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Draft Terms of Reference 
Third Performance Review of ICCAT 
(submitted by the STACFAD Chair)
 

About this proposal

In 2025, the Commission agreed to launch a Third Performance Review, intended to focus specifically on the working methods of the organisation, including governance, institutional effectiveness, efficiency and cost‑effectiveness.

The proposed Terms of Reference (ToRs) below set out the process for conducting the Third Performance Review of ICCAT.

Draft ToRs, prepared by the STACFAD Chair and Vice Chair, were discussed during the First Meeting of the Virtual Working Group on a Sustainable Financial Position for ICCAT (VWG-SF) in March 2026 and Members had the opportunity to provide drafting suggestions and comments during two rounds of written consultations. 

These proposed ToRs have integrated all suggestions and comments receive during the consultation process. The track changes left in the text are the latest changes made after the second round of consultation. 

A few provisions, in yellow in the text that needs finalisation by STACFAD. In particular, STACFAD will have to determine: 

1. The final scope of the Performance Review: whether the issue of the allocation of fishing opportunities should be withing the scope of the review
2. Potential limits to the number of recommendations or length of the report
3. The final composition of the Review Panel and timeline for its selection
4. Whether only Contracting Parties or all CPCs should participate in the selection process of the Review Panel
5. The source and level of budget associated with the Performance Review 
6. Finalisation of the assessment criteria

Actions for STACFAD

1. Review and finalise the draft Terms of Reference
2. Recommend the Commission to adopt the Terms of Reference for the Third Performance Review of ICCAT 




Terms of Reference
for the Third Performance Review of ICCAT 


United Nations General Assembly (UNGA) Resolution 61/105 of 8 December 2006 called for performance reviews to be undertaken of all Regional Fisheries Management Organizations (RFMOs) and arrangements. More recently, UNGA Resolution 76/71 recognizes that performance reviews have proven to be an effective tool for strengthening performance of RFMOs and arrangements.

The Second Performance Review of ICCAT was completed in 2016. Ten years have passed since then, the Commission has continued to grow, an amendment to the Convention has been agreed and new modern ways of working have rapidly developed. Therefore, it is appropriate to reassess the performance of the organisation.

However, rather than undertaking an overarching and comprehensive review of ICCAT, this third Performance Review should focus specifically on the working method of the organisation, including the methodology used to reach agreement on allocation of fishing opportunities, and should identify gaps and solutions (streamlining, increase efficiency) to ensure the optimal functioning of the Commission. While this Third Performance Review is primarily focused on governance, working methods, efficiency and cost‑effectiveness, it shall also include limited consideration of how these elements support ICCAT’s ability to fulfil its conservation and management mandate, consistent with relevant United Nations General Assembly resolutions on performance reviews.

These Terms of Reference set out the process for conducting the Third Performance Review of ICCAT.


Aim of the Performance Review

1. The aim of the third assessment should be to: 

Evaluate how ICCAT has responded to the outcomes of the Second Performance Review of 2016, in particular with regard to items 2.6, 2.7, 5, 6.2, 6.3 and 7 on governance, efficiency, working method and allocation of fishing opportunities.
1.1 Assess the governance and functioning of the Commission and its subsidiary bodies, specifically regarding matters of efficiency, working method and cost-effectiveness, including the organisation and scheduling of meetings and the key drivers of high costs, the functioning and alignment of the SCRS within ICCAT governance, as well as potential reshuffling of mandates among Panels and streamlining of Panels;
1.2 Assess the functioning of the ICCAT Secretariat, and compare, to the extent possible, the functioning and organisation of the ICCAT Secretariat with the functioning and organisation of other RFMOs’ Secretariats, including how ICCAT manages its human and financial resources efficiently and effectively; 
1.3 Assess the practices regarding the negotiation of fishing opportunities.
1.4 Include a high‑level consideration of whether ICCAT’s governance structures, working methods and decision‑making processes are supportive of the effective conservation and management of stocks under ICCAT’s mandate, without assessing individual conservation or management decisions.

2. To support the aim in paragraph 1, the third assessment will review how ICCAT has responded to the outcomes of the Second Performance Review of 2016, in particular with regard to items 2.6, 2.7, 5, 6.2, 6.3 and 7 on governance, efficiency, working method and allocation of fishing opportunities.

3. To achieve the aims set out in paragraph 1 the review will, based on its findings, make a limited number of recommendations for improvement for each of the areas covered in 1.1-1.4 (x recommendations each). These will be presented to the Commission for consideration and endorsement as part of the report of the Review Panel.



Criteria and standards for performance evaluation 

4. Annex 1 provides a list of specific criteria that the Review Panel should address and if appropriate provide recommendations for their review.

Performance Review Panel composition and Chair

5. The Review Panel shall be composed of four persons as follows:

5.1 Two experts with concrete experience in the ICCAT context.
5.2 Two experts with experience in legal, governance and/or auditing matters. 

6. Reviewers shall be independent and be appointed as individuals in their personal capacity. These independent experts shall not be Officers of ICCAT, nor be directly involved in ICCAT matters on behalf of CPCs[footnoteRef:1] authorities to ICCAT at the time of appointment, during the conduct of the Performance Review or within the last [ten] [two/three] years.   [1:  CPCs means Contracting Parties and Cooperating Non-Contracting Parties, Entities or Fishing Entities. ] 


7. The reviewers shall have a high level of proficiency in written and spoken English. Knowledge of one or more of the other official ICCAT languages shall be considered an asset.

8. The ICCAT Executive Secretary shall act as a liaison point for the Review Panel to provide logistical support and information to the Review Panel but shall not form part of the Panel. 

Selection of the Review Panel members

9. ICCAT CPCs / Contracting Parties may submit in writing two names, one for each category, to the Chairperson of the Commission, through the ICCAT Secretariat, by 23 December 2026. CPCs / Contracting Parties should confirm the availability of their nominees before submitting their names. The submission shall include a CV and a written statement of suitability/eligibility of not more than 500 words of each candidate.  

10. The Chairperson of the Commission, through the ICCAT Secretariat, shall provide to the CPCs / Contracting Parties, by 8 January 2027, two lists (one list corresponding to the experts as referred in paragraph 5.1, and another list corresponding to the independent experts as referred in paragraph 5.2) containing the names proposed for the appointment of the four experts, their CV and written statements of suitability/eligibility.  

11. CPCs / Contracting Parties may respond in writing to the Chairperson of the Commission, through the ICCAT Secretariat, within 30 days indicating their vote for two candidates from each list. In case of a tie between two or more candidates from the same list, a run-off shall immediately be run for those candidates. ICCAT CPCs / Contracting Parties shall reply to the communication from the Chairperson of the Commission with the list of tied candidates within 15 days indicating their vote for one person from the list/s. The two nominees who receive the highest number of votes in each list shall be considered selected. 

12. The Chairperson of the Commission, immediately after the end of the 30-day period, or the additional 15-day period in case of a run-off, shall, through the Secretariat, inform ICCAT CPCs / Contracting Parties of the result of the selection process.  

13. Once the persons with the highest votes have been identified, the ICCAT Secretariat shall write to each person selected for appointment to the Review Panel, indicating ICCAT’s desire to appoint them, requesting their commitment to comply with these Terms of Reference and seeking their positive response within 10 days. Should any of the selected candidates not confirm their acceptance of the appointment, the immediate runner-up on the relevant list shall be considered selected, subject to confirmation of their commitment to comply with these Terms of Reference.

14. The ICCAT Secretariat shall inform CPCs / Contracting Parties of the final composition of the Review Panel. 

Review Panel functions and tasks

15. By 1 March 2027 at the latest, the Review Panel shall select a Chairperson among themselves, by consensus.

16. The Review Panel shall conduct its work in English. The Review Panel may conduct its work in person and virtually and shall meet at least once in person in Madrid, Spain, unless a more cost-effective location is identified at a date convenient for all Review Panel members. Further meetings in person may be considered as needed, subject to availability of funding. 

17. The Review Panel shall determine its own methods of operation for conducting the Performance Review and preparing its report. At a minimum the review shall include a desktop study supported by questionnaires and interviews, addressed to all ICCAT CPCs, Secretariat’s staff, Chairpersons of the Commission, of subsidiary bodies and of Panels, and accredited observers that have participated in the meetings of the Commission in recent years. All CPCs and observers are encouraged to participate in the questionnaires and interviews. The Review Panel should also take into account the parallel processes launched to streamline the organisation (cf Process to streamline the work of Compliance Committee and Analysis of reporting obligations). Additionally, the Review Panel should consider practices in other RFMOs that could be informative for the ICCAT Review, and the outcomes of recent Performance Reviews at other RFMOs that may have relevance for ICCAT.  

18. The Review Panel shall take decisions by consensus including the adoption of the report. In the event consensus cannot be reached, individual members of the Review Panel may include their views in its report.

Report of the Performance Review  

19. The report of the Review Panel shall be a concise (around 30 pages), well-structured and easy-to-read document including clear recommendations to the Commission as specified in Paragraph 2.

20. The report shall be communicated by the Review Panel Chairperson, through the ICCAT Secretariat, to ICCAT CPCs, the Chairpersons of the Commission and of subsidiary bodies and Panels no later than 45 days before the 30th Regular Meeting of the Commission, translated into Spanish and French.  

21. The Chairperson of the Review Panel shall present its report to the 30th Regular Meeting of the Commission and respond to questions from CPCs concerning the report. 

22. The final report of the Review Panel and the conclusions of the Commission on the recommendations shall be published on the public section of the ICCAT website. 

Process for consideration and implementation of Performance Review recommendations   

23. The 30th Regular Meeting of the Commission shall consider the report and any recommendations and decide which recommendations to endorse, after amendment if needed. The Commission may, as part of this process, request the Review Panel to take the time to refine and further develop certain elements of their report and recommendations, and agree a timeline for this

24. The Commission shall draw up a workplan for the implementation of the endorsed recommendations. The Commission may decide to establish an ad hoc working group for these purposes or assign the task to a subsidiary body. 






Budgetary requirements 

25. The Secretariat shall develop a draft budget for the costs of the Performance Review shall be borne preferably through [voluntary contributions] [the general budget of ICCAT and/or the Working Capital Fund]. In the event that there are outstanding costs, these shall be borne by the ICCAT regular budget. These costs may include:  

25.1  	Fees to Review Panel members for their work.  
25.2 Reimbursement of economy-class travel and subsistence costs, if requested, for Panel members for their participation in a Review Panel meeting and for the Panel Chairperson participating in the Meeting of the Commission.  
25.3 The hire of any necessary meeting venue(s), equipment and other costs associated with the Performance Review, to be validated by the STACFAD Chair. 
25.4 Translation of the report into French and Spanish.
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Annex 1

Criteria for the Third Performance Review of ICCAT
 
	 
	Area
	General criteria
	Detailed criteria

	1 
	Second Performance Review 
	Follow-up to second Performance Review 
	Review of actions taken by ICCAT in response to the conclusions and recommendations of the Second Performance Review on items 2.6, 2.7, 5, 6.2, 6.3, 7 and 8. This should determine whether actions are complete, in progress, or not started, and evaluate the effectiveness of actions taken.

	2 
	Governance 
	Rules of Procedures
	· The extent to which the Rules of Procedures of ICCAT are modern, comprehensive and fit for purpose in enabling ICCAT to fulfil its mandate.
· The extent to which the rules of procedures allow for clarity and predictability in the process for the selection of chairs and vice-chairs of subsidiary bodies.

	
	
	Subsidiary bodies 
	· The extent to which the division of Panels is properly organised according to their workload, with particular attention to Panel 3 and Panel 4.
· The extent to which the division of ICCAT’s work between Panels, Committees, and Working Groups is effective in balancing workloads and ensuring the fulfilment of ICCAT’s mandate. 
· The extent to which ICCAT has set up active and streamlined working groups.
· The extent to which ICCAT adopts considers and regularly reviews a long-term strategy for the SCRS, COC and STACFAD to implement.

	 
	 
	Scheduling of meetings 
	· The extent to which ICCAT schedules meetings throughout the year, ensuring that their duration is appropriate to their content (in particular of the Annual Meeting), in a logical order and that matters are not repeated across different meetings.
· The extent to which ICCAT has implemented a system to ensure that a host for the meetings is always guaranteed at a sustainable cost.
· [The extent to which meeting costs, and opportunities for cost savings, are regularly reviewed and identified cost-efficiency measures implemented in the scheduling of meetings.]
· The extent to which ICCAT is using video-conferencing options in an appropriate and cost-effective manner.

	
	
	Reporting of meetings 
	· The extent to which ICCAT produces and issues reports after meetings in a prompt, unbiased, clear and efficient manner, taking into consideration the current practice of using volunteer rapporteurs and comparing to any feasible alternatives. including through the use of modern recording and reporting tools.
· Evaluate the extent to which ICCAT’s performance in reporting meetings is comparable to that of other RFMOs.

	
	
	Participation and representation of CPCs
	· The extent to which ICCAT has established mechanism to ensure the participation of CPCs in deliberation of the Commission, in particular to ensure representation of developing CPCs. 

	3 
	ICCAT Secretariat
	Human resources
	· The extent to which ICCAT has updated the tasks of the ICCAT Secretariat to meet current needs and allocates work efficiently in accordance with the available staff. 
· The extent to which ICCAT is efficiently and effectively managing its human and financial resources within the ICCAT Secretariat.
· [The extent to which ICCAT CPCs are consulted on the functioning and composition of the Secretariat.  
· The extent to which costs arising from the employment and activities of the Secretariat are reviewed and cost-efficiency measures are implemented.]

	
	
	Efficiency and effectiveness
	· The extent to which ICCAT Secretariat has adopted modern way of working, virtual and AI tools to simplify procedures and processes for CPCs, and for the Secretariat and to improve cost-efficiency.

	
	
	[Document production and management]
	· [The extent to which ICCAT Secretariat ensures that documents are clear, comprehensive, properly numbered, reflect the information currently in force and clearly indicate any changes when modifications occur. 
· The extent to which ICCAT Secretariat complies with deadlines for submission of documents, especially after translation  and the extent to which those deadlines are appropriate in relation to the respective meetings.
· The extent to which documents are easily accessible and remain accessible after the meetings.]

	4
	Allocation of fishing opportunities
	Decision making 
	· The extent to which ICCAT uses a clear methodology for the negotiation of fishing opportunities, with the aim of ensuring a fair process for all CPCs. 

	
	
	Transparency 
	· The extent to which ICCAT ensures transparency in negotiation of fishing opportunities and in the related decision-making process, as reflected in UNFSA Article 12 and the Code of Conduct for Responsible Fisheries Article 7.1.9.

	5
	Conservation and management context
	Supportiveness of ICCAT’s governance and working methods to effective conservation measures
	· The extent to which ICCAT’s governance structure and decision-making processes enable consideration of best available scientific advice provided by SCRS.
· [Consistency between ICCAT’s working methods and its Convention objectives related to conservation and sustainable use]

	
	
	[Bycatch]
	· [The extent to which the Commission has adequate data, science and governance ability to achieve conservation objectives for bycatch and non-target species.]

	6
	Research and SCRS functioning
	Functioning of the SCRS
	· The extent to which research coordinated or undertaken directly by ICCAT is aligned with the needs of the Commission to fulfil its mandate.
· The extent to which the budget of the SCRS coherent with the science needs to support maintaining stocks at the Convention objective
· The extent to which SCRS is able to meet Commission requests with current resources and provide clear, independent scientific advice

	
	
	Science-policy interface
	· The extent to which procedures ensure the timely transmission of scientific advice from the SCRS to the Commission and its subsidiary bodies.
· The extent to which decision-making processes provide transparency and traceability regarding the use of scientific advice.

	
	
	Harvest strategies and Management Strategy Evaluation
	· The extent to which the implementation of Harvest Strategies and Management Strategy Evaluations are in line with best practices.
· The extent to which managers are involved in the development of Harvest strategies and Management Strategy Evaluation and provide guidance to the SCRS.

	7
	[Compliance framework]
	[Institutional arrangements supporting compliance]
	· [The adequacy of coordination and information flow between the Commission, the Compliance Committee and other relevant subsidiary bodies.
· The extent to which ICCAT’s institutional framework supports effective monitoring of implementation of Commission decisions.]

	8
	Responsiveness to Evolving International Guidance
	Alignment with evolving international fisheries governance
	· The extent to which ICCAT’s governance and working methods take into account relevant developments since the Second Performance Review, including recent United Nations General Assembly resolutions related to RFMO performance, transparency and efficiency.

	
	
	Cooperation with other international organisations
	· The extent to which ICCAT is preparing to the future interaction with the Agreement under the United Nations Convention on the Law of the Sea on the Conservation and Sustainable Use of Marine Biological Diversity of Areas beyond National Jurisdiction (BBNJ Agreement).
· The extent to which ICCAT is collaborating efficiently and has established channels of communication and exchanges with other international and intergovernmental organisations (e.g. CITES, CMS)


 

