Appendix F - The Process for Requesting Subject Matter Expertise (SME) from G-9: Garrison Support Team
Requesting Specialized Technical Assistance:   A request for G-9 Business Operations, Garrison Support Division assistance, starts with a written notification to IMCOM G-9, Business Operations Director, from an IMCOM FMWR Region Director, describing the specific assistance needed at a Garrison under their area of control.  The Garrison initiates this request via email to the Region for an initial Assessment for Technical review.  The Region FMWR Director will then in-turn determine if they need to reach-back for additional G-9 SME support.  
This formal e-mail request should contain the following information; Name of the Garrison, Specific FMWR facility(s) being provided the assistance, and the Specific area requiring a Regional Subject Matter Expert (SME) and expected goals/outcomes.  It should also identify a POC for both Region and the Garrison.
Once the Director, Business Operations receives and approves the request from Region, (some request may be elevated to higher levels within IMCOM G-9 for approvals), action will begin to proceed with SME support for programs within, but not limited to; Food, Beverage & Entertainment, Golf, Bowling, Bingo, and/or Conferencing & Catering Operations.  

Step 1:
Initial Assessment


a. The initial assessment that facilitates this request to IMCOM G-9 should be completed by the Regional SME in response to the Garrisons request for review. 


b. If completed by Region, this assessment will be included along with the most recent applicable scorecard(s) in the request for G-9 SME(s).


c. If this assessment has not been initiated/completed and the Region desires that G-9 participate in the initial assessment, then that should be annotated in the request.


d. Once G-9 receives the request for SME(s) assistance and/or the initial assessment and it is approved then the process will begin with communication to the Regional POC from the G-9 POC.

Step 2:
Communication with Region



a. An IMCOM G-9 SME Team Leader is selected and will contact the Regional POC to discuss the specific area that assistance is required and other areas that may provide insight of the Garrison. 


b. What are the current internal challenges? 



c. What are current or future (within a year) external challenges (deployment, downsizing installation, etc.)?


d. What are the desired short-term and long-term goals/outcomes and how will the region/garrison integrate our VET recommendations? 


e. Ending goal and objectives of the facilities and Garrison.


f. Follow-up procedure timelines for “Value Added” pertaining to this trip and specific Garrison.

Step 3:
Planning, Leading up to the Visit



a. The G-9 Team Lead, working with the Regional POC, will determine available dates for the visit will be developed.  These dates will be determined based on availability of the specific G-9 SME(s), Region POC and Garrison.


b. Specific information may be required from the Garrison.  That information will be for preparation and formulation of a “Game Plan” to make the visit efficient, productive, value added, and could require closing the facility for specific components of the training.


c. The Regional POC will contact the Garrison POC for this information and the travel arrangements will be conveyed to include the make-up of the traveling team.


d. This coordination must be a partnership between the Regional POC and the 

G-9 Team Leader.

Step 4:
At the Garrison



a. The IMCOM G-9 SME(s) will meet with their Regional Counter-part on the first morning of the first day of the visit. Preparation of game plan will be completed and coordinated prior to arrival, last minute changes, if any, will be addressed.


b. An in-brief will be scheduled with the Garrison Commander and the Garrison DFMWR prior to visit.  This should be scheduled for the first day of the visit.  Out brief will be scheduled with GC and/or Deputy GC and DFMWR prior to departure. 


c. The specific area(s) that are to be addressed by the G-9 SME(s), at the facility should be priority one.  Scorecards will be completed addressing the specific facility identified by regional counterpart. If other areas surface while on the visit, they can be addressed if time permits and G-9 authority is given.


d. If at all possible, corrective actions for identifiable challenges should be instituted while on the ground.


e. If corrective actions will take longer that the allocated time on the ground, an action plan with timelines will be developed in conjunction with Regional counter-parts and Garrison operations while on the ground.


f. The G-9 SME(s) will follow the lead of their Regional counterpart.  Region will ultimately be responsible for the outcome of the visit.  IMCOM G-9 is acting as a consultant to this technical assistance visit.
Step 5:
Follow Up



a. Upon completion of the visit, the G-9 SME(s) will provide an after action report supported by the scorecard results.  This report will be first submitted to IMCOM G-9, Business Operations Director.


b. Once this report is reviewed by the Director (and/or others), it will be sent to the Regional Director for consolidation and follow-up.


c. The Regional POC will be responsible for the Garrison follow-up to any action plan developed and left with the Garrison DFMWR.  Regional POC will update IMCOM G-9 on progress of action plans.  If no actions were required, due to the corrective actions being accomplished while on the ground, Region will send a completion letter to the IMCOM G-9 Business Operations director, stating that follow-up is not required and that the Garrison is moving forward in a successful posture with the actions that were taken.

