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INTRODUCTION
RAFMA MD

1.
The RAFMA Management Document (MD) provides guidance as to how RAFMA is managed, by both referring to the Constitution at Reference A, and by detailing all aspects of the Executive Committee's (EC) work.  The MD is divided into the following sections:

a.
The Secretariat, encompassing the responsibilities of the Vice-Chairman, Secretary, Treasurer and Training and Development Officer (TDO).

b.
Activities, encompassing expeditions, the meets programmes, equipment procedures and the Indoor Climbing Competition. 

c.
Public Relations, encompassing Publicity, the RAFMA Website www.rafma.com, the Newsletter and the Annual Journal.

d.
Membership, encompassing the work of the Airmen's Representative.

2.
Both the MD and Reference A are reviewed annually by the EC and proposed amendments submitted to the AGM for approval.  The RAFMA year runs from 1 Sep to 31 Aug.

CONSTITUTION

3.
The RAFMA Constitution covers the following information:

a. The objectives of RAFMA.

b. Membership categories and the rights of each category.

c. Officials, including the President, Chairman and Honorary Members.

EC

4.
With the exception of the post of Chairman, which is appointed by the RAF Sports Board (RAF SB), the EC is elected by the membership; two months prior to the AGM the Secretary invites the membership to apply for EC posts and applications are presented and voted on at the AGM.  The current EC is detailed on the website and in the Newsletter with contact details.  The EC meets 3 times a year to manage, control and direct RAFMA finances and to plan future meets and expeditions. TORs are reviewed annually and are detailed at Annex A.

THE SECRETARIAT

THE VICE-CHAIRMAN

5.
The Vice Chairman is deputy to the Chairman and is responsible for coordinating the AGM with the Secretary, along with the annual dinner weekend. 

THE SECRETARY

6.
The Secretary is responsible for the general administration of RAFMA by arranging EC meetings (ECMs), obtaining authority from the RAF SB to hold ECMs, the AGM and the annual meets programme.  The Secretary is the RAFMA focal point for BMC associated membership, information on which can be found on the BMC web site (www.thebmc.co.uk ).  

TREASURER

7.
The Treasurer is responsible for the financial administration of RAFMA.  They should prepare the accounts for the annual audit and coordinates the production of the 5-year financial plan (grants from the RAF Sports lottery) and the Operating Costs submission.  With effect from 31 Aug 04 the routine running of the RAFMA accounts has been undertaken by the RAF SB accountant.

TDO

8.
The TDO promotes and develops the Association's Training and Development (TD) Strategy, by encouraging members wishing to acquire recognised mountaineering qualifications and by promoting the employment of safe practices.  They also act as an interface between RAFMA the BMC, as required,  the JSAT Scheme and the home nations’ mountain training boards. 

9.
Adventurous activities in the RAF require leaders and supervisors to hold recognised Service or civilian qualifications commensurate with the aims of the expedition.  The Association is to promote the acquisition of mountaineering and rock climbing qualifications and other mountain-related qualifications amongst its membership to enable it to have a core of people who are experienced, trained and qualified to promote best practice and lead expeditions.  In addition, RAFMA’s incremental and layered Meets and Expedition programme is to be used to develop the experience levels of its membership.  Accordingly, RAFMA is to strongly encourage its membership to maintain Log Books.  The TD strategy for developing RAFMA members’ Adventurous Training experience and qualifications is outlined below.

10.
The Joint Services definition of Adventurous Training is:

“ Challenging outdoor training for Service personnel in specified adventurous activities, involving controlled exposure to risk, to develop leadership, teamwork, physical fitness, moral and physical courage, among other personal attributes and skills vital to operational capability”.

A schematic of the RAFMA TD Strategy is at Annex B.  The Strategy aims to prepare RAFMA members for the challenges and responsibilities that mountaineering provides by the following means:

a.
Holding RAFMA Mountaineering Activities (Winter Week, Summer Week & JSAM).

b. Distributed training (DT) (para 11).

c.
Developing members’ mountaineering skills on RAFMA sponsored expeditions.  

d.
Encouraging safe and best practices in our sport (Use RAFMA qualified members)



d. The use of risk assessments (training in how to interpret and complete them for any mountain-related activity).

f.
Expedition Leaders Guide for running a Major Overseas Expedition (From AP 3342, AT Sect 10)

11.
The TDO is to provide training opportunities to members to broaden their knowledge, skills and opportunities in the mountain environment.  DT through the JSAT Scheme can provide proficiency standard awards for service personnel including RAFMA members.  DT should be adopted and would ensure and encourage best practice in all mountain-related activities and demonstrate an appropriate ‘duty of care’ amongst our membership.  Instructors are identified to run DT for the Winter Meet, Rock Week, the Joint Service Alpine Meet (JSAM) and RAFMA sponsored Expeditions (not including expeditions to the Greater Ranges).  

12.
The TDO has the following targets: 

a.
Winter Meet.   Train 4 members in WMP (JSMEL(W) 1:4 ratio required to run this training.

b.
Summer Week.   Train 6 members in RCP (JSRCI required to oversee training.  JSRCI with 2 JSRCLs to run this training.

c.
Expeditions.   RAFMA sponsored expeditions (not including the Greater Ranges); expedition activity ldrs, ie; JSMEL(S), JSMEL(W), JSRCI, JSWCI, to run DT (proficiency level for members not holding a JS qualification). To run a RAFMA expedition for novices through the JSAT Scheme, to gain a proficiency award in the appropriate activity.

d.
Admin Pack.  To produce an admin pack-up for instructors to run DT.

e.
JSAT.   Encourage members to attend JS courses for leader and instructor awards and, where possible, liase with JSMTC Training Officer to secure places.

f.
Logbooks.   Encourage members to keep and maintain logbooks of their mountain activities.

g.
Newsletter.  Produce articles for the RAFMA Newsletter quarterly.

h.
MIA/MIC.  Recommend to the Committee of a potential member who RAFMA will sponsor through the MIA and MIC Scheme.

ACTIVITIES

EXPEDITIONS

13.
The Expeditions Member is responsible for providing specialist advice regarding expedition proposals brought before the EC.  They are to chairs the Expedition Planning Sub-Committee and produces the Expedition Plan.

14.
RAFMA plans and conducts expeditions as part of its commitment to the personal development of its membership.  The Association recognises the importance of offering members the opportunity to develop their skills and knowledge in a wide range of different mountain environments and cultures.  RAFMA provides an Expedition Plan that complements its UK Meets Plan and which is structured to allow those members who wish to gain experience to do so in a sensible and coherent way.  RAFMA also plans and conducts expeditions on behalf of the Joint Service Mountaineering Committee (JSMC).  These expeditions recognise the development goals of servicemen and women from all 3 Services, as well as forming a part of the overall RAFMA Expedition Plan.  In all of its expedition planning and activity the Association recognises the importance of acting in a manner that is sensitive to mountain environments and cultures and therefore encourages all of its members to consider the impact of their activity upon the environment around them.  RAFMA is therefore committed to the principles and code of conduct outlined in the UIAA Expedition Code of Conduct.

15.
In order to demonstrate a longer-term commitment to a coherent structure of expedition planning, the Expedition Plan is written to cover a 10-year period.  To ensure transparency and to ensure that the Plan meets the aspirations of the Membership, the Expedition Member is to submit a copy of the 10-year plan at each AGM.  The Expedition Plan is included at Annex C.

16.
Participation in expeditions to difficult and challenging mountainous regions requires considerable experience and ability.  RAFMA recognises that to meet the aspirations of its membership, the Expedition Plan should have a structure so that it too forms part of the development plan of individual climbers, as well as complementing the comprehensive UK-based Meets Programme.  To this end the Plan offers a series of expeditions that vary in difficulty and objective and which act as a series of building blocks, with every level a goal in its own right.  A schematic, illustrating the relationships within the Plan is outlined at Annex D.

17.
The primary building-block of the expedition plan is JSAM, which is held annually in the European Alps.  An explanation of the aims and objectives of this expedition can be found below.  Any RAFMA Member who is able to demonstrate reasonable
 alpine experience is eligible to apply for and participate in minor expeditions.  In exceptional circumstances, individuals who demonstrate considerable mountaineering experience learnt in the UK may, with approval from the EC, be selected to participate in RAFMA Minor expeditions without alpine experience.  Minor expeditions are aimed at preparing members for RAFMA expeditions to the Greater Ranges, however they can also be treated as personal goals in their own right.  Two minor expeditions are held every 4-years, the first to an easily accessible Alpine Region.  Areas in Norway or North America are likely venues.  The second expedition will usually be held in a more remote area, but still offer Alpine style ascents.  Areas like South America or the outlying Himalayas are suitable venues.  The RAFMA Major expeditions are organised to take place 2 years before a Joint Service expedition.  They will take place in the Greater Ranges and they will be both a goal in their own right for the majority of RAFMA Members and aim to prepare RAF personnel for Joint Service Expeditions, both main and High Altitude Development Teams (HADTs).

18.
Expedition Leader.   The selection of RAFMA Expedition Leaders is undertaken by the EC.  Suitability will be dependent upon the objectives of the expedition, balanced against the mountaineering and service experience of the potential leader.  The formal appointment of an Expedition Leader will be made by the Chairman, in writing, and will be accompanied by a set of TORs.  An exemplar set of TORs can be found at Annex E.

19.
EC Expedition Member.   The EC Expedition Member is responsible for overseeing the expedition planning and providing advice to the EC on expedition matters.  Furthermore, the Expedition Member will play an active part in the planning, preparation, conduct and recovery of all RAFMA expeditions irrespective of his/her inclusion in the trip.  The Expedition Member will also provide continuity in the absence of the appointed Leader.

20.
Post Expedition Reports (PXR).   On completion of an expedition, a PXR is to be produced within 6 weeks of completion, which should be forwarded to HQ Air Cmd AT; a copy should also be loaded on the RAFMA Website. 

21.
JSAM.
JSAM is conducted annually, each Service club acting as the lead in alternate years.  Despite its title, JSAM is conducted wholly as an Expedition under JSAT rules.  The SOP provides a series of guidelines aimed at allowing individual members to meet their development goals within a framework of best alpine practice.  RAF Leaders of JSAM are appointed in accordance with para 6, with more importance placed on the appointment of a leader to oversee JSAM on behalf of all 3 Services. The RAFMA Expedition Plan states when the Association is to plan and conduct JSAM as the lead Service.

22.
Planning.  The process of mounting a RAFMA Expedition is lengthy and are not exempt the JSAT rules and procedures.  The EC Expedition Member will usually carry out initial scoping for a suitable objective or objectives.  Previous expedition reports, personal experiences or reference libraries such as the Alpine Club Library are all suitable sources.  Before detailed planning starts, an Expedition Leader is to be nominated.  The Expedition Leader and the Expedition Member should then present the outline plan to the EC at an ECM for approval.  EC approval allows the Leader to begin to plan the Expedition along JSAT guidelines.  A schematic outlining the expedition planning process is at Annex G.

23.
Expedition Risk Assessment.   RAFMA accepts that mountaineering is a high-risk activity and will take all steps possible to minimise risk.  In order to complement the JSATFA Risk Assessment, the Expedition Leader is to demonstrate to the EC that he has considered all the risks associated with the expedition, which should be presented to HQ Air Cmd AT for approval.  There is no fixed format for this presentation, however advice can be sought from the Expedition Member.  

24.
Daily Risk Assessments.  It is recognised by the Association that conditions on a mountain change frequently.  In order to build upon the Expedition Risk Assessment outlined above, rope leaders and individuals should carry out daily risk assessments.  A suggested daily risk assessment format is at Annex H.  Expedition Leaders are encouraged to amend this format to better suit the environment or objectives of their expedition.  Conditions may dictate that risk assessments are carried out more frequently than solely at the start of each day or route.  Moreover, individual members are reminded that one of the skills of a competent mountaineer is the ability to exercise mountaineering judgement.  The ongoing, informal risk assessment should play an important part in decision making by all RAFMA members.

25.
Objectives.   The objectives of RAFMA Expeditions should be considered in light of the expedition structure outlined above.  RAFMA expeditions can rarely call upon the resources or experiences required to mount a major expedition to an 8000m peak.  However, potential leaders are reminded that objectives should meet the essential criteria of preparing our members to represent the RAF on Joint Services expeditions.  Leaders will need to carefully balance gaining altitude experience with climbing new, difficult routes in challenging environments.  In general, Minor expeditions are likely to focus on alpine style climbing in accessible areas such as Canada and Norway or, occasionally, more remote areas like South America.  It is unlikely that the altitude will be greater than 6000m, but there may be scope for more technical ascents or complementary activities such as trekking or ski-mountaineering.  In contrast Major expeditions are likely to focus on a single objective in the Greater Ranges.  Altitude is likely to be in the range 6000-7500m and the routes chosen may be challenging in either length or difficulty.

26.
JS Expeditions.  Major Joint Service Expeditions take place every 4 years.  Leadership of the expeditions is shared by the 3 services, but is based upon merit and suitability of candidates and not Service.  The JSMC is responsible for the selection of Leaders and the approval of the mountaineering objectives.  Objectives are usually difficult ascents of 8000m mountains in the Greater Ranges.  It is incumbent upon RAFMA to help develop and prepare a pool of mountaineers to participate in these expeditions.

MEETS PROGRAMME

27.
The Meets Secretary is responsible for planning and organisation of monthly travel assisted meets within the UK and producing the meets list 12 months in advance of the meet.  The Meets Secretary provides a wide variety of locations, including a rock week that rotates around the major climbing areas.  Meet leaders are provided with the guidance notes at Annex I.

28.
UK based meets are organized under the auspices RAF sport iaw Queen’s Regulation 2484.  They do not constitute, nor are they subject to the regulations relating to, military AT.

29.
‘Climbing and mountaineering are activities with a danger of personal injury or death’, individuals should ‘be responsible for their own actions and involvement’. Taken from the BMC Participation Statement, these quotes reflect the ethos within which hill walking, climbing and mountaineering have developed in the British Isles.  Mountaineering clubs have always played a vital role in delivering this message, as new members are made aware of the sport’s ethos from more experienced members.

30.
All of us were novices at some point, and through a combination of personal experience and guidance from others, a novice becomes a competent climber or mountaineer. Clubs have always played an essential role in this process, and should continue to do so. However, before joining a club, new outdoor users may gain experience in a variety of ways, sometimes in situations where someone else is partly responsible for their safety.  Like a civilian club, RAFMA is not a provider of hill walking, mountaineering or climbing instruction, but many people join all types of amateur sports clubs wanting to learn, and clubs provide a framework for people to share their skills and learn from each other.  However, it’s important to state exactly what a club is providing, and to make clear that individuals have responsibility for themselves.  If a club member decides to organize a trip, it can be done in many different ways.  It could be on the basis that he or she is simply sharing his or her knowledge, and is in no way qualified or regarded by the club as an expert.  Any less-experienced members must be made aware that they are electing to take advice on this basis, and therefore have to make a decision as to whether to rely on it or not.

31.
Everyone has a ‘Duty of Care’ to not cause harm to others by their acts or omissions.  In situations where individuals of comparable experience climb or walk together (in a Club environment or otherwise), there is often no discernable ‘leader’, and therefore each will owe the other an equal Duty of Care, but nothing more.

32.
At times, individual members could find themselves providing informal advice, or more formal instruction, to those less experienced than themselves.  This could include introducing a newcomer to the sport, or taking a group to the mountains, and applies proportionally depending on the difference in experience.  In this situation, it is vital that the person(s) perceived to be ‘in charge’ and/or who has the highest level of experience, is aware of the greater level of Duty of Care that may be placed upon them.  Within this context, individuals have a duty to ensure that those in their care are aware of the hazards and risks that may arise.

33.
Put simply, the main question over suitability to lead is that the objective is within the capability of the leader, and the physical and mental capacity of the group. Therefore, if an incident occurred, the person perceived of as ‘in charge’ could expect to have to show that they had suitable and sufficient experience for the activity that was undertaken.

EQUIPMENT PROCEDURES

34.
The Equipment Member is responsible for the storage, maintenance and recovery of the RAFMA equipment store.  RAFMA holds a number of items in store available for use by its members taking part in major expeditions.  The equipment is the best available on the market and this is reflected in the purchase costs.  Consequently it must be maintained and cared for properly to maximise its useful life.  RAFMA members who wish to borrow equipment must submit a written request to the EC.  Equipment held by RAFMA is only for the use of RAFMA members.

35.
The Equipment Member will allocate equipment according to the following priorities:

a.
RAFMA organised expeditions.

b.
Expeditions organised by RAFMA members and open to all RAFMA members.

c.
Expedition organised by RAFMA members but open to selected RAFMA members only.

d.
RAFMA members participating in other expeditions.

36.
Applications should be made, in writing, to the RAFMA Equipment Member and are to be accompanied by a completed copy of the RAFMA Equipment Loan Application Form at Annex J.  Copies are available on the RAFMA website or from the RAFMA Equipment Member.  The following points are to be adhered to:  

a.
All equipment must be insured against damage, theft, loss, etc by the borrower.

b.
Any loss or damage must be reported to the Equipment Member, in writing, as soon as possible on completion of the expedition.  Details of any insurance claims being pursued or how costs are to be recovered should be included.

c.
All equipment must be inspected and signed for by the borrower.  Deficiencies and faults must be reported to the Equipment Member prior to the equipment being used.

d.
The person signing for the loan of team equipment remains responsible for all equipment.

INDOOR SPORTS CLIMBING COMPETITION

37.
RAFMA holds an annual indoor sports climbing competition, which precedes the annual Joint Service Climbing Competition.  Details of these events are at Annex K.(details to follow).

PUBLIC RELATIONS

PUBLICITY

38.
The Publicity Representative promotes RAFMA through advertising at station level, ensuring articles are included in relevant publications, maintaining the web site and collating historical records and material.  

NEWSLETTER

39.
The Newsletter Editor produces and distributes the quarterly newsletter.

JOURNAL

40.
The Journal Editor coordinates all aspects of the production of the Annual Journal.   The Journal is to contain approximately 20 pages of editorial and RAFMA members provide the articles.  Articles may be about private or official expeditions.  The Journal will also contain up to 20 pages of advertising to offset the production costs.  The Journal Editor is responsible for placing the publishing contract with the company that provides the best value for money.  

41.
The publisher will produce 1200 copies of the Journal and deliver them to the Editor, who is responsible for the distribution.  Each member of the Association is to receive a copy of the Journal and the remaining copies are to be sent to all RAF Units for distribution in Messes, Gymnasiums and Dental/Medical Centre waiting rooms.  Postage to civilian addresses will be paid for by the Editor and reimbursed by the Treasurer.  

42.
The deadline for article submissions is the 1 Sep in the year of publication.  The Editor should submit material to the publishers by 1 Oct and printing/distribution should take place by 1 Nov.  A cash prize of £50.00 will be awarded for the best article and for the best photograph.  These will be judged by the membership who may vote by post (to the editor) or in person at the AGM.  The final vote count will take place at the AGM and prizes will be presented at the Dinner.  A £50.00 prize will also be presented for the cover photograph; the Editor chooses the cover photograph.

MEMBERSHIP SERVICES

43.
The Membership Secretary is responsible for all aspects of membership.  Each new member receives the guide at Annex L. Airmen's representative is responsible for encouraging participation in RAFMA projects and activities.

SUMMARY

44.
The RAFMA MD provides guidance as to the operation of RAFMA.  It is a living document, subject to annual review, and as such is open to comment and amendment at any time.

M S A AINSWORTH

Wg Cdr

RAFMA Chairman

Annexes:

A.
EC TORs.B.


B. TD Strategy Schematic.

C.
10 Year Expedition Plan.

D.
Schematic for Expedition Planning.

E.
Expedition Leader's TORs.

F.
SOP for JSAM.

G.
Schematic for Expedition Planning.

H
Expedition Risk Assessment.

I.
Meet Leader's Guide.

J.
Equipment Application Form.

K
Climbing Competitions (to follow).

L.
New Member's Guide.


















































































� Reasonable experience is difficult to quantify.  Individual applicants need to be considered by the Expedition Leader in light of the objective, assessed risks and where appropriate pre-training should be identified.  Advice can be sought from the ECM or specialist staff within HQ Air Cmd AT.
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