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User Comments
The GEMS Scheme Manager would welcome any comments (in writing or e-mail) about the content and clarity of this guide.  The address for comments is:

The GEMS Scheme Manager

Level 6 Zone I

Main Building

Whitehall

LONDON SW1A 2HB

Civilian Telephone Number:  020 7218 4952

Military Telephone Number:  9621 84952

Internal e-Mail:  DBI-GEMS1
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Introduction and Overview
1. The GEMS Scheme was introduced in April 1996 as the single Defence-wide suggestion scheme and replaced all other technical and non-technical suggestion schemes.  The GEMS Scheme remains the only Defence suggestion scheme that is authorised to make payments in recognition of suggestions, ideas or innovations that are implemented or a firm decision has been made to implement, and which bring identifiable benefit to the Department.

2. This document is issued with the authority of the Director General Strategy and is to be used by those individuals and teams with the authority to evaluate suggestions submitted and accepted by the GEMS Scheme.
3. Any financial information that is provided in support of an evaluation will be used by Award Groups in accordance with; “JSP 462 Financial Management Policy Manual”
 in particular “Chapter 19 Regularity and Propriety in Public Expenditure” and “JSP 525 Corporate Governance and Risk Management”
.

4. The GEMS Scheme is not a substitute for reporting shortcomings in materiel, design or health & safety procedures (all of which should be reported through the normal administrative channels).

5. The GEMS Scheme is not the appropriate vehicle for rewarding good work.  Recognition of this type should be arranged through the special bonus scheme, minor awards scheme or annual reporting process.

6. GEMS awards are only made for accepted suggestions that are implemented or where the evaluator has provided evidence that a firm decision to implement, has been made and recorded in the planning cycle.  Awards are based on the value of savings identified
 or where savings cannot be quantified on a scale of benefit
 to the Department.

7. All suggestions are to be treated objectively and fairly at each stage of the GEMS Scheme process.
8. Management of the GEMS Scheme resides within the Director General Strategy’s Defence Business Improvement Division.  The GEMS Scheme Manager is the sole point of authority for changes to the GEMS Scheme.
Eligibility of Suggestors

9. The GEMS Scheme is open to the following staff:

· All Military and Civilian staff who are employed by the MOD,

· Ex-employees, who have previously been issued with a MOD Civilian Staff Number or Military Service Number, who submit their suggestion within 12 months of leaving the MOD, and

· Contractor and Agency staff, either directly employed by the MOD or working for a company contracted or sub-contracted by the MOD, whose normal place of duty is a MOD establishment (during the time they are employed in the contracted role).
Eligibility of Suggestions
10. Suggestion eligibility is broadly defined as “any original innovative idea, that improves the organisation, management or delivery of services by the MOD and/or Armed Forces”.  At least one of the following headings is to be clearly applicable to any suggestion accepted and processed through the scheme:

· Improving operational effectiveness,

· Raising quality,

· Improving the design, use or maintenance of equipment,

· Improving health and safety,

· Benefiting the environment (including Sustainable Procurement),

· Removing unnecessary bureaucracy, and

· Achieving greater efficiency or savings to the MOD.

11. Award Groups have the authority to reject suggestions prior to evaluation where:

· There is no definite suggestion,

· It can be proven that the suggestion is the subject of a current project, development, design work, testing prior to formal acceptance, or

· It has been identified that an identical or similar suggestion has previously been submitted and rewarded/recognised or evaluated, but not implemented
.

Care should be taken to ensure that suggestions are not rejected simply because they offer radical solutions.  In such cases an appropriate evaluation should be arranged before any decisions are made.

12. Submissions to the GEMS Scheme which are the result of a meeting, held to identify a solution to a known problem/issue or to generate suggestions, are not eligible under the GEMS Scheme.

13. Retrospective suggestions made more than 3 years after the date of implementation, or submitted after the 12 month reflection period will not qualify for an award.

14. Suggestions that are categorised as “wholly duty” for individuals (or teams) in “ideas” roles
 or where the suggestor has the ability to implement the suggestion without recourse to a higher authority or any other third party are not eligible under the GEMS Scheme.
Suggestion Procedure

1. The full procedure followed by Award Groups when processing suggestions can be found in the current version of the GEMS Scheme Instructions
.  All suggestions that have been forwarded for an evaluation would have been received by an Award Group on a GEMS Suggestion Form and in the case of team suggestions each additional team member would have provided a completed copy of the GEMS Team Member Details Form.  Evaluators should note that older suggestions may have been submitted on previous versions of the GEMS Suggestion Form, if you have any doubts or questions about the information supplied or require further information please contact the Award Group secretary who forwarded the suggestion for evaluation.
Privacy and Freedom of Information requests

2. Award Groups in the course of their duties deal with private details of staff and are trained to handle such information.  Where Award Group meeting notes/minutes, scheme information management reports and completed suggestion documents contain identifiable private details (staff number, name and postal address) and awards to be paid or paid where the suggestor(s) have indicated they wish to remain anonymous on the GEMS Suggestion Form, are to be marked and treated as “PROTECT – PERSONAL”
 in accordance with the Department’s issued guidance for handling information.
3. Award Groups and evaluators are asked to remember that departmental rules relating to the Freedom of Information Act apply to the GEMS Scheme.  It is therefore important to remember that anything you provide to the Award Group could be viewed by the suggestor(s).  Therefore, your discretion when deciding what and how to word your evaluation is appreciated.

The Role of the Evaluator

4. The role of the evaluator is to examine suggestions fairly, objectively, thoroughly and promptly.
5. As an evaluator you are fundamental to the success and continuation of the GEMS Scheme.  Without evaluators such as you providing objective assessments and the authority to implement suggestions the GEMS Scheme would not be able to operate.

6. If you have been asked to complete an evaluation it is because the Award Group secretary that contacted you, believes you are the authorised individual (or represent the authorised business unit) who can implement the suggestion.  Should this not be the case you should contact the Award Group secretary immediately.

7. If, due to the nature of your current post, you find that you are asked to carry out GEMS evaluations on a regular basis, it may be sensible to discuss and record an appropriate level of commitment with your line manager or reporting officer.
8. It is also important to ensure that your involvement and contribution to the GEMS evaluation process is recognised and recorded by your line manager and where appropriate forms part of your current duties and is reflected in your annual appraisal.

Conducting an Evaluation

9. This section provides tips and guidance on conducting an evaluation and completing the GEMS Suggestion Evaluation Form.  If you are able to spend the time and feel that the optional GEMS Evaluation Matrix once completed, would be of use, please take the time to answer the questions and return both completed forms to the Award Group secretary that requested the evaluation.
10. Generally an evaluator will be asked to provide either a Local or Departmental evaluation.  However, there are times when it will be appropriate for an evaluator to fill both the Local and Departmental Evaluator role.  In these cases the evaluator should complete the sections of the form that are most appropriate for the suggestion in order to provide a full evaluation to the Award Group on which their decision will be based.
Points to Note

11. Implementation is a key factor affecting award decisions.  You should only indicate a suggestion has been implemented if the suggestion:

· Is actually in use, or

· Has been formally authorised for implementation and the implementation is identifiable in the planning cycle.

12. Many suggestions require further development or modification to make them suitable for implementation.  This does not affect the validity of the suggestion, provided the final result is clearly derived from the original idea.

13. When providing an assessment of the suggestion you should explain as fully as possible all the benefits resulting from the implementation of the suggestion, or the reasons for rejecting the suggestion.  This information will help the Award Group reach a decision about any award due to the suggestor(s).

14. Where possibly you should also comment on the use that will be made of the suggestion and take account of any wider application for the suggestion, even if this was not anticipated by the suggestor.  If you see opportunities, please consult others to ascertain whether the suggestion will be implemented in other areas.  This spreading of ideas will benefit the Department (and the suggestor(s)) but, remember that your evaluation must be based on actual or authorised and planned use of the suggestion, not any potential use.
15. Financial savings are to be identified from the first 3 years of implementation.  Both saving and cost figures are to be itemised:

· Savings.  Where staff costs are included they are to be calculated as a proportion of salary where there is no actual reduction in staff numbers (Evaluators should be aware that for significant savings of this type additional evidence may be required by the Award Group).  However, staff costs for MOD Trading Funds should be the actual costs charged.  Other types of savings might include reduced contract costs, reduced repairs and replenishment or reduction of stocks, buildings released for other purposes, income generation, etc (see the current GEMS Scheme Instructions for a full explanation).

· Costs.  Should reflect any expenditure that will be (or has been) incurred by the implementation of the suggestion.

16. The assessment given for costs and savings is crucial and directly contributes to any award calculation that may be applied to the suggestion by the Award Group.  For this reason you should provide as much detail as possible to ensure that there is suitable evidence to pass these calculation upon and that an audit trail can be maintained and supported.

17. If you have identified savings for the MOD that would be realised by the implementation of the suggestion, you will need to identify an appropriate Budget Manager / Officer who has the authority to sign off the savings you have identified.  Without this authorisation the Award Group will be unable to calculate a savings based award if the suggestion is implemented.

18. All evaluators should consider the following:

· Satisfy yourself that you are the right person to evaluate the suggestion.  The criteria for selecting evaluators in the GEMS Scheme Instructions is that the individual or team must be authorised to implement the suggestion if it is adopted.  If you do not have this authority you should contact the Award Group secretary that supplied the suggestion to you immediately.
· Provide a prompt response.  Both the Chief of Defence Staff and the MOD Permanent Secretary attach great importance to the GEMS Scheme as a means of improving efficiency and effectiveness in the MOD and Armed Forces and require that a prompt response is given in all cases.  Depending on the type of suggestion Award Group secretaries allocate between 30 and 60 days for evaluations, if you require additional time to conduct an evaluation please contact the Award Group secretary that supplied the suggestion and discuss the reasons for the delay so that the suggestor(s) can be informed of the delay.
· Provide an objective assessment.  All suggestions sent for evaluation are to be viewed sympathetically and objectively.  Evaluators should avoid the temptation to reject ideas because they come from outside of their organisation or involve radical change.  A positive and open approach is essential to bring about improvement.  Evaluators should therefore assume that all suggestions that result in benefit to the MOD and/or Armed Forces should be considered for implementation, unless there are very sound reasons for not doing so.
· Contact with the suggestor(s).  As the authorised evaluator you are free to contact the suggestor(s) to discuss or clarify any points regarding their suggestion.

19. The following 4 step approach is provided as good practice for conducting an evaluation of a suggestion:

· Step 1.  Examine the suggestion form and additional information (if supplied) and satisfy yourself that you are the correct person to evaluate the suggestion.  If not, return a completed evaluation form to the Award Group secretary that supplied the suggestion along with details of the correct individual or team to evaluate the suggestion.
· Step 2.  Examine the information provided and consider whether you need to gather any additional information to formulate an evaluation.  If necessary contact the suggestor(s) for clarification and/or further information.
· Step 3.  When satisfied that you have enough detail, complete the GEMS Suggestion Evaluation Form.  Ensure that you clarify any assumptions made, the basis upon which any costs and savings have been calculated and ensure that your evaluation can be understood by the Award Group who will need to base their assessment on your supplied evaluation.
· Test and Trials.  It may be necessary to complete a period of test and/or trials before a full evaluation can be provided, if so keep your Award Group secretary informed of progress.

· Step 4.  Send the completed GEMS Suggestion Evaluation Form to the Award Group secretary who supplied the suggestion along with any additional information and/or evidence that your feel is appropriate for the Award Group to make an assessment of the suggestion and any award that should be paid.
Completing the GEMS Suggestion Evaluation Form

20. When completing the GEMS Suggestion Evaluation Form you will need to provide the following information:

· Part 2
· Confirmation that you have the authority to implement the suggestion if the decision is taken to implement it.  If you do not have authority to implement you are requested to identify an individual or team who do hold the authority to implement the suggestion.
· You are required to indicate if the evaluation is in relation to a local or MOD-wide evaluation.
· If you are conducting a local evaluation and believe that there maybe a wider application, please provide anything which you consider to be of benefit to the MOD Evaluator in your written assessment (Part 3) and if you know of the individual or team who should be contacted to conduct the MOD evaluation please provide their details.
· In the case of the suggestion not being suitable for implementation, you are required to provide the reason(s) why the suggestion should not be implemented.
· If the suggestion is suitable for implementation or is due to be implemented, you are required to provide some details about the implementation of the suggestion.  This information is used as part of the audit trail to satisfy external requirements on the GEMS Scheme.  You also need to provide the date of implementation or evidence supporting the decision for a delayed implementation.
· If the suggestion has been selected for tests or trials you will need to provide supporting evidence and an expected end date for the tests or trials at which point a full evaluation will be required before the Award Group can make any award.
· Part 3 should be completed in its entirety for both local and MOD-wide evaluations.

· Please provide as much detail as possible and remember to take into account that Award Group members may not have the same level of knowledge and understanding as yourself and will be using your evaluation to base their decision for an award on what you supply.

· If you are providing a Local Evaluation and you believe that the suggestion has a wider application please include your reasoning and any additional information/evidence that you consider beneficial to the MOD evaluator in your assessment.

· Ensure that you use justifiable and auditable evidence to back up any statements or comments you rely on in your evaluation.
· Financial figures should be based on actual values rather than forecast or estimated values.  Where a suggestion is to be implemented and you need to forecast the financial information please ensure that this is made clear in your evaluation.
· Evaluators will also need to indicate if the financial figures have been recorded and included in the planning cycle by an appropriate budget manager, if this is the case you are also required to provide contact details for the budget manager in case of further questions or queries.

· You are also invited to comment on the degree of innovation and closeness to duty.

· If the suggestion is adopted from another area please explain whether this was from within or outside the MOD.

· If the suggestion is used in a different environment or manner please comment on how it differs from the suggestion.

· If the suggestion involves IT/IS/IM please explain how this goes beyond what would normally be expected using expected skill levels and software packages that are now widely available.

· If the suggestion has required further development or modification to make it suitable for implementation you should also provide an explanation of what has been done prior to implementation.

· Along with the suggestion and related information you should have a copy of the suggestor(s) Job Description and/or Terms of Reference, this will give an indication of the relationship between the suggestion and the suggestors’ official duties.

· When commenting on closeness to duty you can also base your comments on your own knowledge, experience and understanding where appropriate in order to provide the Award Group with sufficient evidence to make their decision.
· Annex D is a copy of the discount guide used by Award Groups when making decisions about the discounts that will be applied if the suggestion is implemented and a GEMS award is agreed.

21. If you have identified financial savings in relation to the implementation of the suggestion you’ve been asked to evaluate, you will also need to get the appropriate finance officer to provide their details under the Financial Declaration.

22. If the implementation impacts on contractual or commercial issues and you know the details of an appropriate contracts/commercial officer, it would be beneficial and appreciated if you could supply their details.  This will ensure that the Award Group can ensure the correct information is passed on to ensure all the information is available should the contract involved be renegotiated.

23. You are required to read and acknowledge the Evaluator Declaration before returning the completed form to the Award Group secretary that supplied the suggestion to you.

Further Information

24. If you require any additional information to assist you with your evaluation or assessment of the GEMS suggestion you have been sent, you should in the first instance contact the Award Group Secretary whose details are provided in Part 1a of the GEMS Suggestion Evaluation Form or the suggestor(s) identify on the GEMS Suggestion Form(s) relating to the suggestion.

25. If you have any queries or concerns that you have been unable to resolve, you should in the first instance contact the Award Group secretary who requested the evaluation.











































































































































































� JSP 462 can be found at � HYPERLINK "http://defenceintranet.diiweb.r.mil.uk/DefenceIntranet/Library/CivilianAndJointService/BrowseDocumentCategories/Finance/FinancialManagement/Jsp462FinancialManagementPolicyManualIssue5.htm" ��http://defenceintranet.diiweb.r.mil.uk/DefenceIntranet/Library/CivilianAndJointService/BrowseDocumentCategories/Finance/FinancialManagement/Jsp462FinancialManagementPolicyManualIssue5.htm�


� JSP 525 can be found at � HYPERLINK "http://defenceintranet.diiweb.r.mil.uk/DefenceIntranet/Library/CivilianAndJointService/BrowseDocumentCategories/ManComm/CorporateGovernance/Jsp525CorporateGovernanceAndRiskManagement.htm" ��http://defenceintranet.diiweb.r.mil.uk/DefenceIntranet/Library/CivilianAndJointService/BrowseDocumentCategories/ManComm/CorporateGovernance/Jsp525CorporateGovernanceAndRiskManagement.htm�


� Suggestions evaluated from 1st April 2010 will only qualify for a saving based award where the financial figures have been confirmed by an appropriate budget manager.


� The scale of benefit is calculated by the Award Group, based on the evidence provided by the authorised evaluator.


� The original suggestion should be checked to see if the reason for not implementing the suggestion has changed, if so the original suggestion should be re-evaluated and implemented if appropriate.


� “Ideas” roles, are defined as those roles, where the individual has a wide remit to identify solutions to problems or issues and has the means to implement (or direct access to the authority to implement) any changes they have identified.


� The current GEMS Scheme Instructions can be found on the Defence Intranet at the following URL � HYPERLINK "http://defenceintranet.diiweb.r.mil.uk/DefenceIntranet/Library/CivilianAndJointService/BrowseDocumentCategories/Personnel/HonoursAndAwards/GemsSchemeInstructions.htm" ��http://defenceintranet.diiweb.r.mil.uk/DefenceIntranet/Library/CivilianAndJointService/BrowseDocumentCategories/Personnel/HonoursAndAwards/GemsSchemeInstructions.htm�


� See JSP 440 for full details of the document classification “PROTECT”





