtained from regional tuna fisheries
to individual FFA Members as a result of varying
resource endowments, and different areas of
comparative advantage for development of each
Member’s fisheries resources.
ECONOMIC OUTLOOK—The global COVID-19
pandemic has impacted both the general regional
economic environment and regional fisheries with

the tourism sector particularly severely impacted.
Significant impacts have also been felt in the
fisheries sector, including through a significant
reduction in the operations of domestic longline
fleets with corresponding reductions in employment,
income, exports and related business activities
and a significant reduction in opportunities for
observers to secure placements and a consequent
loss of income. At the same time resilience in the
fishery sector was also observed with, for example,
revenue from the purse seine VDS remaining at
similar levels to that seen in the years preceding
COVID-19. The significant economic impact on
revenue streams from key sectors such as tourism
due to the pandemic has underlined the importance
of fisheries for economic development and food
security.
OPERATIONAL IMPACTS OF THE PANDEMIC—
COVID-19 has also significantly changed the way
the agency operates. Since March 2020, most
meetings have been undertaken virtually. The
efficiency provided by these virtual platforms has
enabled shorter meetings with Members on specific
subjects with streamlined meeting agendas. The
swift migration to, and heavy reliance on, these
platforms to transact our work has required
investments in technology – upgrading electronic
meeting facilities, improving connectivity, suitable
meeting rooms at the Secretariat and external IT
support.
In addition, COVID-19 impacted Monitoring, Control
and Surveillance support on regional operations;
Members and surveillance partners have adjusted
well to the pandemic resulting in full participation
in operations in 2021. The Secretariat through
the Regional Fisheries Surveillance Centre (RFSC)
continues to provide contact tracing of specific
vessels, identification of possible transhipments
and bunker proximity contacts, monitored and
reported VMS/AIS tracks of potential IUU activity,
and supports national tasks for surface assets.
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IMPLEMENTATION OF THE FFA STRATEGIC PLAN
2020-2025
To ensure strategic direction and an outcomesbased approach to the work of FFA, FFC Ministers
adopted the FFA Strategic Plan 2020-2025 which
came into effect in July 2020. FFC118 in May 2021
agreed that a corresponding Business Plan would
be developed to guide the implementation of the
Strategic Plan.
The Secretariat supports Members in various ways
to implement the Strategic Plan. This has been
conceptualised around the three stages set out in
Figure 1. While these are depicted in stages, they are
not discrete and work is undertaken concurrently.
Figure 1:

The stages are set out as follows:
•

Planning and strategic alignment—this
involves the development of this corresponding
Business Plan and the strategic alignment
required for preparation for implementation.

•

Implementation—this is the ongoing delivery
of work as outlined in the outputs and activities
below; and

•

Analysis and evaluation of progress—this
entails tracking results and reporting.

Key Stages of the planning and implementation process in FFA

STRUCTURE OF THE BUSINESS PLAN

FFA
STRATEGIC
PLAN 20212025
ANALYSIS
AND
EVALUATION
OF PROCESS

FFA KEY
STAGES

IMPLEMENTATION

This Business Plan sets out the deliverables and
services that the FFA Secretariat will provide to FFA
Members over the coming four years.

PLANNING
AND
STRATEGIC
ALIGNMENT

The eleven High Level Services provided by the
Secretariat consist of seven that deliver Strategic
Outcomes 1 to 5 and an additional four that will
deliver Strategic Outcome 6. These are set out in Our
Services to Members on page 10 and highlight
the increased focus on service delivery.
The Secretariat has carried out a prioritisation and
sequencing exercise to sequence the key reviews
and Priority Deliverables anticipated by the Strategic
Plan. This is followed by a short description of the
Secretariat’s plan to transform its staff.
The plan then sets out the Secretariat’s Strategic
and Operational Intentions for the period of the
Business Plan. A short description of each Strategic
Outcome is provided followed by the list of the
Strategies for achieving that Outcome, as set out
in the FFA Strategic Plan 2020-2025.
Beneath this are the tables that set out the
specific deliverables and associated services
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that the Secretariat will provide over the term of
this Business Plan with respect to each of the six
high level Strategic Outcomes set out in the FFA
Strategic Plan 2020-2025. The Division responsible
for each activity is listed along with the services to
be provided in relation to each deliverable.
Effective and efficient delivery of the deliverables set
out in tables therefore represent implementation of
the strategies that are in turn designed to achieve,
or contribute to achieving, the high-level Strategic
Outcomes of the FFA Strategic Plan 2020-25.
ANNEX 1 shows the FFA Secretariat Organisational
Structure which details the different divisions, units
of work and staff numbers for each division as at
April 2022.
ANNEX 2 of the Business Plan sets out the key
high-level indicators for assessing whether or not
progress is being made towards achieving our
Strategic Outcomes. These will help us ascertain
the extent to which the Secretariat is delivering the
desired outcomes at the strategic level.
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OUR SERVICES TO MEMBERS

7.

The Secretariat provides Members with the following High-Level Services that contribute towards the
achievement of Strategic Outcomes 1-5 and delivering the activities in the Business Plan:
1.

2.

3.

Provision of policy, technical and legal advice
at national, sub-regional and regional level—
Description: This is FFA’s core role and includes
policy advice relating to fisheries management,
fisheries development and MCS areas as well
as legal advice and technical advice relating to
operational areas. Advice is provided to members
collectively (e.g. at FFC or MOC meetings), subregionally (e.g. to meetings of SPG or PNA members)
and at national level (e.g. during national visits).
The Secretariat’s workplan is predominantly
delivered through this High-Level Output and
the Secretariat’s performance will be judged by
the quality of the advice and papers provided to
support members’ decision making.
Capacity building and training at national,
sub-regional and regional level—Description:
An important part of the Secretariat’s work providing
learning and development opportunities to
improve Members’ offshore fisheries management,
development and MCS capacity at national,
subregional and regional level. Examples include
training in negotiations, training in MCS operational
activities such as dockside boarding, and the
Secretariat’s work to support vocational training
such as observer training and the Cert IV in Fisheries
Compliance. The Secretariat’s performance in relation
to this service will include qualitative feedback from
trainees and members on the effectiveness and
utility of the capacity building and training provided.
Forum for regional dialogue and negotiations
to develop shared regional positions and
building solidarity—Description: A service
provided by the Secretariat to convene fora for
Members’ discussions and negotiations to develop
shared regional positions and develop solidarity.
Examples include FFC meetings, MCSWG, MOC and
preparatory meetings before WCPFC meetings. With
respect to this service, the Secretariat will be judged
by the quality of the processes that are put in place
to assist members to achieve member consensus.
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4.

5.

6.

Technical services at regional level including
in the area of MCS—Description: The Secretariat
also provides some specific technical services to
support Members. This includes MCS services
such as the VMS and Regional Register and the
support provided by the RFSC, and information
management services through the RIMF. Also
included are the services for administering the
US Treaty and other arrangements, including
the Observer Programme under the US Treaty.
Performance in the delivery of these services will
be based on the efficiency and effectiveness of
service provision by the Secretariat and the quality
of outputs.
Engagement, collaboration and partnerships—
Description: This output captures the partnerships
that the Secretariat develops and maintains with
other organisations and with donors to support
delivery of the Strategic Plan Outcomes. In addition
to critical regional partnerships with PNAO, SPC
and other CROP, this output also includes the
formal partnerships with donors that support
the work of the Secretariat and members. The
Secretariat plays a critical role in aggregating
donor support and ensuring it is aligned into
coherent programmes that support members’
priorities as captured in the Strategic Plan and
Business Plan.
Data and information to meet decisionmaking needs of FFA members—Description:
Collection, management and provision of data
to inform decision-making by Members e.g.
economic data and statistics. Performance in
relation to this service will be based on the quality
of the data provided to members as well as the
management of that data by the Secretariat,
including in relation to ensuring the security and
protection of information.

Advocacy, media and communications—
Description: Providing media and other external
communication services to support members to
achieve objectives in relation to offshore fisheries
(e.g. press releases, media events, publications) and
internal communications to strengthen timely flow
of information within the Secretariat. Performance
in relation to this service will be based on both
quantitative and qualitative assessment of the
Secretariat’s communications related outputs.

The following outputs support the delivery of
Outcome 6 which focuses on the FFA Secretariat and
corresponding work to strengthen the organisation.
They are in addition to high level outputs 5 and 7
which also contribute to Outcome 6.
8.

Organisational transformation, management
systems
and
processes—Description:
implementation of organisational transformation
programmes and initiatives to enhance the services
provided by the Secretariat to Members to update
and modernise management processes, including
through use of technology.

9.

Planning; monitoring, evaluation, reporting,
learning and adaptation (MERLA); and risk
management—Description: the process of
strategic and operational planning, tracking
implementation, evaluation of results achieved and
effectiveness of approach undertaken, reporting
on results, learning and adapting future approach
to better achieve the desired outcomes.

10. People management and development—
Description: The process of strengthening
management and development of human capital
in the Secretariat to continuously enhance
performance, productivity, professionalism,
innovation, and engagement required to meet
the changing and increasing needs of Members.
11. Financial and asset management, and
procurement—Description: The process of
ensuring efficient and effective management
of the Secretariat’s resources including finance,
properties and procurement.
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SEQUENCING OF KEY REVIEWS
AND PRIORITY DELIVERABLES
This Business Plan anticipates a number of
foundational reviews of FFA’s governance and
services, as well as our internal business processes
and policies, in order to effectively deliver on the
Strategic Plan. These reviews are likely to result in
changes to the way the FFA Secretariat currently
operates and the way services are delivered to
Members, and may also lead to changes in the
Secretariat’s organisational structure. The following
table sets out the sequencing and timeframes for
these reviews, which have been highlighted in blue,
over the coming three years.
The Business Plan includes thirty-one (31) Strategies,
fifty-two (52) indicators and ninety-one (91)
Deliverables to be delivered over the next three
Table 2:

1

The sequencing of these key priorities over the
next three years 2022-2025 is also shown in the
Table 2 below.

2022 -2023

2023 -2024

2024 -2025

Offshore
fisheries are
ecologically
sustainable

• Support FFA Members
in Harvest Strategy
Development for SKJ and
SPA

• Support FFA Members
in Harvest Strategy
Development for BET and
YFN

• Support FFA Members
in Harvest Strategy
Development for BET
and YFN

• FFA Climate change
strategy developed

• Support FFA Members
in Harvest Strategy
Implementatwion for SKJ
and SPA

• Support FFA Members
in South Pacific albacore
management and
implementation of the RLLS
• Support US Treaty
renegotiation
• Review of Treaty
Administration and
Observer Programme (see
Activity 2.4.5)
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2023 -2024

2024 -2025

FFA

• Review of IMS and

• Support implementation

• Support Year 1

Members’

associated services

offshore

provided by FFA to

fisheries

Members (see Activity 3.2.5)

rights are

– second half 2022

secured and
protected

• Vessel Register review
including service delivery
and fee levels (see Activity
3.2.6) – second half 2022
• Support Members to
reach agreement on
Standards and governance
arrangements for Electronic
Monitoring

develop and reach

Outcome

FFA
Members’
offshore
fisheries
rights are
well defined

3

2022 -2023

• Support Members to

Sequencing of Key Reviews and Priority Deliverables

• Support Electronic
Reporting implementation
by FFA members and in
WCPFC

2

years and these are set out in the tables under
Our Strategic and Operational Intentions on page
18. Many of these deliverables can be classified
as ongoing operational work of the Secretariat
in support of Members that are anticipated to
continue throughout the term of the Business Plan
and beyond. However, there are also key areas of
foundational work to be progressed with Members,
including in the WCPFC context, that need to be
sequenced and prioritised if they are to be delivered
effectively.

Outcome

for regional CDS

• Support to
implementation of
Electronic Monitoring of

implementation of the
updated RMCSS.
• Update of IUU
Quantification study

Vessels at all levels
• Review and update of
the Regional Monitoring
Control & Surveillance
Strategy (RMCSS)
• Support Members
with Regional CDS
implementation
• Support Members on
strengthening the WCPFC
CMS process to address
high seas MCS

• Support Members to
progress therevision
of WCPFC Compliance
Monitoring Scheme (CMS)
• Targeted programme
of work to address
misreporting and prioritise
support to ongoing

• Support FFA Members in
development of Bycatch
measures in WCPFC
• Support FFA Members
to progress agreement
on High Seas Limits &
Allocations for tropical
tuna

agreement on Standards

IMS services to Members.

monitoring and analysis of
key IUU metrics to support
the systematic collection,
• Support FFA Members
to progress agreement
on High Seas Limits &
Allocations for tropical
tuna

analysis and understanding
of IUU fishing

• Support FFA Members
in South Pacific albacore
management and
implementation of the
RLLS
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4

Outcome

2022 -2023

2023 -2024

2024 -2025

Economic
and social
benefits are
optimised
for FFA
Member
countries
and our
people,
within the
context of
ecologically
sustainable
fisheries

• Support implementation of
HMTCs to protect human
rights and safeguard the
labour conditions for crew
across all members

• Systems put in place to
monitor and enforce
HMTCs related to labour
conditions for crew

• Systems put in place to
monitor and enforce
HMTCs related to
labour conditions for
crew

• Implement the
recommendations from the
observer livelihoods and
safety study and establish
the observer compensation
scheme
• Support Members with EU
Competent Authorities to
maintain certification and
others progress towards
certification
• Development of national
frameworks for socioeconomic indicators
• Investigation of policies
and programs to increase
contribution of tuna
fisheries to food security

• Support to members to
increase the number of
EU Certified Competent
Authorities
• Development of national
frameworks for socioeconomic indicators
• Provision of support to
members to develop
and implement national
policies and programs to
increase the contribution
of tuna fisheries to food
security
• Provision of support to
SMEs working in the tuna
sector

Our
people are
empowered
through
strong and
effective
national,
sub-regional
and regional
fisheries
organisations

• Implementation of
reformed CSLA/Partnership
Agreement framework
• Enhanced Strategic
Mapping progressed
• Enhancements to
the Regional Training
Framework including in
Fisheries Management
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• Development of
national frameworks
for socio-economic
indicators
• Provision of support to
members to develop
and implement
national policies and
programs to increase
the contribution of
tuna fisheries to food
security

2022 -2023

2023 -2024

2024 -2025

FFA
Secretariat
is a
professional
organisation
providing
high quality
advice
and other
services
to FFA
Members.

• Independent Review of FFA
Governance (see Activity
6.1.2) – second half 2022

• Embed Core Values

• Full implementation
and review of the
following:

• Resourcing Strategy
& Funding Guidelines
developed
• Gender Equality
and Social Inclusion
Policy endorsement &
mainstreaming

• Performance
Management System
revised
• Fisheries Services &
Standards
• Review of FFA Secretariat
Organisation Structure
• Total Quality Management

• FFA Governance
Framework
• Performance
Management System
• Revised Structure
• Core Values

• People Strategy &
Capability Framework
developed

• People Strategy

• Review of policies, systems
and processes

• Review of the SP20202025

• Updated policies,
systems and processes

• Development of FFA
Communication Strategy

• Provision of support
to SMEs working in the
tuna sector

• Provision of support to
SMEs working in the tuna
sector

5

• Support to members
to increase the
number of EU Certified
Competent Authorities

6

Outcome

• CSLA/Partnership
Agreements in place and
incorporated into FFA’s
planning and budget
processes
• Enhanced Strategic
Mapping in place and
assists with strategising
and positioning of
Members for negotiations

• CSLA/Partnership
Agreements are
updated and continue
to inform FFA’s
planning and budget
processes
• Enhanced Strategic
Mapping is updated
and continues to
assist with strategising
and positioning
of Members for
negotiations
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TRANSFORMING THE FFA SECRETARIAT STAFF

OUR STRATEGIC OUTCOMES

The full implementation of the People Strategy
under Strategic Outcome 6 will continue to build up
a cadre of professional, motivated and performing
staff delivering services to our members and other
key stakeholders. We will set clear career paths
and develop our staff, use the succession planning
system to ensure we have a talent bench ready
to take up higher positions in 3-5 years. We will
reward exemplary staff behaviour that compliments
top performance. We will use the Staff Satisfaction
Survey Results to improve areas we need to improve
and maintain our practices that have delivered

There are six strategic outcomes in the Strategic Plan 2020-2025:

successful outcomes. We will encourage and
entrench flexible cross functional work teams to
deliver the FFA Strategic Outcomes using the diverse
skill sets and experience of the Secretariat staff.
These changes require management and staff
working together towards building up staff
capabilities. We will encourage the demonstration
of behaviours that are consistent with our Principles
and Values to our fellow staff, Members and key
stakeholders in the implementation of this Business
Plan.

1. Offshore fisheries are ecologically sustainable
2. FFA Members’ offshore fisheries rights are well defined
3. FFA Members’ offshore fisheries rights are secured and protected
4. Economic and social benefits are optimised for FFA Member countries
and our people, within the context of ecologically sustainable fisheries
5. Our people are empowered through strong and effective national, subregional and regional fisheries organisations
6. FFA Secretariat is a professional organisation providing high quality
advice and other services to FFA Members.
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OUR STRATEGIC AND OPERATIONAL INTENTIONS
Strategic Outcome One:
Offshore fisheries are
ecologically sustainable

Strategy

Description: This Outcome seeks to ensure
that the tuna stocks of the region remain healthy
and that the environmental impacts of fishing
on the environment are actively managed and
mitigated, including adapting to the impacts of
climate change.
FFA’s priorities under this outcome include
support for members to implement effective

Key Indicators

The following table shows how each of the services that FFA provides to Members contribute to the planned outputs, how each of the
outputs support the associated strategies identified in the Strategic Plan and the proposed indicator(s) associated with each strategy. The
assumption underpinning the Strategic Plan is that if the identified strategies, as measured by tracking progress against the indicators,
are successfully achieved then the overarching outcome will also be achieved as the strategies are all contributing to it. *Services as
defined in Our Services to Members on page 10.

Deliverables

Services to support
1

2

3

4

5

6

7

Division
responsible

Outcome 1: Offshore fisheries are ecologically sustainable
Strategy 1.1: Drive positive
action at WCPFC, that is
consistent with FFA Members’
interests, including adoption of
WCPFC harvest strategies that
maintain stocks above their
limit reference points.

Indicator 1.1 - All WCPO tuna stocks
not overfished and overfishing not
taking place.

Strategy 1.2: Ensure that the
management arrangements in
FFA EEZs deliver ecologically
sustainable offshore fisheries

Indicator 1.2 - Reduction in bycatch
rates for key species (sharks, marine
mammals, seabirds, turtles).

1.1.1

Facilitate, through consensus building among Members,
effective participation of members in WCPFC processes in
close collaboration with SPC and PNAO.

n

FM

n

1.1.2

Build members understanding of Harvest Strategies, in
collaboration with SPC.

1.2.1

Assist Members with policy and planning for
sustainable management of tuna fisheries and to mitigate
bycatch and other environmental impacts, at national level.

n

FM

1.2.2

Assist Members with review and development of legislation
for sustainable management of fisheries at national level.

n

Legal + FM

1.2.3

Work with other CROP agencies on measures that seek to
minimise bycatch impacts and address marine pollution.

n

FM

n

zone-based management of longline fisheries,
establishment of CMMs for management of
high seas fisheries that are compatible with
and do not undermine zone-based management
arrangements, agreement of harvest strategies
for key species which maintain stocks around
agreed target reference points (TRPs) and

that also minimise the broader
impacts of fishing.

ensuring that WCPO tuna fisheries are subject
to controls that minimise impacts on non-target

FM + FO

n

and by-catch species.
The FFA Strategic Plan (2020-2025) identifies a
number of strategies it will implement in order
to achieve ecologically sustainable offshore
fisheries.

Strategy 1.3: Improve
the management of high
seas fisheries to ensure
in-zone management is not
undermined.

Indicator 1.3 - CMMs adopted that
formally recognise zone-based
management and implement agreed
allocation frameworks for the high
seas.

1.3.1

Facilitate the building of consensus among FFA Members on
high-seas management measures.

n

1.3.2

Provide policy advice and technical support for the
development of FFA proposals to WCPFC on high-seas
management.

n

Strategy 1.4: Continue to
support strong, defensible
science and information to
inform precautionary and
adaptive management.

Indicator 1.4a - Adoption of
mandatory Electronic Reporting
requirements for FFA EEZs and in
WCPFC.

1.4.1

Strategies to achieve this Outcome (from
Strategic Plan 2020-25):
1.

Drive positive action at WCPFC, that is
consistent with FFA members’ interests,
including the adoption of WCPFC harvest
strategies that maintain stocks above their
limit reference points

2.

Ensure that the management arrangements

Indicator 1.4b - WCPFC CMMs are
based on and respond to the best
available science.

Data collection, management, analysis and advice on
harmonisation at national and regional level.

1.4.3

Work with SPC to translate best available science on
offshore fisheries management into clear advice and deliver
briefings for FFA Members.

n

Work with SPC to interpret and advise Members on the
development of adaptive management regimes, based on the
predicted climate-change on Pacific tuna.

n

1.5.2

Estimates of social and economic impacts of predicted
changes to tuna abundance and distribution.

n

1.5.3

Engagement in wider CROP processes to ensure fisheries
issues are captured in the broader regional processes related
to climate change.

offshore fisheries, that also minimise the
3.

Improve the management of high seas
fisheries to ensure in-zone management is
not undermined

4.

Continue to support strong, defensible
science

and

information

to

inform

precautionary and adaptive management
5.

Understand and manage for the impacts of

Strategy 1.5: Understand and
manage the impact of Climate
Change on offshore fisheries.

Indicator 1.5 – FFA CMM proposals
and adopted WCPFC management
measures include explicit climate
change adaptation and mitigation
provisions.

1.5.1

FM

FO

n

1.4.2

in FFA EEZs deliver ecologically sustainable
broader environmental impacts of fishing

Support members with the introduction of Electronic
Reporting (ER) including coordinating efforts across
jurisdictions.

FM

n

n

FM

n

FM

n

FM

FD

n

n

n

FM

climate change on offshore fisheries
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OUR STRATEGIC AND OPERATIONAL INTENTIONS
Strategic Outcome Two: FFA
Members Offshore Fisheries
rights are well defined
Description: This Outcome seeks to ensure
Members’ offshore fisheries rights are well
defined including through specified rights to
fishing within Members’ EEZs as well-defined
rights to participate in high seas fisheries. Clear
delineation of EEZ boundaries is also a central

Strategy

Key Indicators

The following table shows how each of the services that FFA provides to Members contribute to the planned outputs, how each of the
outputs support the associated strategies identified in the Strategic Plan and the proposed indicator(s) associated with each strategy. The
assumption underpinning the Strategic Plan is that if the identified strategies, as measured by tracking progress against the indicators,
are successfully achieved then the overarching outcome will also be achieved as the strategies are all contributing to it. *Services as
defined in Our Services to Members on page 10.
Deliverables
1

Strategy 2.1: Further refine
FFA Members’ offshore
fisheries rights within
EEZs, including through
strengthening zone-based
management.

Indicator 2.1a - The number of individual
FFA members with zone-based limits and
rights captured in national policies and
legislation.
Indicator 2.1b - Formalisation of maritime
boundaries.

fishing industry and vessel operators recognising
and fishing in accordance with specified rights

on the basis of well specified rights and limits
that apply to tuna and other HMS, and that FFA
Members can utilise their flag State rights and are
meeting their associated flag State obligations.
The FFA Strategic Plan (2020-2025) identifies a
number of strategies it will implement in order
to achieve well defined offshore fisheries rights
for Members.

4

5

6

7

Assist FFA Members to take national actions to strengthen fisheries
rights and implement agreed sub-regional and regional actions.

n

FM

2.1.2

Provide analysis on the pathways and actions necessary to better
define FFA Members’ fisheries use and management rights in
national legal and regulatory frameworks.

n

Legal

Provide analysis and advice to support FFA Members effort to
establish allocations, and compatible management arrangements
for key WCPFC species.

n

FM

2.1.4

Collaborate with other agencies to assist FFA Members to
determine and secure maritime boundaries.

n

Facilitate consensus-building between sub-groupings of FFA
Members on high-seas allocation discussions, and between FFA
Members and the broader WCPFC membership.

n

2.1.3

and limits for EEZs and the high seas, allocations

Members managing fisheries within their EEZs

3

2.1.1

FFA’s priorities under this outcome include the

of FFA members’ zone based limits into CMMs,

2

Division
responsible

Outcome 2: Offshore fisheries are ecologically sustainable

component of this Outcome.

are agreed within WCPFC including incorporation

Services to support

n

Legal

Strategy 2.2: Define
FFA Members fisheries
rights on the high- seas
while ensuring the zonebased management is not
undermined.

Indicator 2.2a - Allocations in WCPFC
measures that include zone-based limits
for FFA Members’ EEZs.

2.2.1

Indicator 2.2b - FFA Members’ rights in the
high seas defined in WCPFC CMMs.

2.2.2

Provide analysis and advice to support efforts to establish and
define FFA Members’ fisheries rights on the high seas.

n

Strategy 2.3: Improve the
management of longline
fisheries to enhance the
social and economic
benefits derived by FFA
Members.

Indicator 2.3 - Agreed in-zone
management arrangements in place for
the southern longline fishery that are
compatible with LL VDS.

2.3.1

Assist FFA Members to implement the RLLS, to implement and
improve management measures for longline fisheries at regional,
sub-regional and national levels.

n

2.3.2

Provide analysis of management and/or allocation options for the
Southern Longline fisheries.

n

FM

2.3.3

Provide support, on request, on the implementation of the
Longline Vessel Day Scheme (LLVDS).

n

FM

2.4.1

Assist FFA Members implement national measures, and subregional or regionally agreed actions, to enhance stock-wide
management of the purse-seine fisheries including in the EEZs of
non VDS participants.

n

Assist Members to better understand and manage other tuna
fisheries occurring in their waters, including pole and line and troll
fisheries.

n

FM

Provide effective and efficient administration of the US Tuna
Treaty on behalf of PIPs, including support to the renegotiation of
the Treaty post-2022.

n

FM

Strategies to achieve this Outcome (from

FM

n

FM

FM

n

Strategic Plan 2020-25):
1.

Further refine FFA Members’ offshore
fisheries rights within EEZs, including through
strengthening zone-based management

2.

Strategy 2.4: Continue to
improve the management
of the purse-seine and other
fisheries.

Define FFA Members’ fisheries rights on

Indicator 2.4 - Purse seine fisheries are
maintained at levels commensurate with
biomass and effort levels in 2012 for
skipjack while other tuna stocks remain at
sustainable levels of fishing.

2.4.2

the High- Seas while ensuring zone-based
management is not undermined.
3.

2.4.3

Improved management of Longline fisheries
to enhance the social and economic benefits
derived by FFA Members.

4.

Continue to improve the management of
the Purse-seine and other fisheries.

5.

2.4.4

Manage the Regional Observer Programme for placement of
observers on purse seine vessels operating under US Treaty.

2.4.5

Carry out a review of Treaty Administration and Observer
Programme services to ensure Treaty Administration is fit for
purpose post-2022.

Enable FFA Members to exercise their Flag
State rights.
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Strategy 2.5: Enable FFA
Members to exercise their
Flag State rights.

Indicator 2.5 – FFA members
implementing their rights and
responsibilities as Flag States.

2.5.1

Provide support to Members to enhance their capacity in the
implementation of their flag State rights and responsibilities.

FM

n

n

FO

HLA

n

n

Legal
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OUR STRATEGIC AND OPERATIONAL INTENTIONS
Strategic Outcome Three:
FFA Members offshore
fisheries rights are secured
and protected
Description:

This

Outcome

is

about

safeguarding and protecting FFA members’
ownership rights to tuna in their EEZs, particularly
from IUU fishing but also from other threats such
as the undermining of rights in the context of

Strategy

Key Indicators

The following table shows how each of the services that FFA provides to Members contribute to the planned outputs, how each of the
outputs support the associated strategies identified in the Strategic Plan and the proposed indicator(s) associated with each strategy. The
assumption underpinning the Strategic Plan is that if the identified strategies, as measured by tracking progress against the indicators,
are successfully achieved then the overarching outcome will also be achieved as the strategies are all contributing to it. *Services as
defined in Our Services to Members on page 10.
Deliverables
1

FO

3.1.2

Support FFA Members to develop appropriate regulatory and
governance frameworks to enable effective monitoring and
enforcement activities.

n

FO

3.1.3

Support FFA Members implementation of electronic monitoring
(EM) including through close collaboration with SPC and PNAO.

n

3.1.4

Assist FFA Members to implement the regional framework
for Port State Measures (PSM) at national level, including the
regulatory and governance frameworks, and systems, to enable
them.

n

Progress the development of CDS at national, sub-regional
and regional level, including through development of regional
standards for eCDS development.

n

Facilitate the development and implementation of the regional
information management standards and procedures outlined in
the RMCSS.

n

3.2.2

Assist FFA Members to develop, update and implement national
MCS Plans.

n

3.2.3

Implement regional MCS information systems and services,
through the RIMF and the maintenance of the Regional
Surveillance Picture.

n

3.1.5

MCS activities, and Members and national
agencies collaborate to effectively monitor and
Strategy 3.2: Reduce IUU
through the implementation
of the Regional Monitoring
Control and Surveillance
Strategy (RMCSS) at the
regional and national level.

Indicator 3.2 - Quantification of IUU fishing
in tuna fisheries in WCPO.

Ensure measures and laws that define

3.2.1

fisheries rights and control fishing activity
can be effectively monitored and enforced.
2.

FO

FM

n

FO

FO

n

FO

n

3.2.5

Review of FFA’s IMS Strategy and associated services to Members.

n

Surveillance Strategy (RMCSS) at the national

3.2.6

Review of FFA Vessel Register and associated fee levels and transition
from manual paper-based process to online registration system.

n

n

FO

3.2.7

Identify and implement, where beneficial, emerging technologies
into existing MCS processes and activities.

n

n

FO

3.2.8

Continue to refine and update assessments of the risk, nature and
extent of IUU fishing.

n

FO

3.2.9

Carry out a review and update of the RMCSS prior to the end of 2023.

n

FO

3.2.10

Work with PIFS on the implementation of the BOE declaration and
contribute to broader Maritime Domain Awareness discussions
and initiatives where it benefits FFA Members MCS efforts.

n

3.2.11

Support effective planning and deployment of the Aerial
Surveillance capability.

n

3.2.12

Maintain the Niue Treaty Information System and continue to
support FFA Members to implement the Niue Treaty.

Improve Monitoring, Control and Surveillance

Strengthen the capacity of relevant FFA
as flag, port and processing States.
Actively participate in the WCPFC compliance
processes

6.

n

of the Regional Monitoring, Control and

Reduce IUU through the implementation

Members to implement their responsibilities

5.

FO

Provide MCS Training to members in relation to the use of FFA’s
information systems and services including RIMF, the RSP and VMS.

(MCS) on the high seas.
4.

n

n

3.2.4

and regional level.
3.

7

n

practice procedures and tools to conduct effective

1.

6

Support FFA members in the development of draft WCPFC CMMs
that can be effectively monitored and implemented.

processing states, Members strengthen best

Strategies to achieve this Outcome:

5

3.1.1

Indicator 3.1 - Outcomes of FFA’s Regional
Surveillance Operations in terms of nature
and extent of infractions by licensed
vessels.

responsibilities as flag, port, coastal and

fisheries rights are secured and protected.

4

Strategy 3.1: Ensure
measures and laws that
define fisheries rights and
control fishing activity can
be effectively monitored and
enforced.

ensuring that Members implement their

number of strategies to ensure Members’ offshore

3

and protected

FFA’s priorities under this outcome include

The FFA Strategic Plan (2020-2025) identifies a

2

Division
responsible

Outcome 3: FFA Members offshore fisheries rights are secured 				

WCPFC.

enforce national and regional rules and laws.

Services to support

Utilise international forums to enhance global
recognition and adoption of zone-based
management and protect FFA Members’
fisheries rights.

FO

n

HLA

n

n

FO

n

FO

n

FO

Strategic Outcome three table continues on Pages 24-25
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OUR STRATEGIC AND OPERATIONAL INTENTIONS
Strategic Outcome three table continued from Pages 22-23

Strategic Outcome Three:
FFA Members offshore
fisheries rights are secured
and protected
Description:

This

Outcome

is

about

safeguarding and protecting FFA members’
ownership rights to tuna in their EEZs, particularly
from IUU fishing but also from other threats such

Strategy

FFA’s priorities under this outcome include
ensuring that Members implement their
responsibilities as flag, port, coastal and
processing states, Members strengthen best

Deliverables

Outcome 3: FFA Members offshore fisheries rights are secured 				

and protected

Strategy 3.3: Improve
Monitoring, Control and
Surveillance (MCS) on high
seas.

Indicator 3.3 - FFA Members
participation in high seas MCS regimes
and activities FFA Members participation
in the high seas MCS regimes and
activities increased.

3.3.1

3.3.2

Coordinate FFA Members MCS activities in the high seas.

Indicator 3.4 - Progressive enhancement
of FFA Members ability to implement
their responsibilities as Flag, Port and
Processing States.

3.4.1

Assist FFA Members to understand and implement their
respective Flag, Port or Processing State responsibilities.

Strategy 3.4: Strengthen
the capacity of relevant FFA
Members to implement their
responsibilities as Flag, Port
and Processing States.

3.4.2

practice procedures and tools to conduct effective
MCS activities, and Members and national
agencies collaborate to effectively monitor and
enforce national and regional rules and laws.
The FFA Strategic Plan (2020-2025) identifies a

Strategy 3.5: Actively
participate in WCPFC
compliance processes.

Indicator 3.5 - FFA Members’ level of
compliance with WCPFC obligations.

3.5.1

Strategy 3.6: Utilise
international forums to
enhance global recognition,
adoption of zone-based
management, and protect
FFA Members fisheries
rights.

Indicator 3.6 - Increasing global
recognition and support for FFA Members
fisheries work, policies and practises.

3.6.1

number of strategies to ensure Members’ offshore
fisheries rights are secured and protected.
Strategies to achieve this Outcome:
1.

Ensure measures and laws that define
fisheries rights and control fishing activity
can be effectively monitored and enforced.

2.

Services to support
1

as the undermining of rights in the context of
WCPFC.

Key Indicators

The following table shows how each of the services that FFA provides to Members contribute to the planned outputs, how each of the
outputs support the associated strategies identified in the Strategic Plan and the proposed indicator(s) associated with each strategy. The
assumption underpinning the Strategic Plan is that if the identified strategies, as measured by tracking progress against the indicators,
are successfully achieved then the overarching outcome will also be achieved as the strategies are all contributing to it. *Services as
defined in Our Services to Members on page 10.

3.6.2

Assist FFA Members, and subsets of Members, to develop
proposals for WCPFC measures that would improve high-seas
MCS.

2

3

4

5

6

7

FO

n

n

n

Assist FFA Members to review their legal and regulatory
frameworks, and to develop and implement appropriate
national processes and procedures to comply with their
respective responsibilities.

n

Support FFA Members participation in the WCPFC Compliance
processes, including the Compliance Monitoring Review (CMR)
process, by ensuring FFA Members understand their obligations
under WCPFC.

n

Support FFA Members participation, and where appropriate
represent FFA Members interests, in international processes
that support, or have the potential to undermine FFA members
interests.

n

Promote and advocate the positive work and achievements
of FFA Members including through media and other
communication mechanisms.

n

Division
responsible

n

FO

n

Legal

n

Legal

FO

n

HLA

n

HLA

Reduce IUU through the implementation
of the Regional Monitoring, Control and
Surveillance Strategy (RMCSS) at the national
and regional level.

3.

Improve Monitoring, Control and Surveillance
(MCS) on the high seas.

4.

Strengthen the capacity of relevant FFA
Members to implement their responsibilities
as flag, port and processing States.

5.

Actively participate in the WCPFC compliance
processes

6.

Utilise international forums to enhance global
recognition and adoption of zone-based
management and protect FFA Members’
fisheries rights.
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OUR STRATEGIC AND OPERATIONAL INTENTIONS
Strategic Outcome Four:
Economic and social benefits
are optimised for FFA Member
countries and our people, within
the context of ecologically
sustainable fisheries
Description: This Outcome is in pursuit of the
optimisation of economic and social benefits in
relation to the exploitation of Offshore Tuna
fisheries resources.
FFA’s priorities under this outcome include

Strategy

Key Indicators

The following table shows how each of the services that FFA provides to Members contribute to the planned outputs, how each of the
outputs support the associated strategies identified in the Strategic Plan and the proposed indicator(s) associated with each strategy. The
assumption underpinning the Strategic Plan is that if the identified strategies, as measured by tracking progress against the indicators,
are successfully achieved then the overarching outcome will also be achieved as the strategies are all contributing to it. *Services as
defined in Our Services to Members on page 10.
Deliverables

Services to support
1

Outcome 4: Economic and social benefits are optimised for FFA 				

2

3

4

5

6

7

Division
responsible

Member countries and our people, within the context of ecologically sustainable fisheries

Strategy 4.1: Drive the
inclusion of social and
economic considerations in
management, including in
the establishment of WCPFC
target reference points (TRPs)
at levels that are consistent
with FFA members’ economic
objectives.

Indicator 4.1a - TRPs for tuna stocks
adopted by WCPFC that are consistent
with the social and economic
objectives of FFA members.

4.1.1

Indicator 4.1b - Economic and social
factors considered in the development
of National tuna management and
development plans.

4.1.2

Strategy 4.2: Improve
standards for employment
and ensure opportunities
for decent work for women
and men in the fishing and
processing industry.

Indicator 4.2 - Regional Minimum
Terms and Conditions (MTCs) of
employment for vessel crews

4.2.1

Provision of relevant economic data, associated analysis and
reports disseminating these data.

n

FD

Provide requested economic analyses and the enhancement of
members’ capacity to undertake and interpret such analyses.
n

n

Facilitation of the development of new regional terms and
conditions for vessel crew and support Member’s efforts to
promote improved safety of observers and crews, and the
protection of human rights through the WCPFC.

n

n

Identification of opportunities for initiatives in the private
sector that support greater inclusion of women in all aspects of
fisheries.

n

n

Support to FFA members and sub-regional agencies to enhance
national and sub-regional measures to increase on-board
employment and value-adding (processing) opportunities.

n

Assist FFA Members to review and update national fisheries
development plans that are coherent with national
development strategies and lessons learnt.

n

Provision of high quality economic analysis, investment analysis
and facilitation, including facilitating market opportunities for
small and medium enterprises and assistance to Members to
develop capacity in investment/financial analysis and corporate
governance.

n

n

FD

assisting members to ensure: economic and social
benefits are optimised and that these benefits
are shared widely including women and socially
excluded groups; an environment conducive to
the development of Members’ fisheries related
industries; employment creation and decent
labour standards across domestic and foreign

4.2.2

vessels, and; Members’ domestic tuna industries,
including SMEs, are well supported to develop and

4.2.3

access global tuna markets on a competitive basis.
The FFA Strategic Plan (2020-2025) identifies a
number of strategies it will implement in order
to ensure economic and social benefits are
optimised for FFA Member countries, within
the context of ecologically sustainable fisheries.
Strategies to achieve this Outcome:
1.

Strategy 4.3: Increase the
value and profitability of
the region’s tuna fisheries
throughout the value chain
for the economic benefit of
FFA Members.

Drive the inclusion of social and economic
considerations in WCPFC CMMs, including
in the establishment of TRPs at levels that
are consistent with FFA members’ economic
objectives for WCPO fisheries.

2.

Improve standards for employment and ensure

Indicator 4.3a - Measurable economic
benefits including:
• Government revenue from licence
and access fees
• Contribution of fisheries to GDP
• Export values
• Employment in fisheries and
related sectors
• Direct investment in fisheries and
related sectors.
Indicator 4.3b - Number of FFA
members with EU-certified Competent
Authorities or in the process of
obtaining certification.

4.3.1

Indicator 4.4a - Number of national
frameworks to monitor socioeconomic contributions of tuna
fisheries developed.

4.4.1

4.3.2

4.3.3

Assist FFA Members to access global tuna markets including
through the establishment and maintenance of competent
authorities, provision of advice on market access requirement.

n

FD

n

FD

n

FD

n

FD

n

n

FD

n

n

FD

n

FD

opportunities for decent work for women and
men in the fishing and processing industry.
3.

Increase the value and profitability of the
region’s tuna fisheries throughout the value
chain for the economic benefit of FFA Members.

4.

Increase the social benefits from offshore
fisheries in FFA members’ countries while
combating potential negative social impacts.

5.

Utilise international forums to enhance global

Strategy 4.4: Increase the
social benefits from offshore
fisheries in FFA members’
countries while combating
potential negative social
impacts.

Indicator 4.4b - Measurable social
benefits, including:
• Proportion of women employed in
fisheries related sectors.
• Increase in volume of tuna entering
local markets.

4.4.2

Provision of advice and assistance to FFA Members in the
consideration and, where appropriate, development of policies
and initiatives with regard to the contribution of tuna fisheries
to food security, and developmental aspects of artisanal tuna
fisheries.
Provision of assistance to FFA Members in the identification of
community priorities and development of indicators to monitor
progress towards their objectives.

n

n

n

FD

recognition and adoption of zone-based
management and protect FFA Members’
fisheries rights.
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OUR STRATEGIC AND OPERATIONAL INTENTIONS
Strategic Outcome Five:
Our people are empowered
through strong and effective
national, sub-regional and
regional fisheries organisations
Description: This Outcome seeks to ensure
that FFA members are empowered to proactively
manage their fisheries, through strengthening
the capacity of national fisheries administrations

Strategy

Key Indicators

The following table shows how each of the services that FFA provides to Members contribute to the planned outputs, how each of the
outputs support the associated strategies identified in the Strategic Plan and the proposed indicator(s) associated with each strategy. The
assumption underpinning the Strategic Plan is that if the identified strategies, as measured by tracking progress against the indicators,
are successfully achieved then the overarching outcome will also be achieved as the strategies are all contributing to it. *Services as
defined in Our Services to Members on page 10.
Deliverables
1

Outcome 5: Our people are empowered through strong and
Strategy 5.1: Enhance the
capacity of national fisheries
administrations to achieve their
fisheries management and
development aspirations.

Indicator 5.1a - Targeted and
effective delivery of training
program.
Indicator 5.1b - Improved skills,
knowledge and abilities of trainees.
Indicator 5.1c - CSLAs are
effective in supporting Members;
achievement of national priorities.

as well as enhancing sub-regional and regional
fisheries organisations.

to effectively fulfil their mandates, Members
leading

and

participating

and

effectively

collaborating at sub-regional and regional levels,
Members meeting national responsibilities
associated with regional management of offshore
fisheries and working with fisheries managers and
the fishing private sector to boost understanding

5.1.1

Manage and Implement the FFA Regional Training Framework.

5.1.2

Identify and implement improvements to the planning,
development and implementation of CSLAs including to
incorporate a more strategic level element.

5.1.3

Work closely with education providers, including USP, to
enhance the training opportunities available to FFA members.

5.1.4

Enhance the FFA communications strategy to ensure more
effective outreach.
Assist FFA members to understand and implement their WCPFC
obligations through training, regular communication, meeting
briefs and response to requests.

Strategy 5.2: Improve national
capacity to meet the increasing
responsibilities associated with
the regional management of
offshore fisheries.

Indicator 5.2 - Growth in
leadership at the national level
to engage effectively with subregional, regional and international
organisations.

5.2.1

Strategy 5.3: Strengthen and
support sub-regional fisheries
management arrangements.

Indicator 5.3 - Improved
administrative capacity enabling
integrated strategic and operational
planning for fisheries.

5.3.1

and achievement of their respective priorities

capacity

of

national

administrations to achieve their fisheries
management and development aspirations.
2.

Strategy 5.4: Strengthen
regional cooperation to improve
offshore fisheries management.

Indicator 5.4 - Members solidarity
on Pacific tuna fisheries issues.

3.

Strengthen

and

support

offshore fisheries management.
5.

Facilitate

stakeholders’

engagement

and participation in offshore fisheries
management decisions.
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Strategy 5.5: Facilitate
stakeholders engagement and
participation in offshore fisheries
management decisions.

Indicator 5.5 - Effective
engagement, increasing
stakeholders support for FFA
initiatives.

n

n

HLA

FM + FO

n

Support the development of the South Pacific Group as a formal
sub-regional grouping as requested.

n

n

HLA + FMD

5.4.1

Provide analysis and other information to support national and
collective decision-making.

n

5.4.2

Work closely with SPC Fame team to identify interactions
between coastal and offshore fisheries, and provide advice to
FFA Members on the management implications of interactions.

n

sub-regional

Strengthen regional cooperation to improve

HLA

n

5.3.3

fisheries management arrangements.
4.

HLA

n

ALL

5.4.3

regional management of offshore fisheries.

HLA

n

n

Improve the national capacity to meet the
increasing responsibilities associated with the

7

n

Strategies to achieve this Outcome:
the

6

Work closely, and cooperate, with PNAO to assist PNA countries
as requested.

strong effective national, subnational and regional

Enhance

5

5.3.2

number of strategies it will implement in order

1.

4

n

The FFA Strategic Plan (2020-2025) identifies a

fisheries organisations.

3

Assist sub-regional groupings in accordance with the principles
of transparency, accountability and clear identification of
conflicts of interest, including through participation in subregional meetings as appropriate and provide advice to
contribute to the development of sub-regional measures
where it is consistent with the interests of the broader FFA
Membership and assist FFA Member to implement these
obligations and initiatives under sub-regional measures.

and management approaches.

to ensure that people are empowered through

2

Division
responsible

effective national, sub-regional and regional fisheries organisations

FFA’s priorities under this outcome include
supporting sub-regional fisheries administrations

Services to support

5.4.1

5.4.2

FM

n

Provide high level visibility to the importance of fisheries and
the activities of the Secretariat and FFA Members to ensure
sustainable management , responsible development and
appropriate enforcement.
Facilitate engagement with the industry and relevant NonGovernmental Organisations (NGO), including PITIA, where
appropriate in the development of regional initiatives.
Enhance the website and communications mechanisms to
provide stakeholders with timely and accessible information on
regional fisheries management decisions and processess.

HLA + FMD

n

HLA

n

n

HLA

HLA + FMD

n

n

HLA
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OUR STRATEGIC AND OPERATIONAL INTENTIONS
Strategic Outcome Six:
FFA Secretariat is a professional
organisation providing high
quality advice and other
services to FFA Members
Description: Strong governance, systems
and processes underpin the success of any
organisation. For the FFA to successfully
implement the organisation's Strategic Plan, it

Strategy

Key Indicators

Outcome 6: FFA Secretariat is a professional organisation providing
Strategy 6.1:
Enhance the internal
governance processes
within FFA Secretariat
and governance of the
Secretariat by FFC.

ensuring the Secretariat is able to deliver the
Strategic Plan efficiently and effectively for the
benefit of the Members, and that FFA staff are
supported to continuously perform at high

Strategy 6.2: Develop
and enhance the
capacity and skills of
the FFA Secretariat
to meet the changing
context and increasing
needs of FFA Members.

standards in delivering their work.

6.1.1

Develop, review and update Business Plan to align with Strategic
Plan.

Indicator 6.1b - MERLA Framework endorsed
and rolled out.

6.1.2

Oversee an independent review of the governance of FFA by FFC.

6.1.3

Improve the quality and transparency of the services provided by
the Secretariat to individual and sub-groupings of FFA Members.

6.1.4

Implement a robust Monitoring and Evaluation system.

6.2.1

Develop a “People Strategy” that includes: Building Corecompetencies’ that support the delivery of services to members,
administration of the FFA Secretariat; Building capacity in nonfisheries areas including governance, management, policy analysis/
advice, institutional strengthening; ensuring recruitment and
retention of high quality staff; enhancing succession planning, and
associated development of staff, and formalising more flexible
working arrangement.

Indicator 6.2a - Average length of time key
positions are vacant.
Indicator 6.2b - Staff Turnover rates.
Indicator 6.2c - Completed People Strategy &
Capability Framework.
Indicator 6.2d - Maintaining high employee
satisfaction rating of greater than 95%.
Indicator 6.2e - Percentage of budget
allocated to professional development to
increase by 0.5% per annum to reach
maximum of 2.5% by 2025.

The FFA Strategic Plan (2020-2025) identifies a
number of strategies it will implement in order to
ensure that the FFA Secretariat is a professional
organisation providing high quality advice and

6.2.2

6.2.3

other services to FFA Members.
Strategies to achieve this Outcome:
1.

Enhance the internal governance processes

2.

Develop and enhance the capacity and skills
of the FFA Secretariat to meet the changing
context and increasing needs of the FFA

Strategy 6.3:
Understand and
prioritise resourcing
options to implement
the Strategic Plan.

Indicator 6.3a - Approved Resourcing
Strategy and Funding Guidelines ensuring
long term sustainability of funding of
Secretariat’s activities.

Strategy 6.4: Enable
a high-performance
culture in the FFA
Secretariat staff.

Indicator 6.4a - Improvement in Staff Values
Assessment Score by 10% annually from
baseline.

Members.
3.

Understand and prioritise resourcing options
to implement the Strategic Plan.

4.

Enable a high-performance culture in the
FFA Secretariat.

5.

Enhance the value of and protect the FFA
information assets.

6.

Ensure the organisational structure and
service delivery model of the FFA Secretariat,
including core services and supporting
systems, are fit for purpose to meet the
Strategic Plan.

2

3

4

5

7

Division
responsible

HLA + CSD
HLA + CSD

n

CSD

n

HLA

n

Develop and implement quality improvement programme for the
Secretariat to ensure the effectiveness of its interventions, the
efficiency of services and relevance of its activities.

n

Promote Gender Equality by Identifying and removing any
barriers in the corporate governance framework to facilitate the
full participation of women in all aspects of the FFA Secretariat’s
operations.

n

Build the FFA Secretariat’s capability to provide assistance and advice
on institutional governance and administrative capacity building.

6.3.1

Draft guidance for FFC’s consideration of new funding
opportunities, funding guidelines including mechanisms to advise
and consult FFA Members and potential implications for the work
of the Secretariat.

Finalise, launch and embed the FFA Values with all Secretariat staff.

6.4.2

Implement a performance management system for staff on:
improving performance; investing in skills and knowledge;
recognising and rewarding high performance; identifying and
managing poor performance; enabling professional development;
and including 360-degree feedback.
Ensure Human Resources Policies and Procedures are aligned to the
Strategic Plan & Business Plan leveraging technology to provide the
necessary. Support to staff to enable them to perform in their roles.

Indicator 6.4b - Performance Management
System endorsed and fully implemented.
6.4.3

n

CSD

n

CSD

HLA

n

n

6.4.1

CSD

n

Indicator 6.3b - Growth in amounts secured
from donors; Stable income across the three
main revenue sources (fees for service,
Membership fees and donations); Proportion
of multi-year, core funding with project funds
from donors.

Indicator 6.4c - Fit for purpose Human
Resources policies & Increase investment
in automation and integration of business
systems and processes.

6

n

6.2.4

within the FFA Secretariat and governance
of the Secretariat by FFC.

Services to support

high quality advice and other services to FFA Members

Indicator 6.1a - Improvement in Stakeholder
Satisfaction with FFA Secretariat (External).

ensure it is equipped to implement the necessary

FFA’s priorities under this Outcome include

Deliverables
1

must invest in and strengthen the Secretariat to
strategies for success.

The following table shows how each of the services that FFA provides to Members contribute to the planned outputs, how each of the
outputs support the associated strategies identified in the Strategic Plan and the proposed indicator(s) associated with each strategy. The
assumption underpinning the Strategic Plan is that if the identified strategies, as measured by tracking progress against the indicators,
are successfully achieved then the overarching outcome will also be achieved as the strategies are all contributing to it. *Services as
defined in Our Services to Members on page 10.

n

HLA + CSD

n

HLA

n

n

CSD

n

n

n

n

CSD

Strategic Outcome six table continues on Pages 32-33
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OUR STRATEGIC AND OPERATIONAL INTENTIONS
Strategic Outcome Six:
FFA Secretariat is a professional
organisation providing high
quality advice and other
services to FFA Members
Description: Strong governance, systems
and processes underpin the success of any
organisation. For the FFA to successfully

Strategy

Outcome 6: FFA Secretariat is a professional organisation providing
Strategy 6.5:
Enhance the value
of and protect FFA
information assets.

must invest in and strengthen the Secretariat to
strategies for success.
FFA’s priorities under this Outcome include
ensuring the Secretariat is able to deliver the
Strategic Plan efficiently and effectively for the
benefit of the Members, and that FFA staff are
supported to continuously perform at high
standards in delivering their work.
The FFA Strategic Plan (2020-2025) identifies a
number of strategies it will implement in order to
ensure that the FFA Secretariat is a professional
organisation providing high quality advice and
other services to FFA Members.
Strategies to achieve this Outcome:
1.

Deliverables

Services to support*
1

implement the organisation's Strategic Plan, it
ensure it is equipped to implement the necessary

Key Indicators

The following table shows how each of the services that FFA provides to Members contribute to the planned outputs, how each of the
outputs support the associated strategies identified in the Strategic Plan and the proposed indicator(s) associated with each strategy. The
assumption underpinning the Strategic Plan is that if the identified strategies, as measured by tracking progress against the indicators,
are successfully achieved then the overarching outcome will also be achieved as the strategies are all contributing to it. *Services as
defined in Our Services to Members on page 10.

Strategy 6.6: Ensure
the organisational
structure and service
delivery model of
the FFA Secretariat,
including core services
and supporting
systems, are fit-forpurpose to meet the
Strategic Plan.

6.5.1

Indicator 6.5b - Number of cyber security
breaches recorded annually.
Indicator 6.6a - Defined Fisheries Services
and Development & Implementation of
performance standards.

Indicator 6.6c - Proportion of staff cost to
activity cost.
Indicator 6.6d - Increase investment in
automation and integration of business
systems and processes.

3

4

5

6

7

high quality advice and other services to FFA Members

Indicator 6.5a - Maintain secure access
and use of data to support decision making
processes. Better use of data in decisionmaking and improving processes.

Indicator 6.6b - Percentage of operational
cost to total costs.

2

Division
responsible

Develop an organisational “Information Strategy” to ensure that
information systems protect data, enable improved decision
making, and enhance business processes that support services
delivered to members.

n

n

n

HLA + FOD

6.5.2

Identify and implement means of ensuring security of data and
information (cyber-security).

n

n

n

FOD

6.6.1

Define the “fisheries services” and associated performance
standards that will be delivered to FFA Members.

n

HLA

6.6.2

Review organisational structures to ensure efficient and effective
implementation of business processes that support the efficient
delivery of fisheries services, promotes the transparency
of organisational decision-making at the lowest level of
organisation.

n

HLA + CSD

n

n

n

n

Indicator 6.6e - Endorsed and fully
operational Organisational Structure to
deliver Strategic Plan.
Proportion of targets under Outcomes 1- 5 that
are on track to be met.

Enhance the internal governance processes
within the FFA Secretariat and governance
of the Secretariat by FFC.

2.

Develop and enhance the capacity and skills
of the FFA Secretariat to meet the changing
context and increasing needs of the FFA
Members.

3.

Understand and prioritise resourcing options
to implement the Strategic Plan.

4.

Enable a high-performance culture in the
FFA Secretariat.

5.

Enhance the value of and protect the FFA
information assets.

6.

Ensure the organisational structure and
service delivery model of the FFA Secretariat,
including core services and supporting
systems, are fit for purpose to meet the
Strategic Plan.
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BUDGET AND RESOURCING
The following tables provide the financial forecast summaries for the duration of the business plan. Apart
from the approved revised budget for FY2021-FY2022, the rest of the years are financial forecasts. These
estimates will be reviewed each year against actual performance in the previous year and assumptions
for the year before finalising the Secretariat budgets that will be part of the AWPB.
Table 3:

Income by Source

Income by Source

FY2021 - FY2022

FY2022 - FY2023

FY2023 - FY2024

FY2024 - FY2025

Revised budget

Proposed Budget

Indicative Budget

Indicative Budget

General Fund

3,306,911

4,723,100

4,757,700

4,678,500

DFAT Program Fund

3,459,274

3,551,000

3,622,000

3,694,400

MFAT Program Fund

2,921,920

2,419,900

2,419,900

2,419,900

Donor Project Fund

9,831,285

11,143,300

12,257,600

13,483,400

Housing Fund

1,948,069

2,021,800

2,122,900

2,229,000

Vessel Register Fund

3,958,767

3,965,100

4,163,400

4,371,600

US Treaty Fund

2,007,286

1,256,000

1,256,000

1,256,000

Total (USD)

27,433,512

29,080,200

30,599,500

32,132,800

Table 4:

4. Economic and social
benefits are optimized
for FFA Member
countries and our
people, within the
context of ecologically
sustainable fisheries.

4,559,768

4,609,300

5,105,300

5,504,500

5. Our people are
empowered through
strong and effective
national, sub-regional
and regional fisheries
organisations.

1,226,235

1,547,700

1,713,200

1,835,800

6. FFA Secretariat
is a professional
organisation providing
high quality advice
and other services to
FFA Members.

7,690,529

7,914,000

7,165,100

7,505,200

27,433,512

29,080,200

30,599,500

32,132,800

Total (USD)

Table 5:

Expenditure by Division

Expenditure by
Division

Expenditure by Outcome

Expenditure by
Strategic Outcome

FY2021 - FY2022

FY2022 - FY2023

FY2023 - FY2024

FY2024 - FY2025

Revised budget

Proposed Budget

Indicative Budget

Indicative Budget

1. Offshore fisheries
are ecologically
sustainable

3,114,841

3,154,800

3,218,600

2,883,000

2. FFA Members’
offshore fisheries
rights are well defined

2,536,118

3. FFA Members’
offshore fisheries
rights are secured and
protected.

8,306,021

PAGE 34 | Business Plan FY 2021-2025

3,537,100

8,317,300

4,456,500

8,940,800

4,802,800

9,601,500

FY2021 - FY2022

FY2022 - FY2023

FY2023 - FY2024

FY2024 - FY2025

Revised budget

Proposed Budget

Indicative Budget

Indicative Budget

High Level Advice

4,991,711

4,871,200

4,984,500

5,290,700

Fisheries
Management

5,242,147

5,075,675

5,154,025

5,502,575

Fisheries
Development

4,262,716

4,874,700

5,391,200

5,814,300

Fisheries Operations

6,829,995

8,589,250

9,917,650

10,123,050

Corporate Services

6,106,943

5,669,375

5,152,125

5,402,175

Total (USD)

27,433,512

29,080,200

30,599,500

32,132,800

The budgets will be aligned to the Resourcing Strategy which will set out the Secretariat’s resourcing
needs for the coming years in order to effectively deliver on the Business Plan and Strategic Plan. The
Resourcing Strategy will guide our high-level engagements with donors and partner organisations going
forward, providing the basis for conversations about future programme and project related funding.
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RISK MANAGEMENT
The increasing pace of change, particularly the dynamic environment FFA is operating in and the planned
improvements will bring risks that the Secretariat needs to mitigate to ensure achievement of its strategic
outcomes. These risks will be managed in accordance with its Risk Management Framework depicted
in the diagram below.
Figure 2:

Risk Management Framework

RISK MANAGEMENT GUIDING PINCIPLES
Adapted from AS/NZ ISO 31000:2019

Current and emerging risks
Two significant risk events have occurred since
November 2021, the events concerned being the
riots and Covid-19. It's important that we review how
FFA responded to these events, how successful that
response was (and our BCP systems), and lessons
learned that not only improved our response during
the events, but can be used to improve our BCP
procedures for the future. To that end, FFA is seeking
the input of all directors to provide an update on
these matters to the Audit and Risk Committee.

The MERLA Framework
RISK APPETITE &
TOLERANCE STATEMENTS

POLICY STATEMENT

RESPONSIBILITIES
FOR MANAGING
RISKS

RISK TREATMENT
PLAN / STRATEGY

Risk Management Framework
The Framework is adapted from the Australia New
Zealand Risk Management Framework consisting
of FFA’s Risk Management Principles which guides
our risk policy, risk appetite and tolerance, criteria
for assessing risks, responsibilities for managing
risks, monitoring and process for assessing and
treating risks.
The framework identifies Risk Management as
everyone’s responsibility, first and second level
being management and third level being assurance
by Internal Audit and reviews by the Audit and Risk
Committee (ARC). Specifically, the Internal Auditor
reviews the adequacy of controls relevant to the risks
that are inherently significant, high and moderate,
on a cyclical basis and report the results to the
ARC through the Executive as required under the
ARC Charter
To support the achievement of the FFA 20202025 strategic outcomes, the FFA Secretariat will,
with a moderate risk appetite, adapt advances in
technology and digital transformation, empower
and safeguard its workforce. It will also pursue a
low-risk appetite for values and culture, business

PAGE 36 | Business Plan FY 2021-2025

RISK REGISTER

CRITERIA FOR RISK
ASSESSMENT

MONITORING

continuity, fraud, project management, information
security, financial management and compliance with
the host country’s relevant laws and regulations.

Review of the framework and
strengthening risk identification
Internal Audit is seeking to drive the development
of a three year risk based Internal Audit Plan that
will assess the adequacy of controls in addressing
risks as well as bringing about efficiencies and
improvements to business processes and assessing
compliance. The foundation of the planning process
relies upon the accurate and relevant determination
of risks through robust procedures and up to date
information. Further, identifying emerging risks in a
timely manner and in line with current best practice
and international norms. The FFA will engage a
highly qualified consultant to undertake a review
of the processes it currently has in place where
required and to update the Risk Register through
consultation with the Executive Management Team
and other relevant Managers.

FFA has adopted the MERLA (Monitoring, Evaluation,
Research, Learning & Adaptation) approach in
reviewing progress of the implementation of the six
Strategic Outcomes of this Business Plan. The MERLA
approach sets out the implementation, analysis
and evaluation of progress for reporting, learning,
adaptation and continuous improvement of the
operational life of the Strategic Plan 2020-2025.
The MERLA Framework will be finalised by the
Executive Management Team by July 2022. The
Planning, Transformation & Monitoring Unit (PTMU)
will partner with the Executive Management Team
to measure, report and adopt refined approaches
Figure 3:

to delivering services and improving divisional
performance in the full implementation of the six
Strategic Outcomes of the 2021-2025 Business Plan.
To this end, we will:
•

Review the Annual Work Plan & Budget
implementation every 6 months

•

Review and make any necessary adjustments
to the Business Plan annually

•

Carry out mid-term review of the Strategic
Plan in 2023

Collection of Divisional Performance data will be
done in coordination with Divisional designated
staff and with Finance & PTMU staff. The divisional
M & E reports will be forwarded to the Directors for
their review & endorsement before it is finalised
The half year reports on the Business Plan and
Divisional work plan implementation, including
Project implementation reports, will be presented
to the Executive Management Team for their review.
The FFA Secretariat Annual Report reports progress
on Business Plan Implementation for the preceding
year. The Planning, Monitoring, Evaluation,
Reporting, Learning and Adaptation (MERLA) cycle
is presented in Figure 2 below.

The Monitoring, Evaluation, Reporting, Learning and Adaptation (MERLA) Framework

MONITORING
& EVALUATION

ADAPTING
& REFINING
APPROACHES

FFA Programs for learning
and adaptation lead to
improvements in M&E and
FFA Strategic Plan outcomes
and achievement

FFA Learning informs
better decisions and focus
in collaboration with FFA
stakeholders

M&E Data from 2020-2025
FFA Strategic Plan 6
monthly reviews identify
evidence gaps which help

craft research questions

M&E Results and
Research contribute
to FFA Learning

RESEARCH
BETTER SERVICE
DELIVERY &
INCREASED
EFFICIENCIES

LESSONS
LEARNT FROM
FFA STRATEGIC
PLAN IMPLEMENTATION
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ANNEX 1:
FFA Organisational Structure as at 25 April 2022
Refer to linked document

https://docs.google.com/document/d/17GZM_xwZcw6LEyIpr0HoJvAyE-NZaW8X/edit

ANNEX 2:
MONITORING PROGRESS & EVALUATING SUCCESS
In this Appendix, all Indicators are listed for each Strategic Outcomes with the relevant tables showing
how these deliverables are monitored and measured. Baseline and targets are listed for ease of reference.

Strategic Outcome 1 - Offshore Fisheries are ecologically sustainable
The critical element of ensuring success of the Business Plan is to track progress against each strategy and outcome
through monitoring the noted indicators. The following table provides further detail on Strategic Outcome 1 will
be achieved:
Key Indicators

How

Baseline

Target

Outcome 1: Offshore fisheries are ecologically sustainable
Indicator 1.1 - All WCPO tuna
stocks not overfished and
overfishing not taking place

TRPs agreed and adopted
Interim TRP in place for South
according to pathway agreed in Pacific albacore. iTRP for
the Harvest Strategy Work Plan skipjack has now lapsed. None
for other species as of Dec 2021.
Formal HS adopted at WCFPC
level.
Interim HCR in place for PBF. No
HCRs in place as of Dec 2021 for
other tuna species.

Target Reference Points
adopted for Western and
Central Pacific Ocean (WCPO)
tuna stocks.
Harvest Control Rules in place
as part of harvest strategies
covering key tuna species
WCPO tuna stocks maintain the
status of not overfished and
not subject to overfishing.

ANNEX
Annex 1 - FFA Organisational
Structure
Annex 2 - Monitoring Progress &
Evaluating Success

Indicator 1.2 - Decrease in
bycatch rates for key species
(sharks, marine mammals,
seabirds, turtles)

SPC data showing % reduction
of by-catch over time.

Current status of bycatch per
species.

Effective bycatch mitigation
measures adopted by WCPFC

Indicator 1.3 - CMMs adopted
that formally recognise zonebased management and
implement agreed allocation
frameworks for the high seas.

Facilitate consensus building
among FFA Members on highseas management measures

No CMMs currently
acknowledge zone-based
management arrangements and
high seas allocation frameworks
yet to be developed.

Catch/Effort limits in WCPFC
CMMs do not apply in Members
EEZs

Provide technical support
for the development of FFA
proposals to WCPFC on highseas management

Indicator 1.4a - Adoption
of mandatory Electronic
Reporting requirements for
FFA EEZs and in WCPFC
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FFA Members have secured
access to HS fisheries through
agreed allocation frameworks.

Electronic Reporting obligations Standards for ER in place in
in effect for FFA EEZs and
WCPFC.
within WCPFC.
Mandatory ER reporting
Assessment of agreed CMMs
obligations not yet in place.
Indicator 1.4b - WCPFC CMMs against best available science
are based on and respond to
advice.
best available science.

Mandatory ER in place by 2023.

Indicator 1.5 - FFA CMM
proposals and adopted
WCPFC management
measures include explicit
climate change adaptation
and mitigation provisions.

WCPFC adopts Harvest
Strategies for key stocks which
include provisions that explicitly
recognise potential impacts of
climate change.

Streamlining of climate change
projections into fisheries
management actions including
the development of harvest
strategies for key tuna stocks.

With exception of the Tropical
Tuna Measure which includes
explicit acknowledgment of
climate change impacts in
the preamble no other CMMs
currently include specific CC
provisions.

Improved electronic reporting
to comply with mandatory
requirements for FFA EEZs in
WCPFC by 2023.
WCPFC CMMs are based on the
best available science.
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Strategic Outcome 2 – FFA Members’ Offshore Fisheries Rights are well
defined

Strategic Outcome 3 – FFA Members’ Offshore Fisheries Rights are Secured
and Protected

The critical element of ensuring success of the Business Plan is to track progress against each strategy and outcome
through monitoring the noted indicators. The following table provides further detail on how Strategic Outcome 2

The critical element of ensuring success of the Business Plan is to track progress against each strategy and outcome
through monitoring the noted indicators. The following table provides further detail on how Strategic Outcome 3

will be achieved:

will be achieved:

Key Indicators

How

Baseline

Target

Review of policies and
legislation
Maritime boundaries,
agreements and
legislations

Indicator 2.1b - Formalisation of
maritime boundaries

Member countries that
already have zone-based
limits in their national
frameworks and legislation
Number of national
management Plans already
in place and current in all
Member countries

All national Management
Plans are current and up to
date, incorporating zonebased limits and management
arrangements as they are
agreed and implemented.
Boundaries agreed with FFA
member support

Number of boundaries still to
be finalised

Indicator 2.2a - Allocations in
WCPFC measures that include
zone-based limits for FFA
Members’ EEZs

Review of WCPFC
CMMs
Provisions of WCPFC
CMMs

Indicator 2.2b - FFA Members’
rights in the high seas defined in
WCPFC CMMs

Tropical tuna measure
recognises zone-based limits
for the purse seine fishery.

Zone based limits for the
tropical and southern Longline
fisheries recognised in WCPFC
CMMs

Most CMMs currently include
exemptions for SIDS but high FFA Members’ high seas
seas rights/allocations are not allocations are clearly defined
specifically defined
in WCPFC CMMs

Indicator 2.3 - Agreed in-zone
management arrangements in
place for the southern longline
fishery that are compatible with
LL VDS

Review of in-zone
management
arrangements.

Indicator 2.4 - Purse seine
fisheries are maintained at levels
commensurate with biomass and
effort levels in 2012 for Skipjack
while other tuna stocks remain at
sustainable levels of fishing.

SPC stock assessments Purse seine and other tropical
and reports to WCPFC tunas managed under single
species-based provisions of
CMM 2021-01

WCPFC CMMs incorporates
harvest strategies and HCRs
which provide a multispecies
approach to management of
key tropical tunas

Indicator 2.5 - FFA members
implementing their rights and
responsibilities as Flag States

Compliance by FFA
members with flag
State obligations

No systemic failure by FFA
members to implement flag
State obligations
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TKA limits
Catch/effort management
arrangements not in place for
non-PNA members

Level of Compliance with
flag State obligations within
WCPFC

How

Baseline

Target

Outcome 3: FFA members offshore fisheries rights are secured and protected

Outcome 2: FFA Members Offshore Fisheries are well defined
Indicator 2.1a - The number of
individual FFA members with
zone-based limits and rights
captured in national policies and
legislation.

Key Indicators

Catch/effort management
arrangement/s cover all FFA
Member EEZ longline fisheries.

Indicator 3.1 - Outcomes of
FFA’s Regional Surveillance
Operations in terms of
nature and extent of
infractions by licensed
vessels

FFA Regional Surveillance
Operations post activity
reports.

Indicator 3.2 - Reduction in
level of IUU fishing in tuna
fisheries in WCPO

Quantification of IUU study 2020 Update

Number of infractions detected
and reported for FFA Member
action in FFA Surveillance
Operations.

Further reductions in the
number of infractions
detected by surveillance
operations
Increased levels of
compliance by vessels
subject to boarding and
inspection.

Estimated value lost to FFA
members through IUU of
US$333.49m or 6.5% of total
WCPFC Convention Area catch.

Continue to reduce losses
from IUU fishing by x% - to
be determined in workshops
or consultations.

High Sea Boarding and
Inspection (HSBI) scheme,
timely access to high seas
data, WCPFC CMS process,
FFA Members participation
and regional operations
in the high seas MCS regimes
covering high seas
and activities increased.

8 FFA Members participate in
HSBI, 14 FFA Members access
high seas VMS data, and 4
regional operations covering
EEZs and high seas.

Contribute to reducing
noncompliance with WCPFC
measures on the high seas

Indicator 3.4 - Progressive
enhancement of
FFA Members ability
to implement their
responsibilities as Flag, Port
and Processing States

Baselines to be determined in
consultation with individual
Members, as a basis for
assessing progress.

An ongoing capacity in
Member Countries to
implement their Flag,
Port and Processing State
responsibilities.

Indicator 3.5 - FFA Members’ Outcomes of WCPFC CMR
level of compliance with
process
WCPFC obligations

Members meeting their
reporting obligations. Some
members need support with
implementation of obligations.

Reduction in the number of
members needing support
to implement specific
obligations under WCPFC

Indicator 3.6 - Increasing
global recognition and
support for FFA Members
fisheries work, policies and
practises

Limited recognition of
zone-based management
approaches in other RFMOs
and/or international
instruments.

Evidence of increased
recognition of SIDS rights
and interests in global
instruments as a result of
FFA interventions.

Indicator 3.3 - Increase FFA
Members participation in
high seas MCS activities

Trained national staff with
updated training as needed.
Updated policies and
regulatory frameworks to
enable implementation of
responsibilities as Flag, Port
and Processing States

Review of global instruments
for recognition of SIDS rights
and interests, including zonebased management.

Effective contribution
towards reducing noncompliance with WCPFC
actions on the high seas by
2025
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Strategic Outcome 4 – Economic and Social Benefits are Optimised for
FFA Member Countries and our people, within the context of ecologically
sustainable fisheries
The critical element of ensuring success of the Business Plan is to track progress against each strategy and outcome
through monitoring the noted indicators. The following table provides further detail on how Strategic Outcome 4
will be achieved:
Key Indicators

Indicator 4.1b - Economic
and social factors considered
in the development of all
national tuna management
and development plans.

Baseline

Target

Social and economic
considerations of
FFA members are
addressed by the
WPCFC in adopting
TRPs for tuna stocks.
Members explicitly
consider social and
economic factors in
developing TMDPs.

Interim TRP in place for south
Pacific albacore. iTRP for
skipjack has now lapsed. No
TRPs for other species as of
Dec 2021.
Setting of south Pacific
albacore and initial skipjack
iTRP included consideration
of economic factors.

Target Reference Points adopted for
all Western and Central Pacific Ocean
(WCPO) tuna stocks. Social and economic
considerations of FFA members are
addressed by the WPCFC in adopting
TRPs for tuna stocks.
All national TMDPs explicitly consider
economic and social factors.

Economic considerations are
often taken into consideration
in the development of
national TMDPs, social
considerations less so.

Indicator 4.2 - Regional
Minimum Terms and
Conditions (MTCs) of
employment for vessel crews

Members
implementing MTCs
through policies,
legislation and
regulations

Number of Member states
who implement MTCs

Indicator 4.3a - Measurable
economic benefits including:
Government revenue from
licence and access fees;
Contribution of fisheries
to GDP; Export values;
Employment in fisheries
and related sectors; Direct
investment in fisheries and
related sectors

Continued collection,
analysis and
dissemination of
economic data
including through the
national economic
data collection
programme.

FFA Economic and
Development Indicators and
Statistics Report

Tangible increases in the value of
economic benefits across fisheries,
industry sectors and members.

National reports and
program outcomes

Maintain CA access for 4 members with
approved CAs.

Reports from FAO, Globefish,
Infofish, World Bank and
others

2 additional members obtain CA
approval and 2 in the process of
obtaining.

Number of members on
the list and in process of
obtaining listing

No red cards issued

Indicator 4.3b - Number
of FFA members with
EU-certified Competent
Authorities or in the process
of obtaining certification
Indicator 4.4a - Number
of national frameworks to
monitor socio-economic
contributions of tuna
fisheries developed.
Indicator 4.4b - Measurable
social benefits, including:
Proportion of women
employed in fisheries
related sectors; Increase
in volume of tuna entering
local markets.

The critical element of ensuring success of the Business Plan is to track progress against each strategy and outcome
through monitoring the noted indicators. The following table provides further detail on how Strategic Outcome 5
will be achieved:
Key Indicators

How

Outcome 4: Economic and social benefits are optimised for FFA Member countries and our people within
the context of ecologically sustainable fisheries
Indicator 4.1a - TRPs for
tuna stocks adopted by
WCPFC that are consistent
with the social and economic
objectives of FFA members.

Outcome 5 - Our people are empowered through strong and effective
national, sub-regional and regional fisheries organisations

Members implement
investment
frameworks.
Members maintaining
or obtaining listing

Members develop
national level socioeconomic indicator
frameworks in
relation to tuna
fisheries.
Continued collection,
analysis and
dissemination of
socio-economic data.

All FFA members to implement the
MTCs by Jan 2023.

Members Policies, legislation
and regulations

FFA Gender outcomes related Proportion of women engaged in
reports.
fisheries, particularly the harvest
sector and as observers, increased.
FFA Economic and
Development Indicators and Tangible increase in volume of tuna
Statistics Report.
entering local markets in some
members.
National reports and
program outcomes
Wide implementation across FFA
members of national level programs
and policy measures aimed at
increasing female participation in
fisheries and the contribution of tuna
fisheries to food security.
Increased ability to measure and
monitor social outcomes related to
tuna fisheries.
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How

Baseline

Target

Outcome 5: Our people are empowered through strong and effective national, sub-regional and regional
fisheries organisations
Indicator 5.1a - Targeted
and effective delivery of
training programs
Indicator 5.1b - Improved
skills, knowledge and
abilities of trainees

Indicator 5.2a - Growth in
leadership at the national
level to engage effectively
with Sub-regional,
regional and international
organisations
Indicator 5.2b - CSLAs
are effective in supporting
Members deliver national
priorities

Training needs analysis

Level of knowledge and
capacity before training
takes place.

Increase in members'
knowledge and capacity as
a result of training.

Participation in the
Pacific Fisheries
Leadership Programme
and the Certificate IV in
First Line Management

Number of new
agreements, position and
policy papers initiated and
presented by Member
countries annually.

Provide opportunities to undertake
studies in leadership and management

CSLAs process being
reviewed and new
CSLAs jointly developed
progressively with
Member countries

Services for each Country
tailored for their own
specific conditions. Good
planning process in-country
including a strategic plan

Number of CSLAs signed and
implemented

The national priorities
identified in the CSLAs

Course and program evaluations
Tracer studies and post training
evaluations
Immediate after training assessment
reports. Tracer studies and member
satisfaction surveys
Increased success in negotiations and
achieving Members national interests via
new agreements, position papers etc.
Tracer studies reflect improved
knowledge, skills and abilities
FFC, WCPFC and MCSWG etc meeting
records.

10 CSLAs signed in FY
2022-23

Increase annual budget/funding of CSLA
work by the Secretariat (source: AWPB)

10% increase in budget for
CSLA work

CSLA Report to FFC
Indicator 5.3 - Improved
administrative capacity
enabling integrated strategic
and operational planning
for fisheries

Members’ Fisheries Management and
Development Plans linked to National
Strategic Plans
Provide opportunities for strategic plan
development training
Provide opportunities for project
management training to support
integrated and effective implementation

with members able to
identify their capability gaps.

FFC Training Framework
Reports
Existing number of
training events led by
national officers and
supported by FFA.

Effective national planning
and administrative
processes in place, linked
with national strategic goals
in fisheries.

Promote training and presentation
development skills at the national level
Indicator 5.4 - Members
solidarity on Pacific tuna

Members agree on Tuna utilisation
strategy after considering the different
positions of FFA member

Identified existing
positions on Tuna by
FFA Members subregionally and regionally

Number of agreements
signed nationally, subregionally and subregionally

Indicator 5.5 - Effective
engagement, with
stakeholders supportive of
FFA initiatives

Regional and national initiatives supported
by Members and stakeholders such as
NGOs, industry (industry bodies such as
PITIA etc)

2022 as baseline year
for the total number of
initiatives supported
by members and
stakeholders

70% full implementation of
initiatives
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Outcome 6 - FFA Secretariat is a professional organisation providing high
quality advice and other services to FFA Members
The critical element of ensuring success of the Business Plan is to track progress against each strategy and outcome
through monitoring the noted indicators. The following table provides further detail on how Strategic Outcome 6
will be achieved:
Key Indicators

How

Baseline

Target

Outcome 6: FFA Secretariat is a professional organisation providing high quality advice and other services
to FFA Members
Indicator 6.1 a - Improvement in
Stakeholder Satisfaction with FFA
Secretariat (External)

Business Plan completed
and endorsed by FFA
Members

Indicator 6.1 b - MERLA Framework
endorsed and rolled out

Review Business Plan
& AWP implementation
every 6 months

Jan 2022 Business Plan FFA approved 2021 -2025
Business Plan fully implemented
April 2022 Business
Plan with 31 Strategies 2 FFA Business Plan and AWP
& 90 deliverables
Progress reports completed
annually
Completed Strategic Plan reviews
in 2023 & 2025

Review Strategic Plan
Indicator 6.2 a - Average length of
time key positions are vacant
Indicator 6.2b - Staff Turnover rates
Indicator 6.2c - Completed People
Strategy & Capability Framework
Indicator 6.2d - Maintaining high
employee satisfaction rating of greater
than 95%

People Strategy &
Capability Framework
endorsed by FFA
Secretariat EMT
Annual employee
satisfaction survey
Review of annual budget

Situational Report on
Capacity Development,
Recruitment &
Selection, Succession
Planning, Institutional
Strengthening of
Member fisheries
agencies
2021 Survey results

Indicator 6.2e - Percentage of budget

2021 Professional
Development budget

allocated to professional development
to increase by 0.5% per annum to reach
maximum of 2.5% by 2025
Development and
approval of Resourcing
Strategy and Funding
Guidelines

Indicator 6.3b - Growth in amounts
secured from donors.

FFC approved Annual
Donor funding
Work Programme and
received for 2021/22
Budget and Annual Report Financial Year

Completed and
endorsed Resourcing
Strategy Funding
Guidelines

FFC approved Annual
Financial Year 2021-22
Work Programme and
General Fund budget
Budget and Annual Report
Proportion of multi-year, core funding
Financial Year 2021-22
with project funds from donors
Signed multi-year core
core funding budget
funding agreements, FFC
approved Annual Work
Programme and Budget
and annual report
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Employee satisfaction of greater
than 95% in all years
2.5% of annual budget per annum,
spread evenly across levels in
the organisation (minimum 0,5%
increase per annum to reach the
target of 2.5% p.a)

Finalisation and Launch
of FFA Secretariat Core
Values

Indicator 6.4b - Performance
Management System endorsed and
fully implemented

Staff Values Assessment

Indicator 6.4c - Fit for purpose
Human Resources policies & Increase
investment in automation and
integration of business systems and
processes
Indicator 6.5a - Maintain secure
access and use of data to support
decision making processes. Better
use of data in decision-making and
improving processes.

PMS to be developed,
finalised and rolled out
Review of policies and
processes to align with
the Business Plan

ISMS confidentiality
agreements

Endorsed FFA
Secretariat Values

Average Score for each Value
80% by 2024-2025

2023 -2024 Values
Assessment Scores

PMS to be fully operational in
2024 -2025

2023 -2024 PMS
endorsed and rolled
out

All reviewed policies and
processes fully operational in
2025

Completed review of
policies & processes in
2022 -2023

ISMS log records
2021 records

IT department records

Indicator 6.5b - Number of cybersecurity breaches recorded annually

FFA Members satisfaction of
high-quality services delivered by
the Secretariat through improved
decision making and supported
by timely and secure access to
information systems and use
of data. Quality of Secretariat
decision-making, including degree
it is supported by data with at least
a 90% approval of secure access
to information systems and use of
data by Members
Zero cyber security breaches

Indicator 6.3a - Approved Resourcing
Strategy and Funding Guidelines
ensuring long term sustainability of
funding of Secretariat’s activities

Stable income across the three main
revenue sources (fees for service,
Membership fees and donations)

People Strategy fully
implemented & Capability
Framework in place by 2025

Indicator 6.4 a - Improvement in
Staff Values Assessment Score by
10% annually from baseline

Resourcing Strategy & Funding
Guidelines fully implemented
Average of 2% increase per
annum over 4 years (minimum
increase of US$500k per annum).
Diversified income base with no
single revenue stream exceeding
(60%) of total revenue
Core funding to be 30% of total
annual budget.

Indicator 6.6a - Defined Fisheries
Services and Development &
Implementation of performance
standards
Indicator 6.6b - Percentage of
operational cost on total cost
Indicator 6.6c - Proportion of staff
cost to activity cost
Indicator 6.6d - Increase investment
in automation and integration of
business systems and processes

FFC approved Annual
Work Programme and
Budget
FFC approved Annual
Work Programme and
Budget.
FFC approved Annual
Work Programme and
Budget
Annual Reports

Review Organisation
Indicator 6.6e - Endorsed and fully
Structure to align with
operational Organisational Structure to Strategic Plan and
deliver Strategic Plan
Business Plan
Proportion of targets under Outcomes
1-5 that are on track to be met

FY2020-21 AWPB

Capped at 25% annually

FY2020-21 (Revised
Budget)

Ratio of staff to activities to be
maintained at 40%: 60%. (i.e.
staff cost not to exceed 40% of
total cost)

FY 2020-21 (Revised
Budget) Business Plan,
Divisional work plans
and Annual Work Plan
and Budget
Approved Revised
Structure with Service
delivery model by end
2023-2024

Between 1-2 % of the annual
budget.
Ongoing review of performance
for the delivery of different
Outcomes enables timely
capability review to focus
resources and self-correct to
meet targets
Revised Structure fully
operational by 2025
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