
On the military grocery retailing 
environment and the Commissary 

2020 …

It is critical that DeCA maintains relevancy in 
the market and it’s what drives our Commissary 
2020 model. Savings will always be the heart of the 
commissary benefit, so we must maintain that focus, 
while exploring innovative and creative new ways to 
deliver those savings. This will position the agency 
to ensure the future of the benefit in today’s fast-
paced, ever-changing market.

The Internet, as the catalyst of change, has em-
powered consumers to shift demand rapidly. As they 
become more informed and the “instant gratifica-

On his first two years as DeCA 
director …

First, I want to say how grateful I am for the op-
portunity to lead an organization that has compiled 
such an impressive record of accomplishment over 
the course of its relatively short history, and how im-
pressed I am with the professionalism and dedication 
of our workforce. 

Since its establishment in 1991, DeCA has, first 
and foremost, increased patron savings to more than 
30 percent on average — that’s what this benefit is all 
about, but that’s not all.  

Today’s commissaries are more modern and 
state-of-the-art; they’re better merchandised; offer a 
wider selection of line items, along with produce that 

is vastly improved in freshness and quality; and they 
deliver customer service that is second to none.  

This can be attributed to the professionalism, 
hard work and dedication of our workforce — which 
I witness every day, at headquarters and during visits 
to our stores — and to the cooperation and support 
we’ve received from industry.

Impressive as our record has been, we cannot rest 
on our laurels. We must continue to be customer-cen-
tric as we strive to take the benefit to the next level 
and deliver a 21st-century commissary benefit.  

Our recently established Business Development 
Directorate, with its e-Commerce and Shopper In-
sights divisions, is fronting this effort, as we explore 
and employ new technology and concepts to serve 
and connect with our patrons. 

DeCA Director and Chief Executive Officer (CEO) Joseph H. Jeu, SES

‘Relevant, Reliable
And Responsive’
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A dapting to unprecedented budget constraints and changes in patron grocery shop-
ping expectations, the Defense Commissary Agency has long earned patrons’ trust 

as a valued non-pay benefit that puts quality in patrons’ shopping carts and dollars back 
in the pockets of servicemembers and their families. 

DeCA Director and Chief Executive Officer (CEO) Joseph H. Jeu, however, takes 
none of that for granted as he navigates the agency’s path forward amidst a maze of 
challenges — embracing risk, innovation, and grocery retail evolution on one side, with 
refining processes, responsiveness and structure, and attaining the highest level of fiscal 
stewardship in government, on the other.

In this exclusive in-depth interview, the DeCA director explained to E and C News the 
thinking that guides the decisions and direction the agency is now taking toward forging 
the most relevant and cost-effective benefit it can envision …

Since DeCA’s inception in fiscal year 1992, the agency has pro-
duced cost savings totaling more than $702 million. This does not 
include an additional $201 million savings resulting from Base Re-
alignment and Closure (BRAC) initiatives.
 
Consolidation of the four military services’ 
commissary systems: $50 million
(Initial savings in fiscal 1992.)

Converting military positions to civilian equivalents:  $36.6 million

Reorganization actions: $286.7 million
(Includes restructuring and reducing the number of regions from seven to three, consolidat-
ing support functions at headquarters, and reorganizing the headquarters staff.)
 
Operating efficiencies and initiatives: $152 million 
(Includes transfer of overseas distribution and procurement functions from the Defense 
Logistics Agency (DLA); frequent delivery systems (FDS); direct store delivery (DSD); central 

meat processing plant labor savings (CMPP) in Europe; second destination transportation 
(SDT) reductions; standardization of processes; case-ready meat; delivery ticket invoicing; 
and resale ordering agreements (ROA).)

General and administration efficiencies:   $91.1 million
(Includes cost reductions for base operating support and monies paid to DLA, Defense 
Finance and Accounting Services (DFAS), Defense Information Services Agency (DISA), and 
the Defense Transportation System (DTS).)

Workforce restructuring:  $76.1 million
(Includes A-76, insourcing, store-level most efficient organization (MEO), store associates’ 
job classification and workforce flexibility, and business process re-engineering of the resale 
accounting function.)

Secretary of Defense Savings Initiative (2012)*:  $10 million
*additional savings of 90 “overhead” full-time equivalents (FtE). 

TOTAL $702.5 million

DeCA Cost AvoiDAnCe efforts
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velop a strong image through branding, which will 
identify who we are and what we represent to our 
customers. Our workforce must also evolve, be 
trained and further developed to meet the changing 
retail environment as customer dynamics and differ-
ent expectations materialize.  

To meet these emerging expectations, we must 
develop and adapt methods within the budgetary 
constraints standing before us. And we must become 
intricately knowledgeable of our business, with real-
time data and analytics to make risk-balanced deci-
sions with a sense of urgency in providing consistent, 
standardized service.

tion” mindset proliferates, they are requiring retail-
ers to meet their service expectations. Thus, we must 
modify our business models to meet the demand.

E-commerce will make the benefit more acces-
sible, while mobile retailing and social media will 
provide new ways to shop and connect with our 
patrons. Our Shopper Insights Division has begun 
harvesting patrons’ comments posted on our Face-
book site, recognizing that social media represents 
a fundamental shift in the way people are commu-
nicating.  Customers value social opinion and will 
share thoughts instantaneously; our customers are 
no different in this respect.

We’ve also recognized the need to build and de-

On patrons’ expectations for the 
in-store grocery benefit and 

e-commerce …

“Brick-and-mortar” commissaries will continue 
to be the mainstay in delivery of the benefit to most of 
our customers and must consistently offer excitement, 
innovation, and standardized products and services, 
with friendly customer service from knowledgeable, 
courteous employees, giving our patrons something 
to look forward to with each shopping visit. 

In addition to the highest quality brand-name 
products, today’s commissary shoppers expect to see 
some regional and locally grown products that are 
popular outside the gate; that won’t change in the 
years ahead.

Also, to remain relevant to the new generation 
of technology-savvy, connected shoppers who are 
increasingly part of our customer base, and deliver 
a 21st-century benefit, we must keep pace with our 
retail counterparts, taking advantage of the technol-
ogy available to us.

The commercial sector has been experiencing tre-
mendous growth in e-commerce, and we believe our 
patrons will expect the same from us — an enhanced 
Internet presence that will enable them to order and 
research prices, as well as a mobile application to 
help them plan their shopping trips.  

According to The Nielsen Company, eMarketer 
and other industry research firms, online grocery 
shopping more than doubled between 2006 and 
2010, from 1 percent to 2 percent of overall grocery 
sales, and is expected to double again by 2014. More 
than 130 grocery retailers have implemented some 
form of e-commerce, either Internet ordering, infor-
mation-based mobile applications, or mobile device 
ordering. DeCA needs to meet this challenge by de-
veloping a robust e-commerce capability.

E-commerce will also allow us access to those 
authorized customers who have not taken advantage 
of their commissary benefit for a number of reasons, 
primary among them being the distance between 
home and their nearest commissary.  

With respect to Internet ordering and delivery, it 
appears that curbside pickup and home delivery are 
the most prominent methods being used in the gro-
cery industry today, and I expect our patrons will be 
looking to us to engage in one or both of these mod-
els. We plan to test curbside pickup later this year.

Grocery retailers are also expanding into mobile 
applications to get information to their customers. 
The most common of these grocery apps involve 
weekly ads, online coupons, shopping lists, store in-
formation, store locators, and prices.

The bottom line is we must remain relevant, reli-
able and responsive to the needs of our shoppers — 
now and in the future — regardless of when, where 
or how they shop. To succeed, we must manage our 
business and base our decisions on real-time data 
and analytics, taking calculated risks with a sense of 
urgency, in providing consistent, standardized ser-
vice — whether that service is delivered in a “brick-
and-mortar” facility or a preorder/prepay module for 
curbside pickup or on-site sale. And we must do it all 
within a climate of shrinking budgets as we pave our 
course forward. 

Never has delivering greater efficiencies with 

according to Defense commissary agency (Deca) Director and chief Executive officer (cEo) Jo-
seph h. Jeu, “category management is evolving to support a more customer-centric model where 

commissary aisles are being realigned to how a customer shops.” the selling of “solutions,” rather than 
simply products, Jeu said, “has become our mantra, as busy consumers appreciate suggestive selling tied 
to occasions, e.g., breakfast, lunch, dinner and snacking, or task-based solutions such as laundry, pet care, 
etc.” with the focus on time-saving solutions that make patrons’ lives less complicated.

PLANOGRAM ORGANIZATION 
“Planograms are being set to provide a more organized array of products that will quicken purchasing 

decisions, and we are assessing and adjusting category adjacencies to accommodate changing trends to 
improve our in-stock posturing on the top-selling products and integrate, align and apply gleaned shop-
per insights,” said Jeu.

“We are also streamlining promotional programs and moving toward a more focused objective to 
generate greater patron savings and greater promotional lifts.”

PERIMETER PROMISE 
the cEo noted that “the perimeter of the store is fast becoming more and more important, and be-

ing solidified as the destination of choice for the Deca categories that offer patrons savings ranging from 
35 to 40 percent.” these departments are also a focal point for many of Deca’s healthier alternatives 
found within the perishable “fresh” departments.

“We are refining our deli/bakery contracts to generate and reflect better patron savings with more 
services and conveniences that shoppers are demanding,” the cEo said. “our natural/organic and 
“Good-for-you” sections are being integrated just beyond our produce departments, to include chill and 
frozen varieties adjacent to grocery, in a convenient ‘one-stop shop’ location within future new store 
construction, and, where feasible, within store renovation projects where the footprint is large enough to 
accommodate this feature.  

“these integrated sections will offer products for those with special dietary needs such as gluten-free, 
fat-free, cholesterol-free and sugar-free, among other designations — product attributes that continue to 
experience double-digit growth.”

 
CHANNEL FLEXIBILITY

“Marketing the value of the commissary benefit in all its forms,” Jeu said, whether “‘brick and mor-
tar,’ curbside pickup, e-commerce, mobile commerce, pre-order/pre-pay Guard and reserve sales, modi-
fied club stores — will become an all-important element as we progress toward our commissary 2020 
model.”  

in this area, he emphasized, “we are off the ground and on our way with the commissary Rewards 
card, which is nearing the 200 mark for digital coupons. as the program continues to evolve, we will 
collect patron demographics that will help us target our marketing strategies to further enhance patron 
savings and sales, and become even more relevant to the deserving patrons we serve.”

ACCESS EXPANDS 
in taking the benefit to a new level, the Deca director said, “our business Development Directorate is 

playing a key role. as i mentioned earlier, its Shopper insights Division is gaining better knowledge of our 
customers and their shopping preferences, while leveraging social media to gain insight into the evolving 
customer base. 

“at the same time, we are developing and improving concepts and services such as curbside pickup, 
pre-order/pre-pay Guard and Reserve on-site sales, e-commerce and mobile commerce capabilities, and 
non-traditional store models — all aimed at giving authorized patrons greater access to their benefit and 
deflecting the migration of commissary shoppers to retailers outside the gate.”

Category Management Goes ‘Customer Centric’

EXchanGE and coMMiSSaRy nEWS50  |  APRIL 2013

DeCA Q&A



On his message to DeCA personnel 
and the military resale community …

DeCA has a long history of adapting to the chang-
ing defense environment and driving efficiencies in 
the commissary benefit. At all levels of government 
and throughout the military, conducting “business as 
usual” no longer makes the grade. Plans established 
in times of prosperity, or even in times of modest 
austerity, are no longer relevant.

We’re operating in an era of unprecedented 
change, with challenges to everything we do and ev-
ery dollar we spend. The military has responded to 
these challenges by developing a lean, flexible and 
efficient “All Volunteer Joint Force 2020.” We, in 
turn, must take the benefit to the next level with an 
infrastructure and workforce tailored to support our 
“Commissary 2020” model.  

The relevance of the commissary benefit has a 
direct connection to the changing military environ-
ment. We must continue to improve and transform 
the benefit, doing whatever we can to drive costs out 
of the system. In transforming the benefit, all ideas 
need to be put on the table, with nothing held back 
and everyone open to discussion. It may be neces-
sary to take some calculated risks, but our initiatives 
will be based on solid research and a sense of not 
only what our customers want today, but what they’ll 
want in the future.  

All of us together, with enthusiasm, innovation 
and teamwork, can invest our collective spirit and 
energy in building the commissary benefit of tomor-
row. 

DeCA has a long, successful history of re-engi-
neering to achieve more efficient business processes, 
driving costs out of the system, and enhancing cus-
tomer service, while making optimal use of available 
resources in accomplishing its mission of providing 
a world-class commissary benefit.

—E and C NEWS

limited resources been more critical — or challeng-
ing — as we strive to meet shopper expectations. 
Challenging? Yes, but considering our record of ac-
complishment, without question doable!

On fiscal 2013 strategies 
and initiatives …

We recognize the critical role of the perimeter de-
partments in attracting and retaining a loyal patron 
base. Several initiatives that tie in with the increas-
ingly prevalent “Good for You” trends are centered 
around the fresh departments — fresh fruits and 
vegetables (FF&V), fresh meats, fresh poultry, fresh 
seafood.  All are worthy of added emphasis and fo-
cus as we evolve to support the next generation of 
commissary shoppers.  

Our Perishables team has demonstrated that 
cross-merchandising can, in fact, pay off. The “Go 
Lean with Protein” program is a prime example, sup-
porting all departments in the store.

Not to be overlooked are our center-store depart-
ments. Where demographics and indexing support it, 
we must extract those sections that are true destination 
categories — e.g., Baby, Pet, Health and Beauty Care 
(HBC), international spices — and market the differ-
ence — in savings, assortment, etc. — versus retailer 
performance in these categories outside the gate.

The Commissary Rewards Card program is an-
other tool linking our patrons to increased savings 
via online digital coupons. We are working closely 
with our manufacturers and broker community to in-
crease coupon support both within our facilities, as 
well as cross-agency couponing with our exchange 
partners the Army & Air Force Exchange Service 
(AAFES) and Navy Exchange Service Command 
(NEXCOM).

Our Sales Directorate (SD) is concentrating on the 
top-30 sales categories and the top-30 manufacturers 
in a focused effort to drive incremental sales and in-
crease patron savings. We will be looking closely at 
duplication of sizes and use sound category manage-
ment processes and application to ascertain what the 
optimum number of line items should be.  

The key to our success will be to keep the catego-
ries fresh and exciting to our customers, especially 
to the up-and-coming generation in the 18-32 age 
group. Through all of this, we will be keenly aware 
of our changing demographics.

We are also developing new pricing, promotional 
and marketing strategies to halt migration and bring 
back authorized shoppers to their commissaries. 
We recently launched a major restructuring of pric-
ing with one of our largest manufacturers on some 
of their key items, and are excited to see the results. 
Not only do we expect to see significant volume in-
creases, we also expect to see savings increase by as 
much as 2 percent.

In the area of store operations, we plan on stan-
dardizing the price of pork and beef by using central-
ized pricing and a single hub store and supplier, in a 
zone-by-zone model. This will enable the agency to 
secure the best possible pricing for an entire zone, 
while providing a uniform accountability process 
and platform for each store in that zone.  

We are also working on standardizing fresh pork 
contracts for CONUS stores so that we can tailor 

pork product selections in individual stores to reflect 
the tastes and buying habits of local and regional 
customers while maintaining consistencies in what 
we process.

TRANSITION TEAMWORK

DeCA Director and Chief Executive Officer 
(CEO) Joseph H. Jeu updated E and C News on 

the work of the recently established Transition Advisory 
Team, and career development within the agency:

“At the same time that we are improving the 
“shape” of the benefit, we must focus on our infra-
structure to ensure we are structured in such a way 
that will enable us to efficiently deliver a benefit that 
meets the needs of a 21st-century customer base.  

“To guide us in this effort, I recently established 
a three-person Transformation Advisory Team (see E 
and C News 3/13) that will serve as my senior advi-
sors as we develop the concepts and initiatives neces-
sary to reduce our costs, refocus our workforce, and 
improve how we do business with our industry part-
ners and contractors.  

“The team’s sole focus, from now through May, 
will be on reviewing our processes to ensure we are 
efficient; looking at how we impact our industry 
partners, and identifying joint efforts for greater ef-
ficiencies; leveraging technology to better commu-
nicate with and improve service to our patrons; and 
working on our future business system requirements.

SUCCESSION MANAGEMENT
“In terms of our workforce, we will be looking 

at ways to renew it in a knowledge-based world and 
develop the right skill sets as we transition toward 
our enterprise business system. 

“We’ve developed a robust Succession Manage-
ment Program to place the ‘the right person, in the 
right job, at the right time.’ The program presently 
focuses on commissary management specialists at 
the GS 13/14 level and will be used to develop, shape 
and retain employees who 
aspire to become future 
agency leaders.  

“The program will also 
be used to manage non-
competitive movement of 
commissary management 
specialists and will allow 
us to perform skills gap 
analysis within the com-
missary career field. This 
analysis will enable super-
visors and employees to 
identify training and career 
development needs within 
the career field.”
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Deca Director Joseph h. Jeu said the 
commissary benefit must continually be 
improved and transformed to reflect the 
changing military environment, “based 
on solid research and a sense of not only 
what our customers want today, but what 

they’ll want in the future.”
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