INTERNATIONAL PACIFIC
HaLiBUT COMMISSION

IPHC-2026-AM102-INF05

Consideration of potential efficiency gains for the
IPHC’s Conference Board (CB) and Processor Advisory Board (PAB)

PREPARED BY: IPHC SECRETARIAT; 20 DECEMBER 2025)

PURPOSE
To provide the Commission with an update on the following action arising from AM101:

IPHC-2025-AM101-R, para. 113: The Commission NOTED and AGREED to the following
FAC101 request:

FAC101-Req.01 (para. 28) The FAC REQUESTED that the Secretariat evaluate the
following potential options for cost savings that could be considered for the FY2026
or FY2027 budgets, recognizing that the FISS funding shortfall and prudent fiscal
management may warrant departures from past IPHC practices:

b) Options for restructuring the Conference Board and Processor Advisory Board
into a single subsidiary body (that could reduce meeting space rental
requirements and costs, including associated technology support/rental,
secretariat staff support needed, minimum charges by hotels for food and
beverage) and engaging a team of members of the CB and PAB to advise the
Commission on a potential new structure that would ensure both processor and
harvester perspectives are fairly represented and conveyed to the Commission.

BACKGROUND

27 August 2025: The Commission was provided with an initial draft discussion paper for
consideration at the 2025 Work Meeting.

4-5 September 2025: The Commission considered the initial draft discussion paper containing
a range of options for potential efficiency gains within the CB and PAB’s operations, and made
the following additional recommendation:

“That a separate working paper be developed and shared with the CB and PAB
Chairs, that assigns them the task of leading internal discussions on potential
restricting options, including the draft Terms of Reference and Voting Chamber
description. The Commission requests that this task be completed prior to AM102
for discussion in Plenary.”

08 September 2025: The CB and PAB Co-chairs (minus Linda Behnken) met with the
IPHC Secretariat and Commissioner Degreef (as the Commission’s designated
representative for the meeting), to hear a verbal update on the request from the
Commission arising at the 2025 Work Meeting (see above).

01 October 2025: A discussion paper (Appendix |) was provided to the CB and PAB co-
chairs via email on 1 October 2025.

07-08 December 2025: Feedback from the CB and PAB co-chairs received via email.
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DiISCUSSION

The following are the written responses received from the CB and PAB Co-chairs:

Conference Board (CB):

1) Canada: “...There was no support for restructuring the CB to an MSAB membership
model or combining the CB and PAB in to one body on the Canadian side. Canadian CB
members were ok with experimenting with the meeting room configurations to reduce the
size of the room required to host the CB meeting.”

2) USA:“...no one on the CB from the US side supports combining CB and PAB. Other cost
saving changes people are willing to try.”

Processor Advisory Board (PAB):

1) Canada: “...I have been reading the responses to the AM 102. | feel that the PAB is a
strong group the provides oversight of a sector of the halibut business largely not involving
the CB participants. | would support Option 1a and could consider discussing 1b in more
detail with the PAB.

While the CB and the PAB certainly overlap and work well together with the best interests
of the halibut industry in mind, there is a vast scope of business on the processors side
that functions much differently than the CB and different infrastructure both in physical
assets and in corporate make up. There is an important difference in perspective between
the fishing side and the processing/marketing side regarding the custodianship of the
halibut industry. Two completely separate workforces, each faced with long term
challenges of maintaining a healthy fish stock and revenue stream. | would be concerned
that combining the PAB and CB would dilute important issues with one board or the other.”

2) USA:“...It was unanimous amongst the members present that we do not favor combining
the PAB & Conference board, but do support any efforts otherwise into cost saving
measures.”

CONCLUSIONS AND NEXT STEPS

The Commission acknowledges the feedback and concerns raised by the CB and PAB members
with regard to combining the two IPHC subsidiary bodies, and will not be moving forward with
this option at this time.

However, the Commission is appreciative of the general support from the CB and PAB members
to consider additional cost-saving measures / possible efficiencies to be had within the two
boards, and as such, the Commission will continue to explore these in conjunction with both the
CB and PAB.

At AM102, the CB configuration will be trialed in a new, condensed format as shown in the
diagram below. Should this double-U format be successful, it may allow future hotels with smaller
meeting spaces to bid on the RFT process.

Both the CB and PAB are requested to consider other cost-saving measures board operations
at their upcoming meetings.
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RECOMMENDATIONS

That the Commission NOTE paper IPHC-2026-AM102-INFO05 that provided an update on the
action arising from AM101, related to CB and PAB potential efficiency gains.
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APPENDIX |

INTERNATIONAL PACIFIC
HaLiBUT COMMISSION

IPHC-2025-CB-PAB

DISCUSSION PAPER

IPHC subsidiary body operations — areas for efficiency gains

PREPARED AT THE REQUEST OF THE COMMISSION (01 OCTOBER 2025)

PURPOSE

To solicit input from the IPHC Conference Board (CB) and Processor Advisory Board (PAB) on
the following:

IPHC-2025-AM101-R, para. 113: The Commission NOTED and AGREED to the following
FAC101 request:

FAC101-Req.01 (para. 28) The FAC REQUESTED that the Secretariat evaluate the
following potential options for cost savings that could be considered for the FY2026
or FY2027 budgets, recognizing that the FISS funding shortfall and prudent fiscal
management may warrant departures from past IPHC practices:

b) Options for restructuring the Conference Board and Processor Advisory Board
info a single subsidiary body (that could reduce meeting space rental
requirements and costs, including associated technology support/rental,
secretariat staff support needed, minimum charges by hotels for food and
beverage) and engaging a team of members of the CB and PAB to advise the
Commission on a potential new structure that would ensure both processor and
harvester perspectives are fairly represented and conveyed to the Commission.

BACKGROUND

The Commission and its Secretariat are continually seeking ways to improve our internal
governance, both in terms of implementing international best practice, and ensuring prudent
fiscal management of Commission resources. In the sections that follow, we provide descriptions
of how we have achieved this in the past, as well as some options to make further refinements
based on current Commission operational and budgetary needs.
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Options for efficiency gains in the operations of the Conference Board (CB) and
Processor Advisory Board (PAB)

In 2012, the IPHC underwent its 15t Performance Review (IPHC-2012-PRIPHCO01-R). Of the 12
recommendations arising from the review, one (1) remains to be addressed. Specifically, the
PRIPHCO01 made a recommendation (Recommendation #3) to combine the Conference Board
(CB) and Processor Advisory Board (PAB) into a single integrated body, as shown below:

Recommendation #3: Revisit Stakeholder Engagement Structure. The IPHC s current
advisory process 1s problematic, weakened by a structure that fails to effectively incorporate
all elements of an expanding stakeholder base and diminishes the meaning and value of its
recommendations. We strongly recommend the Commission take steps over the next two
years to transition the current stakeholder advisory structure into a single unified, integrated
body. This transition should be undertaken with active stakeholder involvement.

In 2019, the IPHC underwent its 2" Performance Review (IPHC-2019-PRIPHC02-R), where it
was noted that Recommendation #3 from the 1t Performance Review remained to be
addressed. In doing so, the Panel highlighted the difference between the two (2) stakeholder
policy/management advisory boards (CB and PAB) and the two (2) stakeholder
research/science advisory boards (RAB and MSAB), and provided an updated recommendation
of its own (Recommendation #25), as shown below:

Efficiency and transparency of financial and administrative management: Advisory structure

PRIPHC02—Rec.25 (para. 165) The PRIPHC02 RECOMMENDED that when revisiting PRIPHCO1
Recommendation 3.1 on unifying subsidiary bodies, treat the CB and PAB as non-science
process and maintain separated RAB and MSAB at least until the 2021 adoption and
implementation of a new management strategy.

When the Commission met in 2020 and again in 2021 to consider the recommendations arising
from the PRIPHCO02 and noting the COVID-19 pandemic was causing major disruption to
Commission processes, it decided to keep the CB and PAB as separate bodies for the time
being, but to keep the matter under consideration.

PRIPHC02 Eﬂ" crency and transparency of financial and N/A Commission N/A Completed & annually ongoing: The
-Rec.25 administrative management: Advisory structure Commission agreed to keep the two
(para. 165) | The PRIPHC02 RECOMMENDED that when revisiting subsidiary bodies separate moving
PRIPHCO01 Recommendation 3.1 on unifying subsidiary forward.

bodies, treat the CB and PAB as non-science process
and maintain separated RAB and MSAB at least until the
2021 adoption and implementation of a new management
strategy.

At recent meetings of the Commission, the 2" Performance Review recommendations have
been revisited in the context of identifying ways to further improve internal governance,
communication with stakeholders, and improve cost efficiency for the annual meeting cycle
(IPHC-2025-AM101-R, para. 113).

The two (2) subsidiary bodies currently in focus are the Conference Board (CB) and the
Processor Advisory Board (PAB). The 2025 membership of these two subsidiary bodies
combined is 78. However, each board meeting is usually attended by multiple representatives
for each member who have requested and been granted table seating.
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Mandates: The terms of reference for the CB and PAB are prescribed in the IPHC Rules of
Procedure, the most recent version being adopted in January 2024:
https://www.iphc.int/uploads/2024/01/IPHC-2024-ROP24-IPHC-Rules-of-Procedure-2024-23-
January-2024.pdf

At each session of the CB and PAB, members consider a range of items before the Commission.
Typically, the agendas are almost identical, as provided for the most recent sessions in January
2025:

e CB095: https://www.iphc.int/uploads/2025/01/IPHC-2025-CB095-01-Agenda-v17-Jan-

2025.pdf
e PABO030: https://www.iphc.int/uploads/2025/01/IPHC-2025-PAB030-01-Agenda-v22-

Jan-2025.pdf
Conference Board (CB) - TORs

The CB currently consists of 56 members (23 from Canada and 33 from the USA).

Appendix IV
Conference Board (CB) — Terms of Reference and Rules of Procedure

I.  Terms of reference

1. The Conference Board (CB) is a subsidiary body to the Commission on which individuals
represent Pacific halibut harvesters organisations and associations from each Contracting

Party. The CB shall:

a) provide a forum for the discussion of management and policy matters relevant to
Pacific halibut and provide advice to the Commission on management and policy

matters relevant to Pacific halibut;

b) review IPHC Secretariat reports and recommendations, regulatory proposals
received by the Commission, and provide its advice concerning these items to the

Commission at its Annual Meeting, or on other occasions as requested.

Processor Advisory Board (PAB) TORs

The PAB currently consists of 22 members (5 from Canada and 17 from the USA). The terms of
reference are shown below.
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INTERNATIONAL PACIFIC
HALIBUT COMMISSION

I. Terms of reference

E\J

Appendix VI

Processor Advisory Board (PAB) - Terms of Reference and Rules of Procedure

l. The Processor Advisory Board (PAB) is a subsidiary body of the International Pacific
Halibut Commission (IPHC) that represents the commercial Pacific halibut processing
mndustry from Canada and the United States of America. It advises the Commission on

issues related to the management of the Pacific halibut resource in the Convention Area.

The PAB shall foster a cooperative relationship, better understanding, and a spirit of mutual

benefit among seafood processors, fishers, the Commission, and all other stakeholders.

Most recent expenses for each Board (2025): Table 1 provides the total direct costs for the
CB and PAB incurred by the Commission at AM101 (2025) held in Canada (US$25,587.91). It
should be noted that the direct costs for the CB and PAB incurred by the Commission in USA
venues are typically 1.75-2 times those in Canada. For example, we currently estimate the direct
costs for the CB and PAB to be incurred by the Commission at AM102 (2026) to be held in
Bellevue, WA, USA to be between US$44,778-$51,175.

Table 1. AM101 direct costs for each subsidiary body in Vancouver, BC, Canada

Expense Conference Board (CB) Processor(IA:i\g)sory Board
('\Vci‘fﬁt,':”g?é ‘;ﬁir:ir;eu”rﬁ') $700.00 $175.00
AV Support $14,168.25 $4,309.63
Wifi $784.00 $588.00
Adobe Connect License $619.03 $250.00
Voting Software License $995.00 $995.00
Staffing (currently 3 servicing
staff) 3 days Per diem $1,002.00 $1,002.00
(Lodging, M&IE)
Total $18,268.28 $7,319.63

*Venues that did not have an F&B minimum, proposed charges up to US$8,000 per day for the
CB/PAB and AM rooms combined.
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DISCUSSION

The following are a number of options that could be considered, and the Commission is seeking
input from the CB and PAB. As such, the CB and PAB are requested to detail pros and cons for
each of the options below, as well as to provide other ideas for consideration.

Option 1a: Status quo.

No change from current practice of two separate industry boards advising the Commission.

Option 1b: Status quo - with membership efficiency gains for the CB

The status quo could also be largely retained, while also making some minimal efficiency gains
within the Conference Board (noting that the PAB underwent an efficiency review process
recently and the ROP were updated accordingly).

Potential efficiency gains to be considered:

1) Re-designing the meeting footprint - instead of one large U, be more restrictive in the
seating arrangements, with one seat per member, as well as an observer and alternate
seating gallery. This would potentially reduce the room size needed and open up more
meeting venue locations, thereby potentially reducing costs

2) Member representation could be limited by sub-sector of harvesters (similar to the MSAB
structure).

Option 2: A single Stakeholder Advisory Board with two (2) voting chambers, one for harvesters,
and another for processors.

It is common practice in other Regional Fisheries Management Organizations (RFMOs) where
there are strongly aligned sub-groups to have ‘voting chambers’ within a single body (e.g. the
Western and Central Pacific Fisheries Commission, WCPFC).

As the agendas are almost identical for the CB and PAB, a chamber option would allow them to
consider topics together and thus make the process more efficient, while also maintaining a
degree of harvester and processor identity via separate vote tallies and the opportunity for
distinct harvester and processor perspectives to be communicated to the Commission.

Provided at Appendix A for purposes of discussion are example draft Terms of Reference for a
consolidated stakeholder advisory board involving two voting chambers.
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Option 3: A single Stakeholder Advisory Board with no voting chambers.

A single stakeholder body would require additional discussion on whether the consolidated
group should be open to all directed Pacific halibut harvesters and processors, or whether there
would need to be a system of membership categories with an allotted number of seats for each
category of members (similar to how the MSAB is structured):

II.  Representation

3. The MSAB will include the following interests (in alphabetical order): harvesters
(commercial, sport, and subsistence), fisheries managers, processors, science advisors and
other experts as required may be represented, and be facilitated by the IPHC Secretariat.
Upon request, the IPHC shall cover the travel costs, in accordance with IPHC travel
policies, for non-State and non-Federal board members, to attend one (1) MSAB session

each year.
a) Harvesters: Commercial fisheries (6-8, max 4 from each Contracting Party)
b) First Nations/Tribal fisheries (2-4, max 2 from each Contracting Party)

c) Government agencies (incl. domestic management representatives and science

advisors to each Contracting Party) (4-8; max of 4 from each Contracting Party)
d) Processors (2-4; max of 2 from each Contracting Party)
e) Recreational/Sport fishenes (2-4; max of 2 from each Contracting Party)

Representation may not be distributed throughout IPHC Regulatory Areas, but may be a

consideration when determining membership.
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APPENDIX A

DRAFT FOR DISCUSSION PURPOSES
1 October 2025

Stakeholder Advisory Board (SAB) — Terms of Reference and Rules of Procedure

I. Terms of reference

1. The Stakeholder Advisory Board (SAB) is a subsidiary body of the International Pacific Halibut
Commission (IPHC) that represents the interests of directed Pacific halibut harvester and processor

organisations and associations from each Contracting Party. The SAB shall:

a) provide a forum for the discussion of management and policy matters relevant to Pacific
halibut and provide advice to the Commission on management and policy matters relevant

to Pacific halibut;

b) review IPHC Secretariat reports and recommendations, regulatory proposals received by
the Commission, and provide its advice concerning these items to the Commission at its

Annual Meeting, or on other occasions as requested.

2. The SAB Co-Chairpersons shall communicate with the Commission on the SAB’s behalf. The

Commission’s Executive Director may facilitate this communication.

3. The SAB shall foster a cooperative relationship, better understanding, and a spirit of mutual benefit

among harvesters and processors, and the Commission.
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II.

Representation

SAB members are grouped within two voting chambers. No member may be represented within

both chambers.

Chamber 1 - Pacific halibut harvester organisations that target Pacific halibut within the
Convention Area, and include commercial, guided sport/recreational, unguided sport/recreational,
subsistence, and First Nations/Tribal interests, including associations with at least one (1) member

that meets these criteria.

Chamber 2 — Pacific halibut buyers who process and/or custom process Pacific halibut caught in

the Convention Area, including associations with at least one (1) member that meets these criteria.

10.

1.

12.

Members are responsible for designating their individual delegate(s) and no delegate may vote on

behalf of more than one SAB member.
The SAB regulates its membership by accrediting members at the beginning of each SAB session.

Potential members shall present authorization from their company or association to represent that

member in SAB meetings, via the SAB Accreditation portal on the IPHC website.

The Accreditation Questionnaire should be completed no later than seven (7) days prior to the
opening of the session, at which a company or association seeks to participate on the SAB,

however, accreditation submissions are welcome at any time.

The Secretariat will send new member accreditation submissions to the SAB Co-Chairpersons

prior to the opening of the session for information.

SAB members may be re-accredited for successive meetings for a period of five (5) years from
their initial accreditation by a simple role call at the beginning of the SAB session if they have

participated in at least three (3) SAB annual meetings within the five (5) year period.

Page 2 of §




INTERNATIONAL PACIFIC
HaLIBuT CoMMISSION

IPHC-2025-CB-PAB

13.

14.

I11.

15.

16.

17.

18.

19.

20.

SAB members not meeting this criterion or whose five year accreditation cycle has lapsed, must
fill out the Accreditation Questionnaire, submitted through the SAB Accreditation portal on the
IPHC website.

Members serve without compensation from the Commission.

Officers

Co-Chairpersons and Co-Vice-Chairpersons

The SAB is Co-Chaired by two members, one from each of the two Contracting Parties. The Co-
Chairpersons convene and adjourn meetings and preside over them, ensuring that meetings are

conducted in an orderly and businesslike manner.

The Co-Chairpersons may be supported by up to two Vice-Chairpersons, as the SAB may desire,

one from each of the two Contracting Parties.

The Co-Chairpersons and Co-Vice-Chairpersons are entitled to vote if the member

organisation/association they represent does not have a participating representative at the SAB.

Terms of office and election

SAB members of each Contracting Party elect the Co-Chairperson from their Contracting Party
for terms of two (2) years, with no limit to the number of terms an individual Co-Chairperson may

SCrve.

The election of the officers whose terms have expired will be at the end of the annual session of

the SAB, or through intersessional voting should a position become vacant sooner.

Election of Vice-Chairpersons will follow the election of the Co-Chairperson(s) if required. Co-

Vice-Chairperson terms are also for two (2) years, renewable.
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IVv. Sessions of the SAB

21.

22.

23.

Time and place: The SAB meets once a year, in conjunction with the IPHC Annual Meeting, in
a hybrid format, allowing both physical and remote (electronic) attendance (and voting). A quorum

is established each year.

Agenda: The SAB’s draft agenda will be presented by the Co-Chairpersons and approved by the
membership at the beginning of the meeting. Members may suggest changes to the agenda prior

to approval.
Decision-making: Only one vote per member is allowed.

Following a vote on any issue the Co-Chairpersons shall announce the result by Contracting Party,

within each chamber, which shall be recorded in the record of the meeting:

1. Chamber 1: Canada: In favor/Against (#for and #against); U.S.A.: In favor/Against (#for and
#against).

ii.  Chamber 2: Canada: In favor/Against (#for and #against); U.S.A.: In favor/Against (#for and
#against).

V. Intersessional process and ad-hoc working groups

24.

25.

26.

The SAB may establish ad-hoc working groups to address issues or projects, or to represent the
SAB’s interests. Completed documents and other work materials from the SAB working groups

will be posted for public access on the IPHC website.

A quorum is established by a majority of the SAB members who were present at the prior annual

SAB meeting.

Decisions requiring a vote or approval of the SAB, regarding or resulting from work undertaken

intersessionally, may only be made at the annual SAB meeting.
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VI.  Reports and Records
27. A report shall be adopted prior to the end of each Session of the SAB.

28. The report shall embody the SAB’s recommendations, including, when requested by SAB
members, a statement of minority views and/or any notable distinctions between views of members
of the two voting Chambers. Participants requesting the inclusion of a minority view must provide
the Co-Chairpersons with a clear and concise serviceable draft in an electronic version “word
document” within four (4) hours of the conclusion of the day’s meeting, or within two (2) hours

of the conclusion of the annual SAB meeting.

29. A copy of the final report from each SAB meeting shall be forwarded by the IPHC Executive

Director to the Commission no later than 15 days after the close of the Session.

30. All reports shall be available on the Commission’s website.
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