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Foreword 
We are pleased to present the thirteenth annual report for the Authority. The report provides 
an overview of the work undertaken by the Authority during the 2023-24 fiscal year (1st April 
2023 to 31st March 2024) to meet its statutory duties under the Marine and Coastal Access 
Act 2009 and to address the priorities identified in the Business Plan 2023-2028.    
 
Membership of the Authority remained stable throughout the year, with Cllr FitzPatrick as 
Chair of the Authority and Cllr Vigo di Gallidoro as Vice-Chair, with all meetings being quorate.   
 
The consideration of, and contribution to FMPs, which required significant input from the 
Authority’s officers and members during the first half of the year, was justified given which 
their potential to profoundly affect regional fisheries management in the emerging post-EU 
legislative environment. This work culminated in the submission of comprehensive responses 
to consultations on draft Bass, Crab and Lobster, Whelk and Southern North Sea and East 
Channel mixed Flatfish FMPs, the detail and local relevance of reflecting the extensive 
knowledge of the Authority.  
 
Management of the 2023 cockle fishery, which is undertaken under interim measures 
following the expiry  of the Wash Fishery Order 1992, proved particularly challenging given 
the low biomass of adult cockle stocks and the continuation of effects seen as a consequence 
of atypical mortality. An innovative approach, which saw the opening of a small initial fishery 
and additional investigation to gather further evidence, ultimately enabled a cockle fishery 
testament to the Authority’s willingness to push the envelope and adapt to the ever-changing 
circumstances of our environment.   
 
The latter half of the year was characterised by introspection and review in the context of 
significant staff turnover resulting in the loss of extensive experience within the Authority’s 
officers and an increased risk to the delivery of key workstreams as a result. These included  
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delivery of Adaptive Risk Management of the Cromer Shoal Chalk Beds Marine Conservation 
Zone and Habitat Regulations Assessments of fishing activity interactions with Marine 
Protected Areas, both of which are required to fulfil government targets set out in the 
Environmental Improvement Plan 2023.  This culminated in a trial of a significant re-structure 
of the Executive, Marine Science and Projects functions, which started in the final quarter of 
the year, and which seeks to ensure that the Authority is match-fit to deliver against its 
commitments now and into the future.   
 
The Authority’s financial planning was also the subject of review throughout the year following 
the retirement of the Head of Finance and HR, which also influenced the trial re-structure. As 
a result, the CEO brought about a number of revisions to the processes and systems to 
ensure delivery of best value and responsible financial management during the year.  
Delivery of new sea-going assets to replace an aging fleet was also a focus during the 
financial year in pursuit of delivery against ambitious deadlines and in the context of 
maintaining sea-going capabilities to facilitate delivery of our duties.  
 
Overall, 2023-24 has been a challenging year for the Authority which required a show of 
resilience, adaptability, and drive to continue to meet our vision to support healthy seas, 
sustainable fisheries and a viable inshore fishing industry across our district.  
 
 
  

 
  

Cllr Tom Fitzpatrick 
Chair  
 
 

Julian Gregory 
Chief Executive Officer 
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Introduction 
Eastern IFCA is a statutory fisheries and conservation regulator responsible for ensuring the 

sustainable management of fisheries resources and marine conservation in our district, 

seeking to balance the social and economic benefits of exploiting such resources with the 

need to protect the marine environment from, or promote its recovery from, the effects of 

exploitation.  

 

Our district encompasses the 

counties of Lincolnshire, Norfolk 

and Suffolk, stretching from 

Haile Sand Fort in the North to 

Felixstowe in the South, and 

extending 6 nautical miles out to 

sea. The area includes The 

Wash embayment and various 

river estuaries including the 

Stour and Orwell in Suffolk. 

Almost all of the Eastern IFCA 

district (circa 96%) is afforded 

protection through one or more 

Marine Protected Area (MPA) 

designations. This includes 

Special Protection Areas (SPA), 

Special Conservation Areas 

(SACs), Ramsar sites, Sites of 

Special Scientific Interest (SSI) 

and Marine Conservation Zones 

(MCZ). 

 

Being a publicly funded authority, accountability and transparency are at the core of how we 

function and publishing an Annual Report is a legislative requirement under the Marine and 

Coastal Access Act 2009. The Annual Report is intended to provide a comprehensive 

overview to funding authorities (the constituent County Councils and Defra), partner 

organisations, and our stakeholders of our annual progress towards achieving our statutory 

duties.  

 

This is Eastern IFCA’s thirteenth Annual Report and is divided into six Parts.  

• Part 1 ‘Who We Are’ provides an overview of the Authority and its membership and 

attendance of meetings during the 2023-24 financial year. 

• Part 2 ‘How We Work’ highlights our core duties, vision statement and wider legislative 

and policy drivers that guide our work.  

• Part 3 ‘Delivery of Eastern IFCA Duties in 2023-24’ contains a breakdown of progress 

made against our annual priorities as outlined in our Business Plan 2023-2028.  
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• Part 4 ‘Delivery against the IFCA Success Criteria’ contains five case studies which 

showcase some notable examples of work undertaken during 2023-24 in pursuit of 

each of the five overarching IFCA Success Criteria.  

• Part 5 ‘Risk Management Strategy’ describes how Eastern IFCA manages 

organisational risk and includes a breakdown of risks and mitigation for 2023-24.  

• Part 6 ‘Resources, Expenditure, Renumeration, Staffing and Carbon Footprint’ 

contains details about our assets, expenses, changes in staffing, details about the 

renumeration of the CEO, Chair and Vice-Chair of the Authority, as well as a 

breakdown of our organisational carbon footprint.  

 

 

 

 
 

RV THREE COUNTIES moored at Sutton Bridge next to FPV PROTECTOR IV (PIV), her 

replacement. The project to deliver PIV was a significant undertaking during the 2023/24 

financial year.   

 



 

9 

9 | P a g e  

 

1. Who We Are 
This Section provides an overview of the Authority, including its membership and attendance 

for 2023-24. 

1.1The Authority  

Eastern IFCA is a statutory committee which meets quarterly to receive reports from the 

Authority’s officers, make decisions and to direct officers to conduct work on its behalf to 

discharge its duties. It is funded by its three constituent County Councils – Lincolnshire, 

Norfolk and Suffolk – and receives additional ‘New Burden’ and workstream specific funding 

from Defra. The Authority’s 21 members comprise of 7 County Councillors, 3 representatives 

from partner organisations (the MMO, Natural England and the Environment Agency) and 11 

individuals appointed by the MMO for their expertise and knowledge of various marine related 

sectors. The Authority’s members and their attendance at Authority Meetings and Sub-

Committee meetings are detailed below. 

 

The Authority remains located at its primary base in King’s Lynn with offices to accommodate 

staff and a local storage unit for its transportable assets. A satellite office, co-located with 

MMO offices in the Cefas building in Lowestoft, was opened during 2016 and IFCOs have 

also been deploying from Well next the Sea Police Station. Vessels (RV Three Counties, FPV 

Sebastian Terelinck, FPV Sea Spray) are based at moorings at Sutton Bridge, Lowestoft and 

Wells next the Sea, being deployed according to operational requirements. A fourth vessel, 

FPV John Allen, was sold during in 2022 due to changing operational requirements and the 

need for a vessel better suited to pot hauling. The procurement of a replacement has been 

ongoing during the financial year.    

 

1.2 Meetings and Attendance in 2023-24 

A total of four Authority meetings and four Finance and HR Sub-Committee meetings were 

held during 2023-24, with members expected to attend a minimum of 50% of meetings. 

Meetings procedures are conducted in accordance with the Local Government Act 1972 and 

associated legislation (including, for example, The Relevant Authorities (Disclosable 

Pecuniary Interests) Regulations 2012) and the Authority’s Constitution and Standing 

Orders1. Three Fisheries and Conservation Management Working Group meetings were also 

held. These are intended as an opportunity to informally involve members in the development 

of workstreams, particularly seeking the input from those appointed by the MMO for their 

relevant expertise and knowledge.     

  

During 2023-24, all Full Authority and Sub-Committee meeting took place in person whilst 

Fisheries and Conservation Management Working Group (F&CMWG) meetings continued to 

be held online. The table below outlines Authority Member attendance at Authority and Sub-

Committee meetings.   

 
1 The Constitution and Standing orders were adopted in October 22012 and are amended annually at the Authority’s 
AGM.  The current version of the Constitution and Standing Orders can be found on the Authority’s website - 
2024_03_13_EIFCA_Constitution_2024_FINAL.pdf (eastern-ifca.gov.uk) 

https://www.eastern-ifca.gov.uk/wp-content/uploads/2024/03/2024_03_13_EIFCA_Constitution_2024_FINAL.pdf
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Member Attendance at Authority Meetings and Sub-Committee Meetings 2023-2024  

Name   
% of 

meetings 
attended   

Authority    
(4 meetings 

held)   

Sub-Committee    

Finance & HR Sub-
Committee (4 

meetings held)   

Cllr P Coupland   75 4 2 

Cllr P Skinner   87.5 4 3 

Cllr T Adams   37.5 0 3 

Cllr M Chenery of Horsbrugh   87.5 4 3 

Cllr T FitzPatrick   100 4* 4* 

Cllr E Back  62.5 3 2 

Cllr M Vigo di Gallidoro   25 2# 0# 

Dr I Hirst    0 0  

Ms J Love  100 4  

Mr J Rowley   50 2  

Mr S Bagley   75 3  

Mr L Doughty  75 3  

Mr I Bowell  50 2  

Mr K Copeland  100 4  

Mr P Gilliland   100 4  

Mr J Davies   75 3  

Mr P Garnett   75 3  

Ms I Smith  25 0 2 

Mr S Williamson   100 4 4 

Mr T Goldson   100 4  

 

 

 

*  Chair    Suffolk County Council    

~  Did not Complete full 
term  

  Lincolnshire County Council    MMO/EA/NE 
Representative  

#  Vice Chair    Norfolk County Council    MMO Appointee  

 

NB F&CMWG meetings are not sub-committee meetings and therefore do not fall under the same 

legislation as above nor are they open to the public and therefore they are held online. 

 

The Authority is committed to operating in a transparent manner and as such all Authority 

and Sub-Committee meetings are open to the public. This remained the case throughout the 

year with advance notice of the meetings publicised on the Eastern IFCA website. Agendas 

continued to be published ten working days ahead of any meeting, with all papers distributed 

five working days ahead. Agendas, papers and agreed minutes of all Authority meetings are 

published on the Eastern IFCA website at www.eastern-ifca.gov.uk.  

 

http://www.eastern-ifca.gov.uk/
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1.3 Our Officers  

Delivery of Authority business is undertaken by Eastern IFCA’s Officers, operating in five 

teams - Marine Science (8 Officers), Marine Protection (11 Officers), Projects (3 Officers) 

Support (2 Officers) and the Executive Team (3 Officers).   

 

Significant turn-over of staff occurred during 2023/24, and particularly within the Marine 

Science Team (which was also holding a vacancy during the financial year) resulting in four 

MSOs (of the seven in post) leaving during the latter half of the year which included a 

Senior MSO.  In addition, the Head of Finance and HR also retired during the financial year.   

 

During the final quarter, and as a consequence of the significant changes in personnel, the 

CEO undertook to review the existing structure and ultimately to implement a trial re-

structure, the assessment of which is intended to take place during 2024/25.  
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2. How We Work: 
As a fisheries regulator, Eastern IFCA operates within a complex legislative and policy 

environment which shapes and influences our organisational priorities, day-to-day operations 

and how we go about carrying these out. This section outlines how we work and includes 

information on our statutory duties, our vision, and wider legislative and policy drivers which 

influence our work, with a focus on recent chances to the legislative/policy context in which 

we operate following the United Kingdom’s withdrawal from the European Union.  

 

2.1 Our Core Duties under the Marine and Coastal Access Act 2009  

Eastern IFCA was created under Section 150 of the Marine and Coastal Access Act 2009 

(MaCAA) as a successor to the Eastern Sea Fisheries Joint Committee and was fully vested 

on 1st April 2011 via Statutory Instrument 2010 No 2189. Our core duties, functions and 

powers are contained within the provisions of MaCAA. These include: 

 

1. To manage the exploitation of sea fisheries resources in its district and in doing so to:2 

a) seek to ensure that the exploitation of sea fisheries resources is carried out in 

a sustainable way, 

b) seek to balance the social and economic benefits of exploiting the sea fisheries 

resources of the district with the need to protect the marine environment from, 

or promote its recovery from, the effects of such exploitation, 

c) take any other steps which in the Authority's opinion, are necessary or 

expedient for the purpose of making a contribution to the achievement of 

sustainable development, and 

d) seek to balance the different needs of persons engaged in the exploitation of 

sea fisheries resources in the district. 

2. To seek to ensure that the conservation objectives of any Marine Conservation Zone 

in the district are furthered.3 

 

MaCAA also requires the Authority to publish an Annual Report to demonstrate progress 

made towards delivering the statuatory duties above4.  

 

 

 

 

 

 

 

 

 

 
2 Marine and Coastal Access Act 2009, Section 153. 
3 Marine and Coastal Access Act 2009, Section 154. 
4 Marine and Coastal Access Act 2009, Section 178. 

https://www.legislation.gov.uk/ukpga/2009/23/section/153
https://www.legislation.gov.uk/ukpga/2009/23/section/154
https://www.legislation.gov.uk/ukpga/2009/23/section/178
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2.2 Our Vision and the IFCA High Level Objectives and Success Criteria 

The Authority’s core duties, as set out in MaCAA and summarised above, are captured in 

the IFCA Vision Statement which is to:    

Lead, champion and manage a sustainable marine environment and 

inshore fisheries, by successfully securing the right balance between 

social, environmental and economic benefits to ensure healthy seas, 

sustainable fisheries and a viable industry. 

The Vision Statement guides the Authority and its officers in their day-to-day activities. In 

undertaking our duties pursuant to the Vision Statement, we are also guided by the IFCA 

High Level Objectives and the Success Criteria and their Indicators which set out how we will 

achieve the Vision Statement. These were refreshed by the Association of IFCAs and Defra 

in 2018 to reflect the developing programme of work delivered by IFCAs and to demonstrate 

our contribution to the delivery of the UK Marine Policy Statement and the 25-year 

Environment Plan.  

 

 
High Level Objectives 

 
Success Criteria 

HL01 Achieving a sustainable marine 
economy 

SC1 IFCAs are recognised and heard, 
balancing the economic needs of the 
fishery whilst working in partnership 
and engaging with stakeholders   

HL02 Ensuring a strong, healthy and 
just society 

SC2 IFCAs implement a fair, effective and 
proportionate enforcement regime   

HL03 Living within environmental limits SC3 IFCAs use evidence based and 
appropriate measures to manage 
sustainable exploitation of sea 
fisheries resources and deliver 
environmental protection within their 
districts    

HL04 Promoting good governance SC4 IFCAs have appropriate governance 
in place and staff are trained and 
professional 

HL05 Using sound science responsibly SC5 IFCAs make the best use of 
evidence to deliver their objectives 

 

Part 4 of the Annual Report highlights five case studies which illustrate how each of the five 

Success Criteria were delivered during 2023-24. Appendix 1 contains a more detailed 

breakdown of the Indicators for each Success Criterion.  
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2.3 Wider Legislative and Policy Drivers:  

Eastern IFCA’s duties are contained within and influenced by various legislative and policy 

instruments in addition to the Marine and Coastal Access Act 2009, and in particular, the 

Post-EU Exit legislation, Environmental legislation such as the Conservation of Habitats and 

Species Regulations 2017 and local Government legislation, such as the Local Government 

Act 1971.  

 

The wider legislative environment is well understood and considered within the context of 

annual planning per the Business Plan.  During the course of 2023/24, two key pieces of 

legislation have resulted in associated legislation and policy during the year which impacted 

the Authority’s workstreams and these are outlined below.   

2.3.1 The Fisheries Act 2020  

The Fisheries Act 2020 replaced the European Union’s Common Fisheries Policy (CFP) 

following the end of the EU Exit transition period. The Act provides high-level management 

objectives for the marine fishing sector,5 which largely mirror those of the CFP.  

 

Under the Act, the UK’s fisheries policy authorities (Defra, and the devolved administrations 

in Northern Ireland, Scotland and Wales) are required to publish a Joint Fisheries Statement 

(JFS) which sets the direction for UK fisheries management and outlines how the high-level 

management objectives set out in the Act will be achieved. The JFS was published in 

November 20226 following a public consultation and includes a list of planned Fisheries 

Management Plans (FMPs) – evidence-based action plans – which will provide a new tool to 

manage stocks across UK waters to help deliver the UK’s ambition for sustainable fisheries. 

 

The implementation of the Act, particularly the development of Fisheries Management Plans 

(FMPs) has a direct impact on the Authority’s work and priorities. Of the six ‘frontrunner’ 

FMPs which were developed and consulted on during 2023/24, four such FMPs are likely to 

have a profound effect on key fisheries in The District, namely the Bass, Crab and Lobster, 

Whelk and Southern North Sea and Eastern Channel mixed Flatfish FMPs.   

2.3.2 The Environment Act 2021 

Like the Fisheries Act, the Environment Act replaces previously applicable EU legislation. 

The Act enshrines five environmental principles into law which will underpin future 

government policy.7 An Environmental Principles Policy Statement which sets out how policy 

 
5 These objectives, found in Section 1 of the Act, are the sustainability objective, the precautionary objective, the 
ecosystem objective, the scientific evidence objective, the bycatch objective, the equal access objective, the national 
benefit objective, and the climate change objectives. They largely reflect the customary principles of fisheries 
management under the international law of the sea. Subsequent sections of the act provide specific definitions of each 
objective.  
6 Joint Fisheries Statement (November 2022). Available at: 
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/1119399/Joint_Fi
sheries_Statement_JFS_2022_Final.pdf  
7 These principles, contained in Section 17 of the Act, are the principle that environmental protection should be 
integrated into the making of policies, the principle of preventative action to avert environmental damage, the 

 

https://www.legislation.gov.uk/ukpga/2020/22/section/1/enacted
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/1119399/Joint_Fisheries_Statement_JFS_2022_Final.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/1119399/Joint_Fisheries_Statement_JFS_2022_Final.pdf
https://www.legislation.gov.uk/ukpga/2021/30/section/17/enacted
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makers are to apply the environmental principles to support environmental protection and 

enhancement in the UK was published in January 2023.8 Like the JFS, this statement is likely 

to influence the Authority’s work moving forward.  

 

There is a legal duty applicable to Ministers when making policy to have due regard to the 

policy statement. This extends to when ministers are scrutinising documents, strategies and 

frameworks prepared by public bodies that they are required by statute to approve and would 

include for example, the scrutiny of Eastern IFCA byelaws.  

 

The Act also requires the Government to create Environmental Improvement Plans, which 

include legally binding targets to be met with regards to the environment.  This includes, for 

example, the restoration of 70% of designated features to favourable condition in MPAs by 

2042 and interim measures, including for example, that management measures are in place 

in all MPAs by 2024. This target is a driver in our approach to MPA management. Moreover, 

it is likely to directly influence Natural England’s advice to Eastern IFCA in relation to the 

achievement of conservation objectives. 

 

The Act also requires the government to set at least one long-term target in each of the 

following areas: air quality, water; biodiversity and resource efficiency and waste reduction. 

This includes the Environmental Targets (Biodiversity) (England) Regulations 2023 which 

requires, for example, the restoration or creation of 500,000 hectares of ‘wild-life rich’ habitats 

by 2042.     

 

 

 

 

 

Images from the Cromer Shoal Chalk Beds Marine Conservation Zone by Rob Spray  

 

 

 

 
precautionary principle, so far as relating to the environment, the principle that environmental damage should as a 
priority be rectified at source, and the polluter pays principle. As with the high-level objectives under the Fisheries Act, 
these principles are established and customary principles of international environmental law.  
8 Environmental Principles Policy Statement (May 2022). Available at: 
https://www.gov.uk/government/publications/environmental-principles-policy-statement  

https://www.gov.uk/government/publications/environmental-principles-policy-statement
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3. Delivery of Eastern IFCA Duties in 2023-24 
Eastern IFCA’s annual workstreams are organised into three categories reflecting their 

priority level – high priority, business critical and future workstreams. Workstreams are 

allocated a priority based on an annual Strategic Assessment which uses best available 

evidence to identify the highest risk elements of all the fisheries in the district, including risks 

to fisheries (stock) sustainability, ecosystems and industry viability. At every level, 

workstreams are undertaken in pursuit of and with regard to achieving our core duties and 

vision statement (see Section 2 above).  

 

Business Critical workstreams were progressed and delivered during the financial year 

including a particularly complex Wash Cockle Fishery and the first year of administering the 

Shrimp Permit Byelaw as business as usual.  Progress against the ‘amber and greens’ 

workstream was impacted during the latter quarters of the financial year as a consequence 

of the concurrent resignation of four Marine Science Officers (including the Senior Marine 

Science Officer - Environment), significantly reducing the capacity of the Marine Science 

team. Further, significant resource was required to induct new recruits which was undertaken 

successfully.   

 

More detailed consideration of progress against these workstreams and other priorities for 

2023-24 is set out below.  
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3.1 Focus and priorities for 2023-24 

The priorities for Eastern IFCA 2023-24 were identified by the Strategic Assessment 2023, which used best available evidence to identify 

the highest risk elements of all the fisheries in the district, including risks to fisheries (stock) sustainability, ecosystems and industry viability. 

Workstreams which are classed as organisational priorities are those which have been identified as crucial to ensuring that Eastern IFCA is 

able to fulfil its statutory duties and maintain an effective regulatory framework capable of ensuring sustainable fisheries, healthy seas and 

a viable industry. 

 

The outputs of the Strategic Assessment 2023 were used to inform Eastern IFCA’s focus and priorities for 2023-2024 and our rolling 5-year 

Business Plan. Together, the Strategic Assessment and 5-year Business Plan are the main tools used by Eastern IFCA to ensure effective 

and robust long-term organisational planning and as such they reflect priorities that will span multiple years.  

 

The table below reports on progress made in relation to each of our focus areas as reported in our Business Plan 2023-2028 which is 

available on our website.9 Due to the complex nature of these focus areas from a science, regulatory and stakeholder engagement 

perspective, it is expected that some priorities will roll into following financial years.  

 

Category Work Progress Comment 

1. To ensure 
that the 
conservation 
objectives of 
Marine 
Protected Areas 
in the district are 
furthered  

A) Implementation of 
management measures for 
‘red-risk’ gear/feature 
interactions. 

 

Delayed The Closed Areas Byelaw (CAB) 2021 is intended to put into 
effect a host of closed areas to protect sensitive habitats 
from ‘red-risk’ interactions, and primarily prohibits the use of 
bottom-towed-gear in discrete areas.     

 

During the year, submission of the byelaw to the MMO (to 
begin the formal QA process) was delayed in the first 
instance whilst further surveys were carried out to determine 
the presence of certain habitats which were intended to be 
protected by the byelaw and then latterly as a consequence 

 
9 Eastern IFCA Business Plan 2021-2026: https://www.eastern-ifca.gov.uk/wp-content/uploads/2021/02/2021_01_13_Business_Plan_Final_draft.pdf  

https://www.eastern-ifca.gov.uk/wp-content/uploads/2021/02/2021_01_13_Business_Plan_Final_draft.pdf
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of de-prioritisation compared to other byelaw submissions 
(Wash Cockle and Mussel Byelaw and Cromer Shoal Chalk 
Beds Byelaw 2023).  

 

At the end of the financial year, further consideration of the 
evidence base identified that further investigation is required 
to ensure that the byelaw will be effective at preventing ‘red-
risk’ interactions from taking place prior to submission.   

B) Continued implementation 
of the Adaptive Risk 
Management approach for 
the Cromer Shoal Chalk 
Beds MCZ 

 

Ongoing Delivery of ARM continued through the year, with key 
milestones being reached as follows:  

• The ARM Plan was agreed by the Project Board. 

• The Natural Disturbance Study, which seeks to 
determine the extent of impact caused by potting 
activity compared to natural disturbance, was 
progressed including development and 
establishment of voluntary closures required for the 
study.   

• Research to map the extent of the sensitive ‘rugged 
chalk’ continued and a revised chart was produced to 
enable dialogue on management measures with 
further data also collected to inform further 
refinement.   

• The Cromer Shoal Chalk Bed was the subject of formal 
consultation and further refinement before being 
submitted to the MMO for formal QA.  

• Initial permit conditions which would implement an 
inshore vessel restriction and a closure over the 
rugged chalk during winter months were developed 
and which were the subject of consultation.  

However, several barriers emerged during the financial year 
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which hindered progress:  

• The baseline survey work for the Natural Disturbance 
Study, and the deployment of marker buoys to 
demark voluntary closures, was not undertaken due 
to a combination of poor weather and logistical issues 
associated with equipment availability.  

• The Agents of Change project (funded by the Marine 
Conservation Society), which led on the stakeholder 
engagement element of ARM including organisation 
and administration of the Stakeholder Group, ended 
during the financial year and Marine Conservation 
Society unexpectedly withdrew from the project with 
the effect that the Authority took on the vacant role 
within the project.  

Overall, positive progress was made during 2023/24 and the 
risk to the MCZ remains low in the short-term, however 
progress in some areas was hampered by the barriers 
outlined above and by the abstraction of a significant 
proportion of the Marine Science Team Q3 and Q4 of the 
year.      

C) Completion of 
amber/green gear/feature 
interactions and development 
of management measures 
where required.   

Delayed This workstream has been significantly delayed during 
2023-24 due to a number of factors.   
 
Early in the year, progress was hindered significantly as a 
consequence of the unavailability of fisheries data in 
particular to undertake the assessments and as a 
consequence of the complexity of the assessments.  
 
In Q3 and 4 of 2023-24, the workstream became further 
delayed as a consequence of the departure from the 
Authority of four members of the team, including the 
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manager leading on the workstream. The extent of the 
disruption caused was significant, however, new starters 
received dedicated training and additional resource has 
been allocated towards completing the assessments as a 
high priority. 
 
Whilst it is intended that the assessments will be completed 
by the end of 2024, management, if required, is very 
unlikely to be in place by then. 
 
It is important to note that the restructure trailed within the 
Marine Science Team reflected in part the need to ensure 
that effective structures, frameworks and oversight was in 
place to deliver this workstream in accordance with 
Government targets.    

2. To develop 
management of 
the fisheries 
regulated under 
the WFO 1992 
(regulated and 
several fishery) 

A) Confirmation of the Wash 
Cockle and Mussel Byelaw to 
enable management of wild 
capture fisheries 

 

 

Delayed  The formal QA process continued through the year, with the 
MMO providing further drafting advice over the course of the 
year pending submission to the Secretary of State for 
confirmation. During the year, a further consultation on the 
byelaw was held as a reflection of the extent of the changes 
made to the byelaw subsequent to it being made as a 
consequence of the formal QA process and, primarily, as a 
consequence of revisions following stakeholder 
consultation.  

 

Whilst  the extensive QA process by the MMO has had the 
effect of causing the submission of the byelaw to be delayed, 
the work undertaken on it ensures that the byelaw, once 
confirmed, will be robust against legal challenge.   

B) Implementation of Wash 
Cockle and Mussel Byelaw 

Complete  Implementation of the Wash Cockle and Mussel Byelaw’s 
access policy (Eligibility Policy) included undertaking  a two-
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access policies (transition). 

 

 

 phase transition process and an appeals process, all of 
which was completed within the financial year.   

 

The first phase of the transition considered eligibility of those 
who were Entitlement holders under the WFO by applying 
criteria, including with regards to whether the licence issued 
under the Entitlement was in fact being utilised by the 
Entitlement holder or if it was being ‘rented out’.  

 

Phase 2 of the transition allocated remaining permits (i.e. 
those remaining up to 61 after phase 1 of the transition) in 
accordance with a point-based system which prioritised 
fishers with experience fishing in the Wash and without a 
permit in their own right.  

 

Decisions on the transition were made by the Wash 
Fisheries Sub-committee in Q1.  

 

Subsequent to the completion of the transition, an appeal 
was lodged in relation to decision made under during the 
transition in relation to four permits.  The Appeals sub-
committee convened to consider the appeal which resulted 
in the issuing of an additional three permits.   

 

The transitional process was undertaken prior to the byelaw 
coming into effect to provide surety to the industry who were 
understandably concerned by the uncertainty of access 
when the byelaw comes into effect.  
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 C) Develop appropriate 
management of private 
shellfish aquaculture within 
The Wash.   

Delayed  This workstream is significant delayed and no progress was 
made during 2023/24.  The draft Several Order remained 
with Defra, who were working to finalise the draft before the 
application for a Several Order went to formal consultation, 
for the entirety of the financial year.   

3. Obtaining 
better fisheries 
data 

Implementation of I-VMS for 
all fisheries specifically the 
Wash Shrimp fishery 
(dependent on partnership 
working with MMO led 
project). 

 

Delayed National roll-out of the I-VMS device was hindered during 
2023/24 as a consequence of one of the devices having to 
be removed from the ‘type approved’ list.  However, the 
Authority were not able to progress related permit conditions 
on the basis that doing so could hinder the progression of 
the roll-out and the making of a national Statutory Instrument 
requiring I-VMS on all vessels under 12m in length.       

4. Fisheries 
Management 
Plans  

Contributing to the 
development of Fisheries 
Management Plans. 

Ongoing Six frontrunner FMPs were developed into drafts and were 
the subject of consultation during the year.   

 

Of those six, four of the plans were relevant to the fisheries 
within the Eastern IFCA district and the draft FMPs were 
considered in the context of the local fishing industries and 
members were engaged at a dedicated Fisheries and 
Conservation Management working Group meeting to 
gather feedback and develop a formal response to the 
consultation.   

 

The Authority also contributed to a joint response by the 
Associated of IFCAs which was informed in part by a 
workshop held in Poole in Q3.   
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3.2 Business Critical Workstreams  

In addition to identifying high priority workstreams, the Strategic Assessment also sets out ‘business critical workstreams’. These are 

established workstreams which have over time become ‘business as usual’ for Eastern IFCA and the cessation of which has the potential 

to significantly increase the risk associated with the fisheries and/or areas to which they relate.  

 

One example is the annual cockle stock surveys in The Wash without which the cockle fishery would represent a much greater risk to stock 

sustainability, industry viability and the protection of designated overwintering birds.  An outline of the business-critical work that the Authority 

undertook as a necessity during 2023-2024 is given below. 

 

Workstream Comment 

Shrimp fishing effort monitoring and 
management in the Wash and North 
Norfolk Coast SAC  

This workstream was added as ‘business critical’ for 2023/24 after the associated Shrimp Permit 
Byelaw was confirmed by the SoS and came into effect having been a ‘high priority’ in previous  
business plans.  

 

The shrimp permit scheme was successfully rolled-out during the year and permits issued to 
shrimp fishers following the required gear checks.  

 

The effort management scheme was also successfully launched, including setting up a shrimp 
effort working group with industry representatives from the Marine Stewardship Council Shrimp 
Accreditations Scheme to inform management of effort throughout the year.   

Study of the Wash Embayment, 
Environment and Productivity 
(SWEEP) 

 

The project has continued to monitor the chlorophyll and meat yields to monitor food availability 
(for bivalve molluscs) in The Wash. This information was used to determine minimum thresholds 
were being met as referred to in the Habitat Regulation Assessment for the mussel lays and to 
enable the continuation of related aquaculture.   

Wash Fishery Order Surveys and 
Management  

 

Cockle Fishery  

The Wash inter-tidal cockle surveys were successfully undertaken in Spring of 2023 and 
identified that the cockle stocks were sufficient to enable a fishery. However, the adult 
component of the stock was identified as being only 500 tonnes above the conservation 
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threshold (of 3000 tonnes) which potentially limited the Total Allowable Catch of the fishery in 
the context of ruling out adverse effects on the Wash MPAs.  As a consequence of additional 
surveys, dialogue with Natural England and innovative management, a fishery was ultimately 
opened, and was prosecuted by industry.  Further information is provided in Case Study 5 
(section 4).   

 

Mussel Fishery 

Mussel stocks in The Wash supported a small mussel re-laying fishery in June of 2023.  The 
decision to open the fishery and the development of management measures for the fishery were 
informed through consideration of a stock survey, Habitats Regulation Assessment and 
consultation with Industry.  The mussel re-laying fishery supported four vessels and took 106 
tonnes of mussel from the fishery all of which was re-laid within the Wash and North Norfolk 
Coast Special Area of Conservation in support of local aquaculture.   

Development of measures to address 
the sustainability of whelk stocks. 

 

The whelk fishery was effectively monitored throughout the year and stock sustainability was 
stable throughout.  The ongoing monitoring did not identify the need for additional whelk permit 
conditions during the year.   

Shrimp Fishery Management MSC 
Accreditation   

Our contribution to the MCS accreditation, the industry led initiative to manage the shrimp 
fishery within the criteria of the Marien Stewardship Council’s accredited fishery scheme, was 
ongoing.  In particular, IFCOs continued to carry out voluntary gear checks to ensure 
compliance with the scheme and quarterly meetings were attended by IFCA officers.  

Advice in relation to conflicts with 
other marine users and engagement 
in marine planning  

This workstream relates primarily to providing advice to the Marine Management Organisation 
with regards to consideration of applications for marine licences, but also include responses to 
Government policy consultations and calls for information and are collectively known as 
‘consultations’. During the year, 41 separate consultations were considered which ranged from 
smaller marine works, such as groyne maintenance and repair, to larger marine works including 
aggregate extraction and Offshore Windfarm developments.   

 

Several larger marine developments required significant resource to effectively contribute locally 
relevant information to decision makers, including for example contribution to the third written 
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questions and requests to inform the Planning Inspectorate’s examination of the Development 
Consent of the Sheringham Shoal Offshore Wind Farm Extension Project.   

Compliance monitoring and 
engagement in accordance with the 
Compliance Risk Register and TCG 

Enforcement activity is primarily driven through the Compliance Risk Register (an annual 
assessment of risk of non-compliance) and Tasking and Coordination Group meetings (which 
also considers intelligence and emerging issues). It is also influenced by the outputs of the 
Strategic Assessment as this identifies the fisheries most at risk of sustainability issues (and by 
extension, those potentially most vulnerable to negative impacts through non-compliance). Full 
reporting on Enforcement activity and outcomes is reported on in Appendix 3. 

 

Enforcement activity included partnership working throughout the year including joint patrols, 
contribution to joint intelligence systems and participating in partner tasking and coordination.   

Engagement and education with 
RSAs 

Engagement with Recreational Sea Anglers continued during the reporting period with the visits 
to shingle beaches resulting in a significant number of engagements with RSA fishers.   

 

During 2023/24, the Authority addressed concerns surrounding bass fishing raised by RSAs and 
sought to reduce conflict between the commercial and recreational sea users within the district 
through engagement and education (more information provided in Case Study 2 – Section 4).   

Complete HRAs in relation to 
‘unplanned’ fisheries  

No unplanned fisheries took place in 2023-24 so there was no need for such HRAs.    

 

Monitoring of district wide biosecurity 
risk 

No biosecurity issues arose during the year, however monitoring was hindered by staff turnover 
during the year and a bespoke project to establish more resilient and effective biosecurity 
monitoring was developed during Q4.     

Partnership working  Eastern IFCA continues to maintain a strong working relationship with partner organisations and 
the MMO and Natural England in particular to ensure efficient, effective and consistent 
enforcement of fisheries legislation and protection of the MPA network.  Partnership working 
extends to other agencies including Border Force, the Environment Agency and the Local 
District and Borough Council Environment teams.  In particular, at an operational level, Eastern 
IFCA contributes through:  
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• Reporting through the national intelligence project 

• Evidence and information gathering (where appropriate) 

• Joint patrols and  

• Sharing of sea-going and research assets.  

 

At a national level, Eastern IFCA contributes to the National Inshore Marine Enforcement Group 
as Chair, the Strategic Operations Group and the Technical Advisory Group through 
participation.   

 

Administrative Metrics  

 

 

 

 

 

 

 

 

(*This includes 61 exemptions from a temporary closure in The Wash to enable fishing within 
Wash cockle and mussel fisheries in accordance with interim measures subsequent to the 
expiry of the WFO.) 

 

Administrative metrics 2023-2024 

Byelaw exemptions (and extensions) issued  71* 

Freedom of Information/ Environmental Information Regulation requests 3 

Whelk Permits issued  27 

Shrimp Permits Issued  44 
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3.3 Future priorities 2023-24 

As a small organisation with a large area to cover, a broad remit and finite resources, Eastern IFCA needs to carefully plan and prioritise 

annual workstreams and ensure that resources are targeted where they are needed most. As such items that might be worthy of action but 

are of a lower priority will not be identified for action during a financial year. They may, though, receive attention if resources permit and 

opportunities or developments present during the year which would enable their undertaking or increase their priority. They could also 

potentially receive a higher priority rating in subsequent years, subject to the annual Strategic Assessment.  

 

These are referred to as secondary priorities and those identified by the Strategic Assessment 2023 are listed below. 

 

Category  Work  Comment  

1. Obtaining better 
fisheries data  

a) Development of relationships 
with RSA to obtain more 
fisheries data, including 
consideration of the added 
value of developing an RSA 
strategy 

No further developments were made during 2023-24 in relation to RSA 
data collection. However, engagement with RSAs was a key priority for 
the Marine Protection team which generated intelligence reports to 
facilitate enforcement tasking and coordination. Engagement materials 
were shared by IFCOs on the ground and through social media platforms 
to raise awareness about minimum landing sizes and rules applicable to 
recreational fishing activities including provision of information translated 
into multiple languages.  

b) Investigation into mussel die-
off 

A sample collection and investigation programme organised by Cefas 
begin in 2021.  Cefas used a multi-disciplinary approach to the study, 
combining bio-chemistry techniques with the histology and reported to 
the Authority at the end of the 2022/23 financial year on their findings, 
including the identification of a novel Martelia pathogen present in the 
cockles and which is considered likely to be the cause of the die-offs.  

 

Studies continued in 2023/24 during which time Cefas also identified a 
previously unidentified virus present in cockles and a transmittable 
(between cockles) form of disseminated neoplasia which is also 
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considered likely to be linked to cockle mortality. The potential 
transmissibility of the diseases affecting the Wash cockles led to a 
decision to maintain the prohibition on the transport of Wash Mussels 
outside of the Wash and North Norfolk Coast given the associated 
biosecurity risks.  

 

Cefas were granted funding for a national project, which aims to 
coordinate information and activities across Defra, its agencies and arms-
length bodies, and other government departments to better understand 
and ultimately manage adverse animal health situations in our coastal 
ecosystems. This requires a systems approach, integrating multiple data 
types, including animal health, environmental quality, human activities, 
climate change, etc. Due to the current research being conducted in The 
Wash, and the impacts of the shellfish mortalities on local fisheries and 
bird populations, The Wash was recognised as being an ideal case study 
for this project. This will provide a great opportunity to incorporate wider 
expertise and resources to further our understanding of the situation.  

 

Officers contributed to the study during Q’s 3 & 4 including development 
of workstreams and additional sample collection.  In recognition of the 
potential benefit of this project to the Wash fisheries and MPAs, 
contribution to the Coastal Health Study was included as a priority in the 
2024 refresh of the annual priorities.  

c) Continue dialogue with MMO 
and other partner 
organisations to develop 
‘joined-up’ approach to 
gathering fisheries data from 
fishers. 

No Progress was made in relation to this item.   
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d) Gather information regarding 
recreational hand gathering. 

No Progress was made in relation to this item.   

e) If required re-assess need to 
deliver ‘unregulated netting’ in 
the context of BNA. 

No Progress was made in relation to this item.   

f) Implementation of 
electronic/app based returns 
system (to be incorporated 
with MMO under 10’s catch 
returns if possible. 

No Progress was made in relation to this item.   

g) Investigate 
requirement/applicability of a 
netting permit  

No Progress was made in relation to this item.   

h) Develop mechanism to monitor 
levels of use of Lesser Spotted 
Dogfish as bait.  

No Progress was made in relation to this item.   

i) Develop mechanism to monitor 
levels of use of LSD as bait.  

No Progress was made in relation to this item.   

2. Delivering fisheries 
management in 
relation to fisheries 
in MPAs  

a) Review of the Humber estuary 
cockle byelaw (inherited from 
North Eastern Sea Fisheries 
Committee)  

No Progress was made in relation to this item.   

b) Development of monitoring and 
control plans 

No Progress was made in relation to this item.   

3. To ensure that sea 
fisheries resources 

a) Development of management 
measures in relation to crab and 
lobster fisheries sustainability  

The Authority reviewed inherited byelaws relating to crab and lobster 
fisheries in the district during the year and made and formally consulted 
on the Crab and Lobster Byelaw 2023, which effectively reinstated the 
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are exploited 
sustainably 

key management measures from the inherited byelaws with revisions to 
make them more relevant and more transparent.   

b) Review byelaw 5: prohibition on 
the use of edible crab (cancer 
pagarus) as bait 

As part of the review of inherited byelaws (above), Byelaw 5 was 
reviewed specifically and proposals to enable to use of cooked offal (as 
is the practice in other IFCA areas) were proposed and the subject of 
formal consultation during the year.    

c) Consider formalising the 
internal Eastern IFCA position on 
an aquaculture strategy 

No Progress was made in relation to this item.   
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4. Delivery against the IFCA Success Criteria: Case Studies 
In undertaking annual priorities, Eastern IFCA is guided by the IFCA Success Criteria and 

their Indicators, which set out how we will achieve our core duties and Vision Statement.  

Five Success Criteria and twenty-seven Success Indicators have been developed for all ten 

Inshore Fisheries and Conservation Authorities (IFCAs) within England. These were 

refreshed by the Association of IFCAs and Defra in 2018 to reflect the developing programme 

of work delivered by IFCAs and to demonstrate our contribution to the delivery of the UK 

Marine Policy Statement and the 25-year Environment Plan. 

The five case studies below are based on the five overarching Success Criteria we work 

towards achieving annually and highlight some notable examples from 2023-24. Appendix 1 

of this report contains a more detailed breakdown of our progress against each Success 

Criterion and its associated Indicators.  
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Success Criterion 1: IFCAs are recognised and heard, balancing the economic needs 

of the fishery whilst working in partnership and engaging with stakeholders 

Contribution to Fisheries Management Plans   

The Government has committed to developing and implementing 43 different evidence-based 

action plans known as Fisheries Management Plans (FMPs).  FMPs set out a range of 

policies which detail how fisheries are managed and are informed by best available evidence 

and consultation from stakeholders. During 2023/24 six so-called ‘front runner’ FMPs were 

developed.  

Following the UK’s exit from the European Union, FMPs represent the potential to move away 

from the ‘one-size-fits-all’ approach to fisheries management and an opportunity to apply 

nationally and regionally relevant considerations. Eastern IFCA recognise the potential for 

the inshore fishing sector to be better recognised through carefully considered policy 

development via the FMPs through IFCA involvement.  

During 2023/24, Eastern IFCA contributed information and evidence to the bodies 

responsible for the delivery of four frontrunner FMPs: Crab and Lobster, Whelk, Bass and the 

Southern North Sea and Eastern Channel mixed Flatfish FMPs, including through dialogue 

with the bodies responsible for their development.  

Draft frontrunner FMPs and their supporting information were published in July 2023 for 

consultation and Eastern IFCA undertook to consider those relevant to the district and seek 

the views of members to inform a response.   

IFCAs have at their disposal significant experience, understanding and supporting evidence 

in relation to fisheries within their district. This includes qualitative information gathered over 

decades of monitoring and reporting, experience in managing fisheries in novel and 

innovative ways and an understanding of the local context of the fisheries and environments 

in their districts.  In order for the potential of FMPs to be fully realised in post-EU management 

of fisheries, it is critical that IFCAs make their experiences available to the FMP development 

process.  

To that end, officers undertook to analyse, summarise and critique the draft FMPs, drawing 

on the experience and knowledge of members and officers within the short timeframes 

associated with the formal consultation on FMPs. Noting that the supporting documentation 

of each FMP spanned hundreds of pages (the draft bass FMP Annexes were, for example, 

575 pages), significant resource and attention to detail were required.  

On 21 August 2023, a special Fisheries and Conservation Management Working Group 

meeting was held to consider each of the four relevant frontrunner FMPs.  Officers presented 

a summary of the policies within each FMP and the supporting evidence as well as an initial 

consideration of the potential effects with respect to the local fisheries.  Through this 

approach, members were able to contribute by providing their experience and knowledge to 

discussion and ultimately informing the formal response to the FMPs on behalf of the IFCA. 

The responses all sought to provide an objective and evidence-based consideration of the 

potential effects of the draft FMPs, highlighting the local context needing to ensure FMPs 

were relevant and more likely to achieve their aims.  
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Success Criterion 2: IFCAs implement a fair, effective and proportionate enforcement 

regime 

Responding to concerns raised by members of the public  

Intelligence gathering is a critical component of the Enforcement function, achievable through 

the development of strong relationships with our stakeholders and adoption of best-practice 

to ensure the safety of those willing to report suspicions and the integrity of the information 

they provide.  

In 2023 Eastern IFCA collated intelligence regarding illegal bass fishing in the River Stour 

from a number of sources, which was considered through the Tactical Coordination Group 

(TCG). The TCG meetings occur monthly and consider information and intelligence to identify 

the highest priory enforcement risks and develop tactical options to resolve them.  The key 

evidence considered are intelligence, the monthly risk register (which considers long-term 

datasets to identify trends in fishing activity) and real-time fishing trends (which collates 

current information on the seasonality, performance and market condition of each fishery) to 

identify the highest priorities.  As a consequence of the intelligence received, the potential 

risk to bass stocks as a consequence of non-compliance (via the risk register), and the 

contemporary understanding of the state of the fisheries (via fishing trend), priority actions 

and tactical options were identified in relation to bass fishing in the river Stour.  

Vessel and shore-based patrols were undertaken over the course of several weeks resulting 

in inspections and engagement with the local fishing community (commercial and 

recreational). During this time, inspections were carried out independently and alongside 

partner organisations to make the best use of resources to investigate the issue.   

Ultimately, through committing resource to the issue, it was identified that commercial fishing 

in the area was compliant with the relevant regulations in the area.  During the investigations, 

it was also identified that there was a degree of conflict between commercial and non-

commercial activity in the area, and through significant engagement activity, the concerns of 

both sectors were allayed on this matter.  The adoption of a fair and proportionate 

enforcement regime is intended to provide confidence to all our stakeholders that their 

concerns are recognised, and appropriate enforcement action is taken, which is considered 

a success particularly when this means concluding that fishers are well engaged and 

informed so as to enable compliance without enforcement intervention.    
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Success Criterion 3:   IFCAs use evidence based and appropriate measures to 

manage sustainable exploitation of sea fisheries resources and deliver 

environmental protection within their districts.  
 

Managing Shrimp Fishing Activity within the Wash and North Norfolk Coast Special 

Area of Conservation   

Diversification is critical to the majority of inshore fishery business models.  It is often said 

that inshore fishers, restricted in their range by limited vessel capabilities, need to be able to 

‘fish for whatever swims past them’.   

This is particularly true within the Eastern IFCA district given the very limited number of target 

species available partly as a consequence of availability (there are simply fewer species 

available in the East) and partly as a consequence of restrictive management of ‘quota 

species’ (including the loss of access to finfish through the limitations on associated fishing 

licences).   

Limiting access to fisheries is commonplace within fisheries management and is often seen 

as the fist step in managing a fishery towards long-term sustainability. However, because of 

the issues highlighted above, Eastern IFCA has taken a different approach to managing the 

shrimp fishery in its district.  

A Habitat Regulation Assessment of the shrimp fishery in the Wash and North Norfolk Coast 

identified that the fishery was not having a significant impact on site integrity.  However, 

impacts could not be ruled out if fishing practices changed or activities increased over time. 

The shrimp fishery in The Wash supports around 50 vessels annually and represents circa 

95% of the brown shrimp landed nationally.  As such, it is an incredibly important fishery but 

also one which varies significantly annually, with fishing effort and the number of vessels 

participating annually varying significantly each year depending on a number of factors.  

The Shrimp Permit Byelaw 2018, which was designed to manage shrimp fisheries in the 

context of the conclusions of the HRA, was put into effect for the first time during the 2023/24 

shrimp fishing season. The byelaw provides a flexible mechanism for managing the fishery 

to prevent changes in practice and increases in effort which would cause an impact on the 

Wash MPAs including technical measures regulating fishing gear.  Importantly however, 

effort is managed in an innovative way to ensure that it does not increase to potentially 

damaging levels but also provides flexibility to enable fishers to enter and leave the fishery 

as they have done over the decades.   

This approach requires monitoring of the fishing activity and will be greatly enhanced by  the 

introduction of Inshore Vessel Monitoring Systems (I-VMS) when these come into effect. 

However, fishing evidence often requires context in order to ensure it is interpreted and used 

in the right way.  To this end, Eastern IFCA established the Shrimp Effort Management 

Working Group during 2023/24 which includes representatives from the shrimp fishing 

industry who provide crucial information and perspectives to better understand the 

implications of the evidence gained form monitoring.  For example, as a consequence of 

bumper productivity in the shrimp fishery during early 2023/24, the number of shrimp trips 

increased as fishermen sought to take advantage of the fishery in its prime.  However, trip 

length and the number of tows undertaken during this time significantly decreased because 



 

35 

35 | P a g e  

 

the shrimp were so easily caught. This provided important context when considering the 

actual change in the fishing pressure (i.e. the amount of time gear abrades the seabed) when 

considering what an increase in the number of fishing trips (the number of times a vessel 

leaves port) means to the protection of the MPAs.  

The group also considers what actions may be required in the context of the data, for 

example, consideration as to whether further limits are needed to prevent effort increasing to 

the point where an adverse effect cannot be ruled out.  

The ability to capture and consider the experience and views of stakeholders and those 

directly involved in fishers is a key competency of IFCAs generally, and the shrimp effort 

management is an example of this. The combination of best available evidence, enhanced 

by the knowledge and experience of our members and stakeholders, and management 

regimes which cater specifically for the inshore fishing business model ensure that fisheries 

and the environment are protected in the most effective way.  
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Success Criterion 4:  IFCAs have appropriate governance in place and staff are 

trained and professional 

Restructure in the face of significant turnover 

IFCAs typically represent excellent opportunities to university graduates who gain training 

and experience in a dynamic and close-knit working environment.  However, as small 

bodies, there is often limited opportunity for progression internally with the effect that turn-

over is typically high, partiualry within the Marien Science Team as staff seek other 

opportunities to further their careers after gaining significant experience in the field.  

During 2023/24, five officers (including one Senior Officer) from the Marine Science Team 

(of eight at full complement) left the organisation reducing the team to only three officers 

during part of Q3 and 4.  In addition, the Head of Finance and HR also retired during Q1.  

Whilst this had a significant impact on the capacity of the organisation, it also presented an 

opportunity to review the organisation’s structure to ensure that it was capable of delivering 

the significant workload within the 5-year Business Plan.   

The review highlighted potential benefits to a restructure to both the Executive and Marine 

Science functions which in summary included merging Marine Science with the Projects 

function and replacing the Head of Finance and HR with an Assistant Chief Officer to 

provide more oversight of the Marine Science and Projects functions. A trial of this 

restructure started in Q4 of 2023/24 with a view to review its effectiveness in Q2 of 2024/25.  

Whilst the success of the restructure trial will be considered in next year’s Annual Report, it 

is the willingness to review and revise that is evidence of Eastern IFCA’s strength of 

leadership and ability to apply the same principles of flexibility and adaptability as applied to 

fisheries management to the way it operates organisationally to ensure that the right 

structures and frameworks are in place to enable its officers to succeed in delivering the 

significant commitments made in the 5-year Business plan.   

  

 
New starters during ‘mud familiarisation’ exercises in The Wash  
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Success Criterion 5: IFCAs make the best use of evidence to deliver their objectives 

2023 cockle fishery management 

Management of the Wash cockle fishery is complex.  The Wash is a heavily designated 

Marine Protected Area hosting internationally important bird populations, important 

supporting habitats (which provide food resource for bird species) and Harbour seal 

populations which use the site during the sensitive pupping season.  In addition, the cockle 

stocks have suffered from atypical mortality since around 2008 which typically causes 

mortality of cockles shortly after spawning and has had a profound impact on the population 

dynamics of the stock and the fishery as a consequence.  

Management in the context of atypical mortality  

In 2023, Cefas identified a disease which appears likely to be the cause of the atypical 

mortality, a novel form of martilia, relatives of which have been known to cause die-off in 

bivalve molluscs elsewhere. However, there is little evidence regarding management in the 

context of this disease or if it can be eradicated.  Evidence on which to base management 

decisions is routinely unavailable with regards to inshore fisheries and whilst a project was 

established later in the year to fully explore the cockle mortality in The Wash (the Coastal 

Health Project), outputs form this study will not be forthcoming until after several years of 

research.  

IFCAs often have to make decision in circumstances where the ‘best’ evidence provides little 

additional insight.  Knowing the effects of the disease, Eastern IFCA developed a revised 

approach to setting the Total Allowable Catch (TAC) for the 2023 cockle fishery which better 

reflected the new population dynamics as impacted by the disease.  The new TAC calculation 

reflects that, as a consequence of atypical mortality, smaller cockles (less than 14mm in width 

which was established as the size of an ‘adult cockle’ historically) recognising that many of 

these cockles perish due to atypical mortality immediately after spawning making larger 

cockles available.  The new calculation is intended to be a more effective balance, to better 

reflect what is available to the fishery and reduce the potential for excessive removal where 

the disease has caused additional mortality. 

Acknowledging the limited evidence on which to base a decision on the TAC calculation, the 

matter was the subject of dialogue with fishing industry (at the Wash Forum10 and during a 

written consultation) and Natural England. Through extensive consultation, the application of 

a pragmatic approach in the face of limited evidence is refined and enhanced by taking into 

account the extensive knowledge of those with experience in the fishery, to sense check and 

pressure test the proposal against common logic in the absence of scientific evidence. In this 

way, IFCAs are uniquely capable of making difficult decisions in the context of a paucity of 

information to achieve the best balance, meet our duties and adapt to continually changing 

circumstances in inshore fisheries.  

 

 

 
10 2023_06_14_Item_14_Appendix_3_Wash_Forum_Online_Version.pdf (eastern-ifca.gov.uk) 

https://www.eastern-ifca.gov.uk/wp-content/uploads/2023/06/2023_06_14_Item_14_Appendix_3_Wash_Forum_Online_Version.pdf
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Cockle growth evidence  

One consequence of atypical mortality is that the adult (>14mm width) proportion of the stock 

is often diminished at the time of the spring cockle stock surveys.  This was true of the 2023 

stock survey which identified approximately 3500 tonnes of adult cockles, a relatively small 

biomass in the context of historical stock data.   

The Wash MPA has many conservation objectives and targets, one such being that the 

biomass of adult cockles must not reduce below 3000 tonnes.  The effect being that adverse 

effect on the site could not be ruled out if a fishery with a TAC of more than 500 tonnes was 

opened. The proposed TAC for the fishery, according to the new TAC calculation, was more 

than 3000 tonnes (which is marginally above the average TAC); a 500 tonne fishery by 

comparison would have a profound impact on the viability of the fishery in 2023 and 

potentially in the longer term where business models could not recover from the impacts of 

such a poor fishery.   

However, it is also known that cockles grow in the period between the conclusion of the spring 

stock survey and the course of the fishery. In 2023, this was particularly relevant because a 

significant proportion were anticipated to have grown to the extent that the formed part of the 

‘adult’ population even prior to the fishery opening.  For this reason, the Authority was of the 

view that the conservation target would be met even after a fishery of circa 3000 tonnes and 

decided to gather evidence to determine if this was the case.  

Within a very short space of time, additional surveys were planned and carried out and 

considered carefully to consider the extent of growth since the spring survey.  The results 

concluded that growth was significant and more than enough to conclude that the removal of 

the full TAC (circa 3000 tonnes) would not reduce the adult proportion of the stock to below 

the conservation objective. The results were shared with Natural England, the relevant 

statutory nature conservation body providing advice on inshore MPAs, who agreed with the 

conclusions of the study.  

The management of the 2023 cockle fishery highlights the Authority’s ability to effectively 

manage fisheries in the context of limited evidence on which to base decisions, and its ability 

to rapidly gather evidence as required to enable fisheries which are sustainable, viable and 

which do not impact MPAs.    
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5. Risk Management Strategy 
Pages 35-41 of the 2023 – 2028 Business Plan outline the Risk Management Strategy of Eastern IFCA. The risk matrix sets out the 

magnitude of risks to Eastern IFCA from an organisational viewpoint, incorporating these amongst other reputational and financial risks.  

The matrix also sets out the likelihood of an identified risk occurring and identifies any mitigation which is in place or to be introduced. Risk 

is ranked on an arbitrary scale from 0 (low risk - coloured green) to 4 (high risk - coloured red). The average of the combined financial and 

reputational risk is taken and plotted on to the matrix below, the likelihood of that risk occurring is also plotted and mitigation action is noted. 

In most cases there are already many actions being undertaken as part of routine working practices to reduce the risks to the Eastern IFCA. 

In 2020 it was agreed that an update on managing risk would be a standard agenda item at full Authority meetings to ensure that members 

are fully sighted on progress and any developments and as such, quarterly updates are provided at Authority meetings. 

 
The four actions that can be applied are: 
 

Treat Take positive action to mitigate risk. 

Tolerate Acknowledge and actively monitor 
risk. 

Terminate Risk no longer considered to be 
material to Eastern IFCA business. 

Transfer Risk is out with Eastern IFCA’s 
ability to treat and is transferred to 
higher level. 

 
Risk matrix with worked example 
 
Risk A poses a financial threat (2) to the organisation and a reputation 
threat (1) generating a combined impact level of 1.5. The likelihood of 
the threat occurring is determined as 4. The resultant risk to Eastern 
IFCA is therefore plotted using the matrix and is identified as a risk that 
should be tolerated. 
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Risk 
Description 

Risk Action Mitigation (in 2023/24 update to 5-year business plan) Update during 2023-24 

Eastern IFCA 
fails to secure 
funding to 
replace assets 

 Tolerate • Current level of reserves provides sufficient funding to cover 
replacement of RV Three Counties 

• The open RHIB, FPV Seaspray, was procured using EMFF 
funding 

• Seek efficiencies and promote cost effectiveness. 

• Demonstrate value for money. 

• Advertise/promote Eastern IFCA output and effectiveness to 
funding authorities through regular engagement with Council 
leaders and Financial Directors. 

• Engage with partner agencies to identify alternative funding 
sources. 

• Explore asset sharing initiatives. 

• Agreement in place with funding authorities for capital funding 
contributions each year. Confirmed at the annual meeting with 
representatives of the Finance Directors on Friday 19th November 
2021. 

• Scheduled asset replacement taking into account expected 
lifespan of assets which is reviewed regularly to account for 
unexpected depreciation and alignment of capital funding 
contributions.  

• Assets managed and maintained to reduce the likelihood of early 
retirement or unexpected depreciation. 

• Alternative sources of funding sought where appropriate e.g. 
capital funding is available from Defra with indicative amounts 
nominally allocated to Eastern IFCA for a daughter RIB for the 
new build vessel and a ‘potting vessel’ to replace FPV John Allen 

The level of risk was 
maintained and managed 
throughout the reporting 
period. 
 
Whilst increased inflation had 
the potential to increase risk, 
reserves were considered 
sufficient to mitigate and, at the 
annual meeting with 
representatives of the Finance 
Directors on Wednesday 5 
October 2023, a 3% uplift on the 
asset replacement levy was 
agreed.   

Eastern IFCA 
fails to 

 Tolerate • Provide a leadership function.  

• Be proactive and identify issues early. 

The level of risk was 
maintained and managed 
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maintain 
relevance 
amongst 
partners 

• Engage with all partners routinely. 

• Operate transparently and utilise effective communications 
approaches. 

• Use Business Plan to prioritise and communicate outputs, 
Measure progress/deliver outputs 

• Represent community issues to, and support their 
engagement with, higher authorities 

• Recent revisions undertaken to the ARM project for the MCZ 
to address wider stakeholders concerns about engagement 

• Effective business planning process in place.  

• Leading role where appropriate e.g. Op Blake.  

• Proactive approach to raising issues with Defra (e.g. Bass 
management, proposals for effort management trial). 
Participation in Parliamentary Review 2019. 

throughout the reporting 
period. 
Effective business planning 
process remain in place. 
Leading role in national 
functions was maintained where 
appropriate e.g. CEO is one of 
two IFCA representatives on the 
IFCA/MMO Strategic Operations 
Group. It was also noted during 
the year that contribution to the 
development of FMPs would 
also likely contribute to 
mitigating this risk.  

Negative 
media 
comment 
 

 Treat • Actively and regularly engage with all partners including media 
outlets. 

• Review use of social media and web-based information noting 
its unavoidable use to misinterpret and spread misinformation. 

• Embed professional standards and practices. 

• Deliver change efficiently and effectively. 

• Promulgate successful outcomes 

• Assure recognition and understanding through clear and 
concise publications and effective promulgation of such as 
appropriate 

• Routine updating of news items on website.  

• Monitor media presence and engage where appropriate.  

• Targeted and meaningful dialogue with stakeholders which 
caters for intended audiences to reduce likelihood of 
misinterpretation or misrepresentation 

The level of risk was 
maintained and managed 
throughout the reporting 
period. 

The grading was increased to 
‘Treat’ to reflect the increased 
likelihood as per the 2023-28 
business plan, primarily related 
to the challenging stakeholder 
environment resulting from the 
replacement of the Wash 
Fishery Order 1992 from a vocal 
minority of stakeholders.   

 

The mitigation measures 
outlined in the same business 
plan were undertaken 
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throughout the year, including 
for example, targeted and 
meaningful dialogue with 
stakeholders via the Wash 
Forum held in 2023. 

 

Risk has remained high 
however and further mitigation is 
set out in the 2024-29 Business 
Plan to continue to address the 
associated risk.  

  

 

Degradation of 
Marine 
Protected 
Areas (MPA) 
due to fishing 
activity 

 Tolerate • Fishing activities authorised by Eastern IFCA are assessed 
per Habitats Regulations and MaCAA; management routinely 
includes mitigation to prevent adverse effects on MPA 
integrity. 

• Eastern IFCA is fully engaged in national fisheries/MPA 
project, prioritising management of highest risk fisheries in 
MPAs and implementing new management measures 

• Effective monitoring of fishing activity and enforcement of 
measures 

• Adaptive  approach to fisheries management – i.e. 
engagement with fishing and conservation interests in the 
development of management measures, and appropriate 
review of measures to respond to changing environmental and 
socio-economic factors 

• Ongoing, close liaison with Natural England regarding 
conservation matters  

• Review of management in accordance with Defra guidance 

The level of risk was 
maintained and managed 
throughout the reporting 
period. 
Whilst the overall risk-rating was 
maintained during the year, a 
key additional risk factor was 
identified in relation to 
completion of Habitat Regulation 
Assessments for all fisheries 
within the district in line with 
Government targets set out in 
the Environmental Improvement 
Plan 2023.  
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• Utilising I-VMS as a management tool by the Authority, >12m 
implementation expected underway. 

• Continue to progress research into the impact of fishing 
activities on MPA features to ensure the Authority has an up-
to-date evidence base to inform its management decisions.  

• MPA management has been a high priority since 2012 with 
substantial progress made. Current workstreams (e.g. Cromer 
Shoal MCZ, remaining ‘red risk’ sites and Closed Areas 
Byelaw 2021) are a high priority and are being progressed. 

Shellfish and 
fish stocks 
collapse 

 Treat • Annual stock assessments of bivalve stocks in The Wash 

• Annual review of the level of threat via the Strategic 
Assessment 

• Ability to allocate sufficient resources to monitoring and 
effective enforcement 

• Consultation with industry on possible management measures  

• Review of management measures in accordance with Defra 
guidance.  

• Develop stock conservation measures as required for crab, 
lobster and whelk fisheries through engagement with the FMP 
programme and fishing industry and continue support for 
industry led Fisheries Improvement Plan 

• SWEEP research into primary productivity levels within the 
Wash 

• Regular engagement with the industry to discuss specific 
matters 

• Continued research into the cockle and mussel mortality 
events 

• Whelk research is ongoing to identify level of risk posed and 
potential mitigation for sustainability concerns. 

• Introduce shrimp management measures 

The level of risk was 
maintained and managed 
throughout the reporting 
period. 

Key mitigation measures 
actioned during 2023/24 
including the continuation of 
annual stock assessments and 
monitoring programmes.  In 
particular, a review was 
undertaken of the crab and 
lobster byelaws inherited from 
the Eastern Sea Fisheries Joint 
Committee with the outcome 
due in the following financial 
year (2024/25).  

 

In addition additional evidence 
was provided by Cefas 
regarding the cause of atypical 
mortality in The Wash which has 
instigated additional research 
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• Annual surveys of Wash cockle and mussel stocks alongside 
innovative approach to management of the cockle fishery. 

• Consideration given to an engagement plan to educate and 
inform about small cockles, including engagement with 
processors for officers to better understand the market 
context.  

• General engagement with FMP programme 

programmes including via the 
Coastal Health Project which 
was established in the latter 
quarters of the financial year 
and will continue to deliver 
mitigation with respect to this 
risk throughout the 2024/25 
financial year.    

Failure to 
secure data 

 Tolerate • All computers are password protected. Individuals only have 
access to the server through their own computer. 

• Secure wireless internet 

• Remote back up of electronic files 

• Access to electronic files is restricted 

• Up to date virus software installed on all computers 

• Important documents secured in safes 

• ICT equipment and policies provided by public sector provider – 
including encrypted laptops/secure governmental email system 

• All Eastern IFCA personnel undergo DPA training 

• Electronic backup of all Eastern IFCA documents held by ICT 
provider offsite 

• Policies and processes developed to ensure data security and 
compliance with data protection legislation. 

 

The level of risk was 
maintained and managed 
throughout the reporting 
period. 
Policies and processes have 
been developed to ensure 
compliance with Data Protection 
and security which continued to 
be in place over the financial 
year. 

New Burdens 
Funding 
discontinued 

 
 

Tolerate • AIFCA engagement with Defra has led to an indicative three 
year settlement with ‘New Burdens’ funding continuing at the 
same level and additional funding of £150k for each IFCA to 
address three specific work-streams.  

• County Council Finance Directors representatives have been 
kept appraised of the situation and the potential for increased 
levies in the event that funding from Defra is discontinued.  

The level of risk was 
maintained and managed 
throughout the reporting 
period. 

The mitigation was actioned 
throughout the financial year.  
Work-stream specific funding 
was secured for the financial 
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year and evidence gathered on 
its use in accordance with the 
conditions of the funding.   

The Wash 
Fishery Order 
1992 is not 
replaced in 
time when it 
expires in 
January 2023 

 Treat • Early decision taken to replace the WFO 1992 with a byelaw 

• Engagement with industry to address concerns about the use 
of a Byelaw 

• Engagement with industry to develop policies that will sit 
under the Byelaw 

• Byelaw has been ‘made’ by the Authority (Sept 2021) and 
submitted for QA to MMO and Defra legal teams. 

• Dialogue maintained with Defra teams about short-term 
solutions for the replacement Several Order.  

The level of risk was 
maintained and managed 
throughout the reporting 
period. 
The key mitigation, being 
dialogue with the MMO and 
Defra regards submission of the 
Byelaw to the SoS, continued 
throughout the period.  He 
formal QA process led by MMO 
took longer than expected 
during the year although this did 
not change the risk rating.   
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6. Resources, Expenditure, Renumeration, Staffing & Organisational 
Carbon Footprint: 

 

6.1 Resources 

The following resources belonged to Eastern IFCA on the 31 March 2024. 

Vessel name  
MCA Work Boat 

Code  
Length  Commissioned  Purchase  cost   

FPV Sebastian 
Terelinck  

Cat. 2 (60 nm 
offshore)  

11.5m  2015   £415,188  

RV Three Counties  Cat. 2 (60 nm 
offshore)  

18m  2002    £914,560  

FPV Sea Spray   Cat. 4 (up to 20 
miles to sea)  

6m  2018    £50,546  

FPV Sea Spray – 
additional 
equipment   

n/a  n/a 2018 £8,592 

 
Vehicle purchase costs are provided as an indication of the replacement cost 

acknowledging that these are likely to be underestimates of such when inflation is taken 

into account.  

 

Description  Purchased  Purchase cost  

Side-scan Sonar 2013 £53,815 

Imaging Software 2013 £13,343 

Aris Sonar Camera 2013 £90,000 

ROV 1 2021 £8,436 

ROV 2 2021 £7,482 

Sonde (Xylem) 2018 £11,753 

Mini Hammond Grab 2005 £5,000 

Day Gran 2002 £3,000 

£D Camera Array 2023 £2,500 

6 Marker Buoys 2023 £8,000 

Sonde Buoy 2015 £3,000 

 

Vehicle details 
Entered 
service 

Replacement 
date 

Purchase cost 

Ford Tourneo bus 2016 2022 £16,851 

Hyundai Tucson 2021 2026 £18,753 

Hyundai Tucson 2021 2026 £18,753 

Hyundai Tucson 2021 2026 £18,753 

Hyundai Tucson 2022 2027 £18,753 

Skoda Yeti 2.0 TDi 2017 2024 £13,909 

Skoda Fabia 2017 2024 £10,215 

Skoda Karoq 2020 2027 £21,967 

Isuzu D-Max Eiger 2015 2022 £17,978 

Hyundai Kona 2023 2028 £35,491 
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In addition to the assets identified above, the Authority leases an office in King’s Lynn, 

moorings at Sutton Bridge for its vessels and a storage facility (close to the offices) in King’s 

Lynn. Vessels are also located at Wells next the Sea (Seaspray) and Lowestoft (Sebastian 

Terelinck).  

6.2 Income and Expenditure  

As a consequence of the retirement of the Head of Finance during Q1 of 2023/24, significant 

changes were made to the financial management processes, with professional support to the 

CEO as Responsible Financial Officer (RFO) being out-sourced to a local firm of accountants.    

 

As the first report under the new arrangement, the process can be described as being ‘under 

development’ and it is likely that lessons learned during the process have, and may continue 

to, result in some revisions to process and to accounting methodology.  

 

The Authority had an operational budget of £1,751,845 for 2023/24 which included Defra core 

funding, levies on funding Authorities (Lincolnshire, Norfolk and Suffolk County Councils) and 

Defra workstream specific funding (to delivery of Fisheries Management Plans, sustainable 

development and MPA management workstreams beyond the ‘main duties’ set out in the 

Marine and Coastal Access Act 2009), and estimated income from other sources (including 

permit fees).  Levies were subject to a 3% inflationary increase as a consequence of 

discussion with the financial directors in 2022/23. Income was also generated in year via 

project grants (funding relating to the delivery of ARM in the Cromer Shoal MCZ), interest 

and via a levy to the funding Authorities for assets replacement which contributed to reserves. 

The total income generated in 2023/24 was £2,249,785 (including that allocated directly for 

reserves).  

  

Expenditure for 2023/24 was £2,385,794 which included significant assets expenditure 

relating to the replacement of RV Three Counties (£692,986). Expenditure was therefore in 

surplus of the income by £136,009 (6% of income).  Key budgetary variances11 were as 

follows:  

• Underspend on salaries compared to budget of £300,159 primarily due to holding 

vacancies 

• Overspend on general expenditure of £39,057 compared to budget primarily as a 

consequence of increased costs due to inflation   

•  Asset purchase of £692,986 which, was offset in real terms by allocation from reserves 

• Re-introduction of fees associated with access to Wash cockle and mussel fisheries not 

being realised during the financial year (as a consequence of the associated bylaw not 

having been confirmed) reducing income by circa £60,500.   

 

In summary, whilst expenditure during 2023/24 exceeded income, this included the cost 

associated with asset purchases made during the year (including stage payments for the 

 
11 Variances are based on expenditure per Action Item 8 of the Finance and HR Sub-committee meeting of 8 May 2024 
(Statement of Accounts) compared to budgets described in Action Item 9 of the 54th Authority meeting.   
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replacement of RV Three Counties) which was accounted for in reserves and so operational 

expenditure was well within budgets overall despite inflationary increases.   

 

Reserves were utilised and added to during 2023/24 with the amount held therein set out in 

the table below.  

Reserve name  Amount held within reserve @ 31 March 2024  

IT Fund 10,000 

FAP Fund 22,500 

Legal and Enforcement Fund 75,000 

Office Improvement Fund 10,000 

Operational Fund 250,000 

Science Fund 62,251 

Vehicle Renewals 60,000 

Vessel Replacement Fund 1,287,553 

Wash Fishery Order Fund 85,429 

IVMS Fund - 

Environmental Grants 18,292 

TOTAL 1,881,025 

 

6.3 Remuneration of the Chair, Vice Chair and Chief Executive Officer 2023-2024  

The Chair and Vice Chair of the Authority were not remunerated directly by the Authority for 
their work conducted on behalf of the Authority during 2023-2024. Remuneration of the Chief 
Executive for the year 2023/24 was in the band £80,000 to 85,000. Travel, accommodation, 
and subsistence were reimbursed in accordance with the Authority’s policies.  
  

6.4 Staffing  

Significant turn-over was experienced during 2023/24 which ultimately provided opportunity 
for a trial restructure during Q4.  The changes in staffing reflect recruitment to posts vacated 
which were also the subject of revision during the restructure trial.  This includes in relation 
to the Senior MSO post (which changed from Senior MSO (Environment) to Senior MSO 
(Policy and Projects) and the Executive post which changed from Head of Finance and HR 
to Assistant Chief Officer as a consequence of the trial restructure.  In addition, the Senior 
IFCO post vacated during 2023/24 will not be replaced per the restructure trial.  The outcome 
of the trial will be reported in the 2024/25 Annual Report as it is due to conclude in Q2 of 
2024/25.   
 
Changes in staffing during 2023/24:  

• 3 Grade 5 MSO left their post and were subsequently recruited to   
• 1 Senior MSO left their post and was subsequently recruited to 
• 1 Grade 5 Project officer was recruited (following a vacancy in 2022/23) 
• 1 Executive left their post and was subsequently recruited to 
• 1 Senior IFCO left their post 
• 1 promotion from Grade 5 Project officer to Grade 6 Project officer 
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Outstanding vacancies as at 31st March 2024  
• 1 Marine Science Officer post  
• (1 Senior IFCO pending outcome of restructure review)  

 

6.5 Organisational carbon footprint 

As a local government organisation with environmental protection and promotion as a core 

function, the Authority is committed to providing information on its environmental 

performance. In 2008-2009 the Authority’s predecessor conducted a baseline environmental 

audit and identified its carbon footprint. The results of that baseline assessment are 

compared to the Authority’s subsequent years of operation below. 

 

Estimated carbon footprint for the Authority in 2022-2023 compared against a 
baseline of 2008-2009  

Source  2008-2009  2019-20 2020-21 2021-22 2022-23 2023-24 

Owned road 
vehicles  

24.40 
tCO2e  

18.00 
tCO2e 

20.7 
tCO2e 

19.16 
tCO2e 

18.8 
tCO2e 

28.81 
tCO2e 

 

 

 

Owned ships  
197.07 
tCO2e  

34.00 
tCO2e  

32.8 
tCO2e 

27.8 
tCO2e 

30.5 
tCO2e 

70.02 
tCO2e 

 

 

 

 

Electricity  
22.59 
tCO2e  

14 
tCO2e 

9.8 
tCO2e 

 8.90 
tCO2e 

11.4 
tCO2e 

7.03 
tCO2e 

 

 

 

 

Train travel  -  
0 

tCO2e 
0.02 

tCO2e 
0 

tCO2e 
0.03 

tCO2e 
0.016 
tCO2e 

 

 

 

 

Flights  -  - -  -  - - 

 

 

 
 

Total  
244.71 
tCO2e  

66.5 
tCO2e 

63.32 
tCO2e 

55.86 
tCO2e 

60.73 
tCO2e 

105.87 
tCO2e 

 

 

 

 

Carbon footprints were estimated using three of sources including International Carbon Bank and  

Exchange12 (vessel and vehicle usage), Zero and Zen13 (Train travel) and SSE14 (electricity usage) . 

 
12 Welcome to the International Carbon Bank & Exchange (icbe.com) 
13 Living A More Eco Friendly & Sustainable Lifestyle | Zero & Zen (zerozen.co.uk) 
14 We power change | SSE 

https://www.icbe.com/0.asp
https://www.zerozen.co.uk/
https://www.sse.com/
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APPENDIX 1 – SUCCESS INDICATORS 
 

Success Indicator  Progress 

Success Criterion 1: IFCAs are recognised and heard, balancing the economic needs of the fishery whilst working in partnership 
and engaging with stakeholders 

SC1A: The IFCA will maintain a database of 
stakeholder contacts that will have been 
reviewed and updated by 31st March each year. 

Ongoing Stakeholder databases which are reviewed on an ad hoc basis throughout 
the year. Privacy policies are in effect and reviews of existing data to 
remain compliant with General Data Protection Regulations is ongoing. All 
staff undertake training on data protection and cyber security. 

SC1B: The IFCA will have completed a review 
of its communication strategy and 
implementation plan by 31st March each year. 

Complete A Communication and Engagement report appended to this report 
(Appendix 4) and the strategy is included in the 5-year business Plan. 

SC1C: The IFCA will have reviewed its website 
by the last working day of each month. 

 

Complete ‘News’ Section of the website is regularly updated. Eastern IFCA news and 
information from partner organisations posted in the news area by request.  

SC1D: The IFCA will have reviewed its website 
and ensured it meets the objectives of its 
communication strategy, by 31st March each 
year. 

Ongoing The website is under continual review and development.  

SC1E: The IFCA will have reviewed all of its 
Memoranda of Understanding (MoU) by 31st 
March each year. There will be a clear plan in 
place to update MoUs where necessary, to an 
agreed timescale. 

Not 
Complete 

As was the case during the last reporting period, no comprehensive review 
of established MoUs has been undertaken this financial year, but 
collaborative working arrangements are working well, and arrangements 
are subject to continuous review throughout the year as part of normal 
organisational planning. Annual reviews of all MoU are considered 
unnecessary, and they are reviewed on an ‘as required’ basis.    

SC1F: By 31st March each year, the IFCA will 
have participated appropriately, proportionately 
and at the right level of delegation, in regional 

Complete Eastern IFCA has continued to contribute to regionally and nationally 
fishery and conservation management including through the following:  

• The CEO is the chair of the Chief Officers Group and attends the 
Strategic Operations Group (along with Defra, MMO), contributing 
to national workstreams  
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and national fisheries and conservation activity 
identified in the annual plan. 

• The DCO is chair of the National Inshore Marine Enforcement 
Group (MMO, EA, Devolved states) 

• The Senior MSO (research) attends Technical Advisory Groups 
held between all ten IFCAs 

• The Senior IFCO (Compliance) attends regional enforcement 
meetings with a number of partners (including the Border Force, 
Police, Environment Agency and MMO) and Tactical Coordination 
Group Meetings with Neighbouring IFCAs contributing to national 
and regional workstreams  

 

 

Success Criterion 2: IFCAs implement a fair, effective and proportionate enforcement regime 

SC2A: The IFCA will ensure its enforcement 
risk register and strategy are published and 
available on its website from the 1st April each 
year. 

Complete Eastern IFCA’s ‘Enforcement Policy’ and ‘Regulation and Compliance 
Strategy’, which cover the organisational approach to risk, compliance, and 
enforcement respectively, are published on the Eastern IFCA website. 
These are not updated annually but are reviewed when necessary. 
 
A compliance risk register is completed annually but not published online.   

SC2B: The IFCA will demonstrate in its Annual 
Report how it has worked with other regulators 
to achieve consistent quality, application, and 
enforcement of management measures. 

Complete Eastern IFCA coordinates activities in collaboration with partner agencies 
and the MMO through joint TCGs, and continues to strengthen 
collaboration with Border Force, Environment agency and the Police force 
through joint meetings and targeted operations/joint patrols. 
 
In addition, Eastern IFCA develops byelaws in accordance with Defra 
guidance and via quality assurance provided by the MMO.  

SC2C: The IFCA will compile records of 
enforcement activity in a standard format; 
provide them to the National Inshore Marine 
Enforcement Group (NIMEG) and publish them 
on its website.   

Complete Shore-based and seaborne patrol reporting is established and reported to 
NIMEG in agreed format. 
 
Outputs are published within the Annual Report (Appendix 3). 
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SC2D: The IFCA will adopt the national Code 
of Conduct for IFCOs, which will be reviewed 
annually and published on its website by 1st 
April. 

Complete IFCOs adopted national code of conducts and policies published by 
NIMEG. 

SC2E: The Code of Conduct for IFCOs is 
reflected in work objectives and annual 
appraisals for all Warranted Officers. 

Complete Annual IFCO Objectives and personal development plans incorporate 
national code of conducts and NIMEG derived policies.  

 

SC2F: Warranted Officers attain accreditation.  
All undertake Continuing Professional 
Development. 

Ongoing Accreditation scheme not fully established due to delays surrounding role 
changes. New employees (IFCOs) attended accredited training courses, 
subject to course availability. 

  



 

54 

54 | P a g e  

 

Success Criterion 3: IFCAs use evidence based and appropriate measures to manage the sustainable exploitation of sea 
fisheries resources and deliver marine environmental protection within their districts 

SC3A: The IFCA will record site-specific 
management considerations for Marine 
Protected Areas and report progress to the 
Authority. 

Complete Site-specific Marine Protected Area fisheries assessments are undertaken 
to inform management decisions and which are reported at all full Authority 
meetings.  

SC3B: The IFCA will publish data analysis and 
evidence supporting new management 
measures, on its website. 

Complete Scientific reports detailing Eastern IFCA research activities are published 
on the website. These include stock assessment reports from the annual 
WFO cockle and mussel surveys, crab and lobster stock assessments and 
results from habitat mapping surveys. In addition, all Regulatory Impact 
Assessments and stakeholder consultation outcome documents are 
published in the Authority’s website.   

SC3C: Management information (e.g. sampling 
and/or survey results) will be collected 
periodically after new management measures 
have been implemented, to demonstrate the 
extent of effectiveness of the intervention. 

Ongoing In addition to supporting forthcoming management decisions, the annual 
cockle and mussel surveys demonstrate the effectiveness of previous 
management. Moreover, where regulatory management has been 
implemented, measures are subject to periodic review in line with the 
provisions of the associated byelaw.  
 
Shrimp and Whelk stocks are monitoring continuously and on a monthly 
basis to determine the effectiveness of measures and inform on whether 
further interventions are required.  
 
Eastern IFCA works alongside Natural England to gather information 
relevant to other management interventions (such as closed areas).   

SC3D: The IFCA will have developed a range 
of criteria-based management options that are 
explained to stakeholders through the IFCA 
website and reviewed by 31st March each year. 

Complete Eastern IFCA undertakes an annual assessment of fisheries within the 
district to determine where management measures may be required. The 
Annual Strategic Assessment is published on the website each year in 
conjunction with the Business Plan.  

SC3E: New IFCA management measures 
selected for development and implementation 
are delivered within agreed timescales. 

Ongoing The Wash Cockle and Mussel Byelaw 2021 and Closed Areas Byelaw 
2021 are yet to come into force and are delayed as a result of elongated 
byelaw making processes, significant resource allocation to stakeholder 
engagement on the measures and resource availability.   
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SC3F: The IFCA will include shared agreed 
objectives and actions from Fisheries 
Management Plans in its own Annual Plan, 
which will be published by 31st March each 
year. 

Complete Eastern IFCA undertakes an annual assessment of fisheries within the 
district to determine where management measures may be required. The 
Annual Strategic Assessment is published on the website each year in 
conjunction with the Business Plan. This considers any relevant 
contextual issues, including changes in the national legislative and policy 
landscape which would affect our priorities and annual planning.  

SC3G: Progress made in relevant Fisheries 
Management Plan areas, including Maximum 
Sustainable Yield commitments, will be noted 
in the IFCA’s Annual Report. 

Complete This work is covered in the ‘business-as-usual’ section of the annual 
report for key species such as mussels, whelks, crab and lobster.   

Success Criterion 4:  IFCAs have appropriate governance in place and staff are trained and professional. 

SC4A: The IFCA will publish a Plan on its 
website by 31st March, setting out the main 
objectives and priorities for the next financial 
year. A copy will be sent to the Secretary of 
State. 

Complete All previous annual plans/business plans have been published on the 
Eastern IFCA website and provided to Defra within the agreed timescales. 

SC4B: After the end of each financial year, the 
IFCA will publish a Report on its website 
describing its activities, performance, and a 
summary of audited financial information in that 
year, by 30th November. A copy will be sent to 
the Secretary of State. 

Complete This information is provided in the annual report. All previous annual 
reports are available on the Eastern IFCA website. 

SC4C: IFCA staff will have annual performance 
management plans in place. Annual appraisals 
for all staff will have been completed by 31st 
May. 

Complete Staff appraisals are carried out every six months as part of continuous 
supervisory processes and professional development plans.   
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Success Criterion 5: IFCAs make the best use of evidence to deliver their objectives 

SC5A: The IFCA will demonstrate progress that 
has been made towards identifying its evidence 
needs by publishing a research plan each year. 

 

Complete The Eastern-IFCA 5-Year Business Plan and an annual Strategic 
Assessment, which prioritises the highest risk elements of all the fisheries 
in the district, including fisheries sustainability, viability and environmental 
impacts, is presented with updates at quarterly Authority meetings to 
record progress with specific work streams. The business plan 
incorporates research objectives identified in the strategic assessment to 
ensure that priorities and workstreams are aligned. 

SC5B: The IFCA will publish a research report 
annually that demonstrates how evidence has 
supported decision making. 

Complete Scientific reports that support our decision making are published on the 
website throughout the year.  

SC5C: The IFCA’s contribution to TAG and 
progress that has made towards national 
evidence needs programme will be recorded in 
the IFCA’s Annual Report. 

Complete Eastern IFCA has continued to contribute to TAG during the reporting 
period.  

  

SC4D: An efficient secretariat of IFCA staff 
support IFCA Authority meetings which are 
held quarterly and are quorate. Meeting 
documentation will meet Standing Orders. 

Complete Eastern IFCA Meetings and Sub-Committee meetings effectively recorded 
in minutes. All meetings in 2023/24 were quorate and minutes are 
published online once confirmed as per Standing Orders. 

SC4E: The IFCA will have demonstrated, in its 
Annual Report, how marine, land and water 
management mechanisms in the Inshore 
Fisheries & Conservation District have worked 
responsively and effectively together. 

Ongoing  Eastern IFCA utilises relationships on land and water management 
mechanisms on an ad hoc basis to deliver its duties.  
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APPENDIX 2 – WAYS OF WORKING 
This section considers the Memorandum of Agreements (MoAs), Memorandum of 

Understanding (MoU), Partnership Agreement (PA), Informal Agreements (IA), Agreement in 

Principle (AIP), Service level Agreements (SLA), Information Sharing Agreements (ISAs), 

contracts (C) and directorships (D) which are currently in place. These documents set out 

agreed ways of working for the Authority to provide clarity for individuals and organisations 

on their respective roles and responsibilities.   

 

Ways of working and collaborative arrangements are well established however, many historic 

arrangement are in need of. Review of all associated documents were planned for 2023/24 

however, competing demands precluded undertaking the review which will be completed in 

2024/25.   

 

Document 
Signatory 

Organisations 
Purpose 

MoU 
Eastern IFCA and 

Norfolk Constabulary 

Defines the terms for sharing resources 

and in particular the use of Eastern IFCAs 

RIB Sea Spray by Norfolk Constabulary’s 

Marine Protection team.  

*entered into in 2022  

MoU Marine Management 

Organisation and 

IFCAs 

Defines roles and responsibilities and ways 

of working. 

MoU Kent and Essex IFCA  Defines roles and responsibilities in relation 

to the Stour and Orwell European Marine 

Site and the Outer Thames Estuaries 

Special Protected Area. 

MoU North Eastern IFCA  Defines roles and responsibilities in relation 

to the Humber European Marine Site. 

MoU The Shrimp Producers 

Organisation Limited 

(SPOL) 

To support the MSC accreditation of the 

Brown Shrimp Fishery in The Wash, with 

commitment to data sharing, monitoring 

and inspections. 

MoA Wash and North 

Norfolk Marine 

Partnership  

Employment of The Wash and North 

Norfolk Marine Partnership Project 

coordinator by Eastern IFCA. 

DSA The Marine 

Management 

Organisation 

Data sharing agreement to establish criteria 

and conditions for the cross organisational 

sharing of management relevant fisheries 

data to aid efficiency. 
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APPENDIX 3 - ENFORCEMENT REPORTING 
Overview 

Enforcement planning and actions are risk-based and intelligence led. They are also 

informed by organisational priorities as set out in Part 3 of this report. Reporting against the 

targets for 2023-24 is set out in the tables below.  

 

 

Seaborne Compliance Activity 

 

Objective Target 
Quantity 

Quantity achieved Comment 

Sea Patrol Days 50 (primary 
Enforcement)  

40 (secondary 
enforcement)   

57 (primary 
enforcement)  

71 (secondary 
enforcement)  

128 

A total of 128 seaborne patrol days were 
achieved, with 57 of these having 
enforcement as a primary purpose.  

 

Monitor EMS closed 
areas 

All visited 
within year on 
a risk-based 
approach  

30 of 36 areas 
visited during sea 
patrols across 128 
visits 

31 of 36 areas 
visited including 
shore patrols 

EMS monitoring is undertaken alongside 
other activities during shore and vessel 
patrols. 

 

Shore Based Compliance Activity  

Objective Target 
Quantity 

Quantity  

achieved  

Comment 

Port visits  1 per 
month per 
port (min) 

Primary ports 91% 
of target  

 

All Ports 66% of 
target  

1215 separate port or beach visits were 
undertaken on a risk-based approach. 
Primary ports are locations where 
commercial fishing activity is undertaken 
however some are very small with only one 
F/V operating from them.  Operating 
following a risk-based approach means they 
may not all be visited monthly. 

Monitoring EMS closed 
areas 

1 per 
month 
(min) 

Average 18.3 EMS 
areas monitored 
during shore 
patrols per month  

Some EMS sites are not in areas patrolled 
on a monthly basis such as the North 
Norfolk Coast and as such are not 
visited/patrolled. The majority of sites within 
The Wash and inshore along the North 
Norfolk Coast are visited monthly.  

 

IFCOs to engage with 
the owner/skipper of all 
vessels which have 
recently entered the 
district 

100%   100% All ‘new’ vessels inspected, and skippers / 
owners engaged to ensure an 
understanding of Eastern IFCA byelaws.  
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Partnership Working  

Objective Target 
Quantity 

Quantity achieved Comment 

Attendance at MMO 
Area TCG meeting 

100% 100%                                    Senior IFCO Compliance attends MMO TCG 
when available. 

Joint 
patrols/inspections/ 
operations with the 
Marine 
Management 
Organisation 

24 (min) 7 joint patrol days 

28 port visits 

4 premises 
inspections  

2 landings 

3 catch/gear 
inspections 

 

Increased MMO staffing levels have enabled 
increased joint patrols. 
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APPENDIX 4 – REPORTING ON THE COMMUNICATION AND 
ENGAGEMENT PLAN. 
 

Overview of activity 

Eastern IFCA utilises strong ties with stakeholders in all facets of its work. From the 

development of management measures to the assessment of fishing activities in Marine 

Protected Areas, the local knowledge and expertise of the community is sought wherever 

possible.  

 

The 2023/24 business plan set out the following three key objectives:  

• Transparency and clarity to build trust with stakeholders.  

• Educate stakeholders to aid compliance with management measures by improving an 

understanding of the importance of these measures.  

• Draw on the expertise and local knowledge of stakeholders to inform management 

decisions. 

 

During 2023/24, the following actions were undertaken pursuant of these objectives within 

the ‘key engagement areas’ also highlighted in the business plan:  

• A formal consultation was held with stakeholders in relation to the Cromer Shoal Chalk 

Beds Bealw 2023 and the Crab and Lobster Byelaw 2023.  The consultation was 

undertaken in accordance with Defra guidance to ensure transparency and build trust 

with stakeholders and included detailed outcome documents to show how everyone’s 

views were considered.  

• A stakeholder Group Meeting was held in February of 2024 pursuant of the delivery of 

Adaptive Risk Management (ARM) in the Cromer Shoal Chalk Beds Marine 

Conservation Zone.  The meeting informed the development of permit conditions to 

be issued under the Cromer Shoal Chalk Beds Byelaw by drawing on the knowledge 

and expertise of relevant stakeholders.  

• Experimental design of the Natural Disturbance Study (under the Cromer Shoal Chalk 

Beds ARM project), which included the size and location of voluntary closures required 

as control sites, were developed in consultation with stakeholders resulting in 

agreement from fishing industry to abide by the voluntary prohibition on fishing.   

• During Q4, the engagement strategy for delivering ARM was reviewed to ensure its 

effectiveness in delivering transparency and clarity and in gathering and utilising the 

experience and local knowledge of stakeholders.  

• The Wash Fisheries Sub-committee and Wash Appeals Sub-committee considered 

and decided on applications for eligibility for permits under the Wash Cockle and 

Mussel Byelaw 2021 which was undertaken in accordance with the relevant 

Constitution and Standing Orders to ensure transparency and accountability.  Outputs 

from the meeting were communicated to applicants in a clear and concise way to 

ensure understanding of the outcomes.  

• A Wash Forum was held with relevant fishery stakeholders to gather views and 

generate discussion on managing the fishery in the context of atypical mortality.   
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• The complexity of the 2023 Wash Cockle Fishery necessitated significant dialogue 

with industry, including with respect to managing the fishery in the context of atypical 

mortality and the risk that the fishery posed to the Wash MPAs this year.  

Communication was succinct and facilitated by in-person dialogue where possible to 

ensure understanding and aid compliance with the measures introduced.   

• The views of Authority members, and partiualry general members appointed by the 

MMO for their knowledge and experience of the local fisheries were gathered with 

respect to the consultation on draft FMPs to inform a response from the IFCA.  

• The Shrimp Permit Effort limitation scheme was a launched in full during 2023/24 

including through the establishing of the Shrimp Working group and a process for 

providing the information necessary to fishermen to understand fishing effort uptake 

and the risk associated with a potential closure due to excessive effort in the short and 

long-term via website updates.   

• Engagement with recreational Sea Anglers continued through the year including the 

issuing of ‘fish stickers’ to provide anglers with the information needed to be compliant 

with minimum conservation reference sizes and the provision of information on bass 

rules translated into a number of common non-English languages.   

 

Eastern IFCA undertook the Common Ground project in 2016 which utilised the novel 

‘community voce method’ to identify common ground and actions for the Authority to address 

the needs of stakeholders.  The outputs of the project have underpinned the Authority’s 

approach to communication and engagement since then.   

 

Progress against the associated actions from the 2023-28 Business Plan is set out below.  

 

CVM Engagement Plan Actions 

CVM - Engagement Plan Actions 

Action Progress 

Maintain and improve 
a professional and up-
to-date website. With 
regularly updated 
content (2 new news 
items per month) 

Whilst the website was updated regularly during 2023/24, the target of 
‘two news items per month’ was not met for the whole year.  Content 
generation is ordinary driven by outputs from workstreams (such as 
consultations and completion of reports) and exceeds ‘2 per months’ 
regularly throughout the year.   
 
Of particular note is the work undertaken to enhance the area of the 
website relating to the management of the Cromer Shoal Chalk Beds 
MCZ, which was updated to ensure it provides easy access to relevant 
information.  This work is continuing in 2024/25.   

Social media sites to 
be regularly updated; 
use social media posts 
in conjunction with 

Social media posts were routinely added in conjunction with website 
updates.  It became apparent during the 2022/23 financial year that 
social media posts from Eastern IFCA accounts were being shared 
and taken out of context having the effect of causing undue concern 
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website updates, to 
deliver key updates to 
the community 

amongst stakeholders and it was intended that its use would be 
reviewed during 2023/24 with a view to identify if the potential for such 
could be minimised.  However, as a consequence of staff turnover and 
other priorities taking precedent, the review was not completed..   

Engagement with key 
stakeholders around 
consultations 

Key stakeholders were engaged during consultations, including 
beyond the requirements set out in Defra guidance though direct 
engagement and in-person contact.  Of particular note was the use of 
the Cromer Shoal ARM Stakeholder group to consider permit condition 
proposals.  

Establish working 
groups on key 
fisheries issues  

The Shrimp Effort Limitation Scheme working group was established 
during 2023/24 to facilitate informed decision making on management 
of the fishery in the context of the effort limitation scheme.  

Maintain the 
stakeholder database 

The contact information for key stakeholders is continually updated 
throughout the year.  

Key engagement 
messages reflected in 
officer duties 

Key engagement messages were provided to all staff to facilitate 
dialogue in-person during patrols.  

Review outputs of 
CVM to inform and 
develop how the 
organisation engages 
and communicates 
with stakeholders 

The data generated from the Common Ground project has been 
retained to be referred to as required during the development of 
stakeholder engagement workstreams.  

Joint work with partner 
organisations 

Attendance at stakeholder events has been maintained during 2023/24 
including advisory group meetings under the Wash and North Norfolk 
Coast Marine Partnership, the Suffolk and Norfolk Coastal Forums, 
and steering groups for projects including in relation to Offshore Wind 
Farms.    

 

 


