
them more powerful forces in the marketplace and 
allows them to reap greater efficiencies that we would 
expect to be reflected in lower prices. If you look at the 
Consumer Price Index (CPI) over the last five years, 
you’ll see that grocery prices in grocery chains lag 
behind the growth in CPI. That’s price compression, 
and obviously shoppers can see that taking place — 
there’s a deal over here, a price promotion there, and 
it becomes a more challenging environment for us.

As a result, we’ve been trying to benchmark our 
metrics and compare them to the commercial indus-
try so we can begin to take control of and refine our 
processes — particularly our buying processes — to 
improve the efficiency and effectiveness of our opera-
tions, and further take excess cost out of the system.

We’ve realized that what we need to do is completely 
leverage our volume as a $6-billion grocery retailer; 
make more decisions centrally, and make sure the 
people we are asking to accomplish these objectives 
have the necessary skills, tools and resources to at-
tain those objectives and be professionally successful 
themselves.

ON CUES FROM INDUSTRY … 

What we’ve done, essentially, is ask the questions: 
“How is industry structured? How do other grocery 
chains do business in the 21st century?” You have 
powerful food brokers out there. How do the food 
brokers interact with the consumer packaged goods 
(CPG) manufacturers? The answers to all that lead 
to category management — and that’s our biggest 
focus here. 

ON THE EARLY STAGES OF A MODERNIZED 
CATEGORY MANAGEMENT FUNCTION, AND THE 
REASONS FOR INITIATING CENTRALIZED BUYING 

AT THE SAME TIME …

The bottom line is that the two are related — they’re 
inextricably linked. To put a new centralized buying 
system in place here at DeCA required a revamped 
category management structure. What we want to do 
is transform the old Marketing Business Unit (MBU) 
into a more modern category management system. To 
do that, you have to implement new training programs 
to develop and foster the skill sets you’re looking for.

Once you conclude that centralized buying is what 
you need — where all the functions and interactions 
with manufacturers and other vendor suppliers are 
done at headquarters, with the entire distribution chain 
and retail operation in view — then you’re able to 
come up with an annual plan in which manufacturers 
will know their volume expectations. Then, they can 
come in with the appropriate level of pricing attrac-
tive to us, and the right promotional mix. That way, 
if a consumer packaged goods manufacturer knows 
what its 12-month forecast is at DeCA, it can then 
plot out its promotional periods and prices and decide 
how much it can invest in our business.

It’s no secret that fiscal 2013 presented some highly 
adverse operating conditions for commissaries. 
That the Defense Commissary Agency (DeCA) fell 

just short of the recent $6-billion high-water mark in 
sales, however, during a year marred by furloughs and 
understaffed conditions in the wake of a hiring freeze, is 
no small achievement. What perhaps gratified the com-
missary staff more was the resounding vote of approval 
patrons gave these stores when they thronged to their 
nearest commissaries to stock up and maximize sav-
ings, just prior to the government shutdown in October.

But “falling just short” is not good enough for Rogers 
E. Campbell, the executive director of DeCA’s Sales, 
Marketing and Policy Group, and in this exclusive in-
terview with E and C News, he outlines the ways that 
the agency hopes to surpass the $6-billion level again 
during fiscal 2014, and leverage the efficiencies born 
of its latest profound reorganization, while at the same 
time testing and perfecting a raft of new initiatives to 
win back patrons who were forced to stray during the 
furloughs and government shutdown in 2013. But more 
to the point, Campbell aims to ensure that the benefit is 
available to as many eligible patrons — whether near 
to or far from the gate — as possible, with savings 
achieved through the highest standards of category 
management, that servicemembers and their families 
have rightfully earned.

ON CHANGE IN THE MARKETPLACE …

As you know, we try to keep pace with what’s hap-
pening in the commercial grocery business, in terms 
of the latest and most successful trends, procedures 
and efficiencies.

Along those lines, a couple of things are going on: 
not only are consumers now more empowered, 

their choices are changing; their choices are 
being catered to; their concerns about health 
and wellness have come to the fore; and 
their use of mobile technology is driving 
further change.

They also have more options avail-
able; for example, an increasing amount 
of shopping volume is being transacted 
in dollar outlets and club outlets, and 
that, too, influences our decision-making.

We recognize these changing expec-
tations and alternatives that our 

shoppers have, and they 
challenge us — to the 
greatest extent pos-
sible — to keep pace 
with the commercial 
marketplace, because 
it’s what our patrons 
deserve.

You even see con-
solidation among some 
retailers through ac-
quisition. That makes 

Executive Director, Sales, Marketing and Policy Group, Rogers E. Campbell

‘WE RECOGNIZE THESE 
CHANGING EXPECTA-

TIONS AND ALTER-
NATIVES THAT OUR 

SHOPPERS HAVE, AND 
THEY CHALLENGE US 
— TO THE GREATEST 

EXTENT POSSIBLE — TO 
KEEP PACE WITH THE 

COMMERCIAL MARKET-
PLACE, BECAUSE IT’S 
WHAT OUR PATRONS 

DESERVE.’

— Rogers E. Campbell, 
Executive Director, Sales, 

Marketing and Policy Group

Category Management:
Transforming the MBU
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fully, it will benefit everyone — all boats will rise 
with the tide. We are open to any thoughts and 
suggestions from industry on how to increase vol-
ume and maximize savings. Distributors and bro-
kers continue to make their cases to the category 
managers and our distribution and supply chain 
folks, so it should be a win-win for everybody. 

ON OTHER DeCA SUPPLY CHAIN GOALS …

We have a lot of items in our stock assortment that 
we would like to begin to pare down. The advantage 
to this is that it will allow us to bring in more shelf 
stock of fast-moving items. Overall, I think we have 
too many items, and to the extent we can optimize 
our assortment, most players should see volume 
increases on their larger-volume, faster-moving items.

Another upside is greater sensitivity in the cat-
egory management. Being a national grocery en-
terprise, we aim to structure our assortments to suit 
regional tastes and wants in the various geographic 
regions. In an environment with a mobile customer 
base, we need to make sure we’re carrying the popular 
regional items.

ON AWARENESS OF COMMISSARY SAVINGS … 

When the government shutdown was announced, 
DeCA experienced its largest sales day since 2000 
— a testament to the relevance of the benefit to our 
patrons.  During the shutdown and the furloughs, 
patrons were forced to shop at other outlets. The 
more they did that, the more aware they became of 
the 30-percent savings commissaries delivered on 
their most-shopped market basket items. Along those 
lines, we have to be even more competitive. We have 
to sharpen our pencils; sharpen the manufacturers’ 
pencils — on key value items. To get there, we also 
have to ensure room on the shelf for higher volume 
of the fastest-moving items.

ON THE STATUS OF CLICK2GO (INTERNET ORDER-
ING AND PICKUP), WAREHOUSE/CLUB FORMAT 

STORES, AND OTHER NEW INITIATIVES…

We’re very excited about our 40-percent return 
rate on Click2GO, our new Internet ordering-and-
curbside pickup service, which we are testing at 
Fort Lee, Va., Travis AFB, Calif., and Offutt AFB, 
Neb. It appears to be attracting a significant new 
segment of users (those who don’t shop the com-
missary regularly) and more “fill-in trip” business. 
This added service is part of our efforts to shape a 
modern 21st century benefit.

With regard to warehouse/club format stores, our 
hybrid concept — the “Commissary Plus” at OLF 
Imperial Beach, Calif. — has been up and running 
since Oct. 1. To field this concept we converted the 
store from a K4 to a K2 assortment (fewer SKUs) 
so that we could devote more space to club packs. 
It’s a nice product mix. Patrons are now exposed 
to club packs, and along with that, there’s been a 
volume increase.

We’re still working on the warehouse store at 
McChord Field, JB Lewis-McChord, Wash., which 
is a warehouse store inside a traditional store. We 
built a section just for club packs. It’s targeted to 
open in late February.

To arrive at that state, you have to have devel-
oped certain skill and analytical sets in the person-
nel structure. Again, to accomplish this, we set out 
to restructure the MBU to get the right talent we 
need, to train that talent, to certify that talent, and 
then to “bootstrap” our way along until we are fully 
up to speed in terms of staff. We are doing all this 
simultaneously rather than in a linear fashion, be-
cause we don’t have time — it’s a very competitive 
marketplace out there.

Our new management staff — 13 category man-
agers supported by merchandise analysts, business 
analysts and file maintenance assistants — will 
receive the necessary training to meet the criteria 
for certification by the Category Management As-
sociation (CMA). 

What has to happen here is each category man-
ager is accountable to maximize the volume and 
the savings within his or her entire category and 
everything comprising it — comparative dynamics, 
shelf placement, SKU count, club packs, etc.

For example, in the old days, the promotions 
department looked at club packs. Today, the category 
manager is charged with knowing when they want to 
have a brand or specific brands within the category 
promoted through a club pack or some other vehicle.

ON THE “PUSH” INVENTORY SYSTEM, 
THE CATEGORIES AND TIMELINE …

If you go back to the notion of a central plan 
in which we have established volume expectations 
with a major CPG manufacturer over 12 months, 
it amounts to an enormous amount of open stock, 
promotional packs, club packs, etc. For proper ex-
ecution, we then need to work with distributors as to 
when they flow that product into their warehouses. 

On the category management end, with our ana-
lytics and our consumer insights division, which we 
established some time ago, we at DeCA headquar-
ters should know the shopping patterns, consumer 
preferences, wants, needs and emerging categories 
— down to the geographic area, and someday soon, 
the store level.

We also know what the market can absorb. Once 
we have entered a category, we know the amount of 
business we can do based on trends. Based on this 
data, merchandise will be “pushed” to the stores; 
no longer will it be left up to them to decide how 
much they may or may not take of these specific 
items. We now have a joint volume expectation with 
the supplier that has to move out and pull through 
the system. 

This also benefits distributors in that they can 
better manage their cash flow. If they now are able 
to better forecast, they can minimize their peaks and 
valleys and be more efficient in buying and handling 
materials in their warehouses.

The most obvious categories to target first would 
be the larger, high-household-penetration brands. As 
far as a timeline is concerned, it’s difficult to say, but 
probably around second quarter of 2014. 

ON THE ROLE OF BROKERS AND DISTRIBUTORS 
IN HELPING DeCA EFFECT CHANGE IN THE 

SYSTEM …

Everyone has a stake in this, and done success-

DeCA’s CATEGORY MANAGERS 
(As of Jan. 12, 2014) 

BEVERAGES
Michelle Frost

DAIRY
Steven Villeneuve

FROZEN FOOD
Richard Walker

LAUNDRY/PAPER
Rena Dial

MEAT
Norman Apt

PRODUCE
Bridget Bennett

SPECIALTY FOOD
Paula Lewis

BABY/HEALTH CARE
In DeCA recruitment process

BEAUTY CARE
In DeCA recruitment process

BREAD/SNACKS
In DeCA recruitment processs

DELI, BAKERY, SEAFOOD
In DeCA recruitment process

FOOD
In DeCA recruitment process

PET FOOD/HOUSEHOLD
In DeCA recruitment process
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hybrid stores; expansion 
of Commissary Rewards Card use; expansion of 
communications (including social media) to shop-
pers; targeted incentives; and — most importantly 
— the realignment of our MBU into a category 
management system.

I could not be any more optimistic about the future. 
Our director, Mr. Joseph Jeu, has put all these things 
in place and given the green light to keep moving 
ahead. They are all strategic, discernible initiatives. 
Several will pan out in addition to the new sales and 
marketing organization. Category managers will be 
tracking prices, volume and channel migration.

All the category matters will be managed by 
groups of four people. We’ll be aggressive — we’re 
charged with delivering a benefit, and we have our 
sights set again on achieving a $6 billion sales target.

I am truly optimistic. I have Randy Chandler, my 
sales director – and one of the best in the business 
— and Tracie Russ, an outstanding go-getter as his 
deputy, who created the new shopper insights and 
e-commerce divisions. We have the tools we need 
to make things happen.

ROGERS E. CAMPBELL’S MESSAGE TO INDUSTRY 
AND DeCA PERSONNEL AT STORE, ZONE AND 

HEADQUARTERS LEVEL …

I do want to say I continue to be impressed by 
the dedication and commitment that is consistently 
demonstrated by our people in the stores and field 
management. They shoulder tremendous burdens, 
but continually and consistently give their best to 
deliver a world-class commissary benefit.

As a marketing guy, however, there’s nothing 
more thrilling to see, with all the burdens they’ve 
been under in the field, how much they’ve gotten 
done. They’ve gotten the Commissary Rewards Card 
rolled out, implemented ID card scanning, and gotten 
Click2Go done. They just find ways to get things 
done. It’s impressive and it must be acknowledged.

Finally, I’d like to remind everyone in industry – 
brokers, manufacturers, suppliers, and distributors – 
that we’re open to their ideas and suggestions on how 
to continue to transform the Defense Commissary 
Agency into an even more dynamic model business 
as we continue to deliver the 21st century benefit.

—E and C NEWS

We know we have external pressures of all sorts 
that chip away at the benefit. Even though volume 
was impacted and transactions were down this past 
year, we have in place programs that we’re expecting 
will reverse those trends: Click2Go; our club and 

ON AN UNPREDICTABLE 2013, AND AN ASSESS-
MENT OF THE UNDERLYING HEALTH OF DeCA’S 

GROCERY BUSINESS, GOING FORWARD …

It’s promising. We took some hits in 2013 — there 
were the furloughs and the closures, the hiring freeze, 
budget challenges and sequestration. We have to 
deal with those things, just as the commercial sector 
has to deal with its own circumstances — strikes, 
zoning laws, etc.

One of the most encouraging things we’ve wit-
nessed was when word got out among authorized 
patrons in late September 2013 that DeCA would be 
affected by the October shutdown, there was a rush 
on our stores, and our stores’ shelves were picked 
clean. In fact, just prior to the shutdown, on Oct. 1, 
we had the biggest sales day since 2000, recording 
sales totaling $30.6 million — more than double 
our normal daily sales volume. It showed there are 
a lot of patrons who recognize the value and benefit 
to be had in shopping the commissary.

This happened even though all the other stores 
outside the gate were open. Nevertheless, patrons 
rushed to the commissary.

The hybrid concept “Com-
missary Plus” at OLF Impe-
rial Beach, Calif., exposes 
patrons to a greater assort-
ment of club packs, and 
has experienced an initial 

increase in volume.
DeCA PHOTO

Patrons enjoy 
tasting samples 
at the Ansbach, 
Germany, store.

‘I CONTINUE TO BE IMPRESSED BY THE DEDICATION AND 
COMMITMENT THAT IS CONSISTENTLY DEMONSTRATED BY 
OUR PEOPLE IN THE STORES AND IN FIELD MANAGEMENT. 

THEY SHOULDER TREMENDOUS BURDENS, BUT CONTINUALLY 
AND CONSISTENTLY GIVE THEIR BEST TO DELIVER A WORLD-
CLASS COMMISSARY BENEFIT. … THEY JUST FIND WAYS TO 

GET THINGS DONE. IT’S IMPRESSIVE ... .’

— Rogers E. Campbell, Executive Director, 
Sales, Marketing and Policy Group
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