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JSAM SOP

Introduction

1. The Joint Services Alpine Meet (JSAM) is a Joint Service alpine mountaineering and rock climbing expedition conducted annually in the European Alps.  It operates under the stewardship of the Single Service Mountaineering Club and Associations, (RNRMMC, AMA and RAFMA), referred to collectively as the Clubs), and under the guidance of the Joint Services Mountaineering Committee (JSMC).  

2. JSAM has been held for as many years as the Clubs have existed and has certainly been conducted annually since the 1980s.  During this time it has been run, as its name suggests, as a meet.  However it is always approved by the Services’ Directorates as Adventurous Training (AT) and as such should conform to the appropriate regulations
.  Since the 1990s, the Clubs and the JSMC have been increasingly aware of the duty of care aspect of running the expedition and have implemented varying degrees of control over the activities undertaken in order to promote good practice and ensure duty of care.  There are a wide range of perceptions within the Clubs about what JSAM is and how it should be conducted and this has led over the years to differing approaches to its organisation and command and control.   

Aim

3. The aim of this paper is to develop SOP, endorsed by the JSMC, in order to formalise the framework within which JSAM should be organised, and leaders should operate.

Status of JSAM

4. Each Club runs an annual programme of UK meets which is designed to allow members to climb with others and develop their skills and experience outside the rules of AT.  The programmes are approved as adventurous events along the lines of sporting events attracting duty status and varying degrees of Public Funding, mainly in the form of Duty Travel
.  However, despite its name, JSAM is not a "meet" and is approved by Directorates as an on-duty Adventurous Training Expedition.  As such its organisation is required to follow AT regulations and as a foreign expedition, Diplomatic Clearance (DipClear) from the relevant country is also required. 

Organisation

5. JSAM is conducted each summer in a specific region of the European Alps for a duration of 2 weeks.  It is led by each Service in rotation.  The overall leader (Meet Leader) is nominated by the lead Club.  The Meet Leader, in consultation with his Club, proposes a venue and dates for approval by the JSMC during the Autumn of the year before the event.  The other 2 Services nominate single-Service leaders (Club Leaders) who, together with the Meet Leader will be responsible for the management of JSAM
. 

6. The Meet Leader drafts a JS DCI for ratification by the Club Chairmen (through the JSMC).  The Meet Leader then forwards the DCI to his Single Service Directorate for publication by the turn of the year.  Detailed approval for the whole expedition, including DipClear, is to be requested using the JSATFA system, by Easter at the latest.  In order to reduce staffing effort, the previous year's DCI and JSATFA should be used as the framework and updated as required.  To this end, Meet Leaders are to forward an electronic copies of the DCI and JSATFA to the Secretary of the JSMC for use in subsequent years
. 

7. Individual applications are made to Club Leaders by the end of May using the format provided within the DCI
.  Following Club selection, a nominal role is to be forwarded to the Meet Leader by mid June to allow onward transmission to the controlling Directorate and relevant Embassy by the end of June.  All timings assume the expedition is conducted during late July.

Eligibility

8. All serving members of the Clubs, including reservists, may apply to attend.  Civilian members are not eligible, and it is not appropriate for attendees to bring family members.  JSAM is not suitable for novice mountaineers and the following minimum experience is required:

a. Leading multi-pitch rock routes at Very Difficult standard.

b. Scottish winter experience including basic crampons and ice axe skills.

c. Experience of multi-pitch abseiling.

Command and Control

9. The Meet Leader is responsible for all aspects of the organisation and command and control of the meet.  However, Club Leaders are responsible for discipline of their respective contingents and approval of the activities they undertake.  To ensure the correct level of supervision is maintained, it is suggested that each Club limit their numbers to a maximum of 30.

10. The Meet Leader should conduct an initial administration brief for all participants on the campsite at the start of the exped.  This will include all Health and Safety aspects as identified by the JSATFA risk assessment.  In addition, all attendees are required to participate in a day’s refresher training that includes glacier travel, crevasse rescue and alpine rope techniques.  Risks are to re-enforced at this time.  Individuals are not to be allowed to climb without this training.  

11. Those identified as alpine novices (see definition below) are to complete a week of formal alpine mountaineering training before being allowed to climb with their peers.  Club Leaders are to ensure that suitably qualified instructors are provided for this training element of the meet, including, where necessary, appropriate funding.  The use of civilian qualified Guides (IFMGA) is most appropriate for this training and is therefore strongly recommended.  The use of BAC Bavaria Instructors should also be investigated.

Approval of Activities
12. Weather and local snow conditions are highly variable in the Alps and play a major role in the selection and approval of activities during JSAM.  It would be inappropriate and potentially dangerous to provide a detailed plan of teams and routes prior to the expedition, and in order to ensure good alpine practice, route selection must take place on site taking account of all conditions. Party leaders should conduct a risk assessment of the activity or routes they plan to undertake.  This assessment should be completed and retained with the Route Approval Card.

13. Club Leaders are to assess the experience and therefore the capability of each of their participants through information on individuals' application forms.  All routes undertaken are to be approved by the Club Leaders using the Route Approval Card system prior to departure from the campsite.  Approval is to take into account:

a. Consideration of the full nature of the route(s) to be undertaken.

b. The constitution of the group.

c. The experience and, if appropriate the qualifications of the group leader.

d. Individual experience in relation to the objective.

e. Ambient weather and snow conditions. 

f. The group’s overall capability (navigation, evacuation, self-rescue, first aid etc).

The list is not exhaustive; the aim is for the Club Leader to make an overall assessment of the relevant experience of all on the rope against the backdrop of the route(s) selected and prevailing/forecast conditions.  Advice should be sought from the Meet Leader, other Club Leaders, experienced alpinists at the meet and qualified guides/BAC staff.

Experience and Qualifications

14. JSAM should be used to consolidate experience and all activities undertaken are to be within the capability of the groups/individuals concerned.  “Pushing of Grades” is not allowed unless the activity is conducted within a guided group, or by suitably experienced pairs who may progress sensibly through grades if conditions are acceptable.  Individuals are to be categorised as either alpine novice, alpine apprentice or experienced.  The following definitions and controls apply: 

a. Alpine Novice.  An alpine novice includes any individual who does not meet the criteria outlined below or have substantial experience in the Alps or Greater Ranges, their general experience would be confined to UK or areas without glaciers or permanent snow fields.  In order to qualify for JSAM, a novice should meet the criteria set out at para 8.  UKMLTB/Military qualifications do not substitute for lack of alpine experience.  Specifically UK qualified individuals without alpine experience, are alpine novices.  Alpine novices are to undertake a formal training course during the first week of the exped and thereafter are to confine themselves to groups led by qualified leaders 

b.
Alpine Apprentice.   An alpine apprentice is an individual who has completed at least one JSAM, including a formal training week, but who has yet to build up the CV necessary to be classed as experienced.  An alpine apprentice can only climb with an experienced and qualified alpinist at the grade accorded the leader’s experience (see table at end).

c.
Alpine Experienced.  To qualify as alpine experienced, an individual must have completed at least 20 alpine routes over a variety of terrain, including glaciers, rock, ice and mixed routes.  Routes must have been climbed in at least 2 different alpine regions and may well have involved multi-day trips with bivouacs or tents.  Experienced alpinists should be fully conversant with appropriate techniques for navigation, climbing and glacier travel, and be capable of assessing and planning routes in relation to their experience and that of their group.  Experienced individuals are either qualified or not qualified (see Table 1).  Unqualified but experienced individuals are allowed to climb with others of a similar ability at grades commensurate with their collective experience.  

d.
Qualified.   There are currently no NGB qualifications that specifically cover alpine climbing.  However, it is recognised that UKMLTB/Military qualifications do provide additional skills like group management and steep rock and ice climbing that may prove invaluable to the alpine climber and his group.  Qualifications are only required if alpinists intend to lead novice or apprentice groups. As with novices, UKMLTB/Military qualifications do not substitute for lack of alpine experience.  Specifically UK qualified individuals without the above experience, are alpine novices or apprentices.

d. Climbing Groups.  Climbing groups at JSAM will fall into 3 broad categories:

(1) Guided Groups.  Guided groups are groups under the leadership of a qualified guide.  The guide will take responsibility for route selection and approval, but will keep appropriate Club Leaders informed of activities.

(2) Led Groups.  Led groups comprise novices and apprentices under the leadership of a suitably qualified and experienced Group Leader (see below).  Led groups can be mixed-ability groups.  Their activities will be appropriate to the Group Leader's qualifications and experience and conditions and will need to be approved by a Club Leader.  

(3) Peer Groups.  Peer groups comprise experienced alpinists; these teams will not necessarily have a qualified leader and their activities should be confined to those commensurate with the minimum experience of the group.  Peer group activities are to be approved by a Club Leader,.  Peer groups will have a nominated person, responsible for management of the group whilst on the hill.

e. Group Leader.  Group Leader refers to a person taking overall, formal responsibility for others in a led group, most notably a group of mixed ability.  Group leaders must be experienced alpinists and suitably qualified.  Qualified individuals are allowed to lead routes consistent with their experience and qualifications and the conditions; Table 1 provides a guide.  The minimum qualification to lead is ML/JSMEL(S) at a ratio of 1:3 and leaders at this level are to be confined to a maximum grade of Alpine PD and to routes where there is no significant rock.  Where routes involve significant scrambling or rock climbing then a minimum of JSRCL is required in addition (this can be provided by another member of the group) and in such cases, ratios appropriate to the rock qualification are to be used.  Where routes involve significant climbing of snow and ice, additional qualifications appropriate to the route are required (WCL/WCI/MIC) and in all such cases, the leader must have substantial experience of that alpine grade and type of route.  Group leading is more than leading in the sense of lead climbing in a rock climbing mountaineering sense. 

15. Table 1 summarises the qualification and experience criteria.  It is for guidance only; Leaders will need to exercise judgement and all decisions should be based on the local conditions, nature of route, experience of team members and any other special circumstances that merit consideration.

	Category
	Experience1
	Qualifications1
	Activities2,3
	Leading3

	Alpine Novice
	Lead multi-pitch rock routes at V Diff.

Scottish winter experience including basic crampon & ice axe skills.

Multi-pitch abseiling experience.
	Nil
	Week 1.  Alpine mountaineering training course.  Activities under supervision of qualified guide.

Week 2.  Within a led group.  Activities appropriate to group ability and conditions.
	

	Alpine Apprentice


	Completed at least 1 JSAM including the initial alpine mountaineering week.
	Nil
	Within a led group.  Activities appropriate to group ability and conditions.
	

	Experienced Alpinist
	Minimum of 20 alpine routes of varying type in at least 2 different alpine regions. .  OR  Extensive experience in European Alps or Greater Ranges
	Nil
	Within a led or peer group.  Activities appropriate to group ability and conditions.
	Nominated leader of a peer group.

	Experienced & Qualified Alpinist
	As experienced alpinist.  However, to act as a Group leader, personnel would be expected to have substantial experience of the alpine grade and route type to be led.
	See Below
	Within a led or peer group.  Activities appropriate to group ability and conditions.
	Nominated leader of a peer group or a Group Leader within limits appropriate to quals and conditions.  Potential Group Leaders would be expected to demonstrate currency, experience and proven competence at grades to be led.

	
	Substantial experience of the alpine grade and route type to be led.
	JSMEL(S)
	
	F/PD Routes at ratio of 1:3.

	
	Substantial experience of the alpine grade and route type to be led.
	JSMEL(S) + JSRCL/AJSMEL (min)
	
	F/PD + Routes and Rock or Scramble Routes at ratio appropriate to rock qual.

	
	Substantial experience of the alpine grade and route type to be led.
	JSMEL(S) + JSRCL/JSWCL (as appropriate to route)
	
	AD routes and above.

	
	Substantial experience of the alpine grade and route type to be led.
	WCL/WCI/MIC
	
	Routes involving significant snow/ice climbing


Table 1 - Summary of Qualifications and Experience Levels

Notes:

1. Experience and Qualifications listed are minimum requirements.

2. No activities are to take place until one day of refresher training has taken place.

3. For guidance only. 
�   For the RN BR4024, Army ********, RAF AP3342.


�   This will vary across the Services.


�   Meet and Club Leaders must be experienced alpinists and should, ideally, have some previous knowledge of the selected area.


�   The aim is to develop a generic DIN and JSATFA that will require minimal updating each year.


�   The application form should include a short CV of climbing experience/log book extract to assist Club Leaders in assessing an individual's experience.





