
‘When the Board of 
Directors hired Tom Shull 

as the first civilian 
director/chief executive 
officer (CEO), that change 

alone catapulted the 
Exchange into a bright, 

new future.’
— Michael Immler, AAFES 

Deputy Director

E and C News: During your career with AAFES, 
and previously as an Air Force colonel, you must 
have seen numerous improvements in the way that 
the Exchange does business. What in your view 
are some of the Exchange’s recent improvements 
or achievements that go up against AAFES’s best 
changes during your life’s experience of the PX/BX?

Michael Immler: I’ve seen many improvements over 
my career, and singling out the best is a challenge, but 
there is one that stands above all the rest.

When the Board of Directors hired Tom Shull as the 
first civilian director/chief executive officer (CEO), that 
change alone catapulted the Exchange into a bright, 
new future. The renewed focus on national brands and 
reducing costs enabled the Exchange to achieve record 
earnings and support for quality-of-life programs. In 
particular, the focus on national brand food concepts gives 
our servicemembers greater choices in healthier dining. 

Another notable improvement is the sense of com-
munity that has been created on the installations with 
Freedom Crossing at Fort Bliss, Texas, and the Kaiser-
slautern Military Community Consolidated (KMCC) 
Exchange, Germany. At these and other future locations, 
the Exchange has worked hard to create a gathering 
place for families and friends.

One change that most people wouldn’t normally see 
from the outside is the recent streamlining of the AAFES 
Board of Directors and the national training and certifi-
cation that all Board members receive. These changes 
have greatly improved the governance and operation 
of the Board.

This year was designated as “The Year of the Cus-
tomer,” and has concentrated the entire organization 
on providing extraordinary customer experiences. We 
know that we serve the best customers in the world, but 
this renewed emphasis makes it part of our corporate 
DNA. Our customers are gallant warriors who sacrifice 
every day for us, and we owe it to them, along with their 
families, to put their needs first and foremost.

E and C News: Through May, AAFES’s overall 
sales were down about 12 percent, but its year-to-
date earnings had actually increased more than 11 
percent. There are no doubt many factors that go 
into this, but how do you view these seemingly con-
tradictory trends?

Immler: Through a great team effort and focus on 
our worldwide operations, the Exchange was successful 
in offsetting the continuing downsizing of active-duty 
military forces both in the U.S. and overseas. These 
declines, coupled with 30-percent lower prices on gaso-
line (through mid-September, $2.48 vs. $3.55 a gallon), 

A rmy & Air Force Exchange Service (AAF-
ES) veteran Michael “Mike” Immler, the 

Exchange deputy director since March 2015, 
has brought a wealth of strategic, legal, busi-
ness project development and organizational 
oversight experience to his newest role. Dur-
ing the five years prior to becoming Exchange 
Director Tom Shull’s deputy, Immler has taken 
an increasingly active role in AAFES affairs, 
from interfacing with Washington, D.C., civilian 
and military leadership, to his wide-ranging 
responsibilities in strategy and planning. 

As AAFES prepares to enter into fiscal 2015’s 
fourth quarter, Immler, who is still actively en-
gaged in leading the Exchange’s strategy and 
planning activities, explains how AAFES is ap-
proaching the big-picture retail and operating 
challenges of today and tomorrow. The headwinds 
may sometimes be stiff, but one thing is quite 
evident: AAFES’s deputy director is energized 
by the Exchange mission, by management’s con-
tinuing quest to improve the benefit, and by as-
sociates’ dedication, as together, they take on 
their daily challenge to deliver extraordinary 
service to the most deserving patrons.

Insight, Efficiency, Dedication 
Guide Way in Exchange’s 

“The Year of the Customer”
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Michael Immler (right), speaks with Exchange 
Sales Area Manager Richard Beardsworth in 

the Fort Meade, Md., PowerZone.
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Therefore, we have to optimize the supply chain to 
provide a service while protecting and growing the 
dividend. Some of our lanes are fraught with risk 
and complications. The collaboration of our supply 
chain team is constantly challenged by world events, 
but we are up to the task.

To better enable process improvements at times 
requires new technology, and we are aggressively 
pursuing two avenues within the network. 

First is an upgrade to our warehouse management 
systems (WMS) with JDA WMS. The first upgrade 
will be implemented at our West Coast Distribution 
Center (DC), followed by the Dan Daniel DC and 
Germany operations. 

We eventually foresee expansion to all of our 
DC locations around the world, enabling increased 
productivity, and integration into other areas of the 
business, all of which are true game changers, and 
afford us the ability to drive out significant supply 
chain costs across the network.

The other enabling technology we are pursuing 
is a new transportation management system (TMS). 
Our current TMS is at end-of-life, and we are look-
ing for improved routing, increased in-transit vis-
ibility, further reductions in our cost per mile and 
the enhanced auditing of freight bills.

Integration of the new WMS and TMS will af-
ford us opportunities to optimize a large portion of 
the network and deliver what our customers want, 
when they want it, and at a reduced cost.

E and C News: Can you fill us in on any other 
efficiencies that AAFES is exploring with the other 
exchange services and the Defense Commissary 
Agency (DeCA)?

Immler: The Exchange has been actively involved 
in the Executive Resale Board (ERB) and Coopera-

significantly impacted top-line sales. 
Our unwavering focus on maintaining earnings 

to return dividends back to the troops is evidenced 
through our continuous emphasis on reducing sell-
ing, general and administrative (SG&A) expenses 
— personnel costs, other expenses, and depreciation. 

In the first four months of fiscal year 2015, we are 
running 11-percent higher in earnings, while sales 
(without gasoline) are 5-percent lower — earnings 
growth is moving in the opposite direction from 
our sales trend. 

SG&A expenses — but more specifically person-
nel expenses — led the decline, with a reduction 
of $29.5 million, or 8.4 percent, through year-to-
date May. This earnings improvement was realized 
from a smaller, yet more effective workforce, and a 
reduction in capital expenditures driving down both 
personnel costs and depreciation expenses.

E and C News: You have been active in ad-
vocating AAFES’s mission in Washington and 
in the Pentagon. What are some of the most 
important things you think decision-makers and 
the public should know about the Exchange?

Immler: As Mr. Shull has mentioned on many 
occasions, all three exchanges and the commissary 
serve the entire active-duty and retiree population at a 
cost of only 0.2 percent of the defense budget. Resale 
benefits are very important non-pay considerations 
when recruiting and retaining. The Exchange is more 
than just a military resale organization — it is an 
important part of the military community. 

Our industrial plants in the Pacific and Europe 
produce baked goods and bottled water to U.S. 
specifications to provide a taste of home that ser-
vicemembers and their families wouldn’t otherwise 
experience while stationed overseas. The Exchange 
School Meal Program provides school lunches to 
students at Department of Defense Dependents 
Schools (DoDDS) on Army and Air Force instal-
lations in nine countries overseas. And our selfless 
associates never hesitate when called upon to serve 
alongside Soldiers, Airmen, Sailors and Marines in 
overseas contingency operations, with over 4,400 
having deployed since 9-11.

The Veterans Online Shopping Benefit (VOSB) 
initiative, which would extend online shopping privi-

leges to honorably-discharged veterans, is another 
way the Exchange is looking to preserve the ben-
efit for servicemembers, retirees and their families. 
This initiative is a winning proposal for all those 
involved, and it has no appropriated funding costs 
associated with it.

E and C News: What are some of AAFES’s 
principal strategic future-oriented initiatives in 
supply chain, logistics and distribution, that affect 
the Exchange, its customers and resale partners?

Immler: First and foremost, our main focus 
is strengthened collaboration among the various 
stakeholders. To satisfy our diverse customer base, 
requirements necessitate close collaboration and 
communication between the Merchandising Di-
rectorate (MD), information technology (IT), our 
extensive logistical infrastructure, and third-party 
logistics (3PL) providers and suppliers, to ensure 
we deliver the proper merchandise to the right place 
at the right time. 

This is critical to ensure that quality of life for 
servicemembers and their families is maintained. We 
go where no one else does, so our mission is getting 
the job done wherever our customers demand us to 
be, while balancing cost and service requirements. 

Maj. Brandon Daigle, USAF (left), director of opera-
tions, 22nd Intel Squadron, discusses the ins and outs 
of shopping at the Exchange with Immler during the 
deputy director’s May 13 visit to the newly renovated 

store at Fort Meade, Md.

Alex Mamaril (left), Fort Meade, Md., Exchange Main 
Store manager, discussed category business, inventory 
and merchandising with Exchange Deputy Director Mi-
chael Immler, during Immler’s tour of the installation’s 

new replacement main store.
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Key website platforms that are contributing to 
the improved online customer experience include 
Certona for suggestive selling, BazaarVoice for cus-
tomer reviews and Endeca for robust filtering and 
site search. These tools allow customers to locate 
merchandise quickly and efficiently.

With the “Exchange Extra” app, customers will be 
able to build shopping lists from the online tabloid, 
and seamlessly go between the electronic version of 
the tabloids, online store and the app. More coupons 
and other promotions will be moving to the Extra 
app. This year’s holiday “bounce-back” coupons 
will be distributed as hard copy in-store or can be 
downloaded via the Extra app.  

ECommerce will also be launching a new Holiday 
Entertaining book that will feature more online-only 
holiday décor, food, etc. During the Week 51 promo-
tion, our “Because of You” marketing campaign will 
feature more than $20,000 in prizes.

Second-quarter eCommerce sales are trending 
up 9.1 percent, the average order value is at $278, 
which is up 6 percent, and the total number of items 
ordered to date is 25 percent above last year. This 
positive trend is expected to continue through the 
fourth quarter as we launch new website features 
and expand our promotional activity.

E and C News: Is there any message you would 
like to convey to AAFES associates and suppli-
ers about the current and future direction of the 
Exchange?

Immler: The Exchange has remained a vital 
benefit for servicemembers and their families for 
120 years and is committed to being there for an-
other 120 years.

It would not be possible to deliver the benefit 
we do without the hard work and dedication of both 
our associates and vendors. Many have given above 
and beyond to make the quality of life of our valiant 
servicemembers better. For that devotion to the 1 
percent who defend our great country and the free-
doms that we enjoy, I say thank you!

— E and C NEWS

tive Efforts Board (CEB) over the last several years. 
Recently, we have participated in the development 
of the Defense Resale Business Optimization Board 
(DRBOB). This latest effort has focused on identifying 
efficiencies within the resale ecosystem in response 
to the Military Compensation and Retirement Mod-
ernization Commission (MCRMC) recommendations. 

Some potential areas of efficiencies include ex-
panding the use of the Military Star Card to commis-
sary purchases, and employing non-appropriated fund 
(NAF) business concepts to Defense Commissary 
Agency (DeCA) operations. The goal of any efficiency 
is to preserve the overall benefit for present as well 
as future servicemembers and families, regardless 
of whether it’s the Exchange or commissary.

E and C News: Are there any upcoming store 
renovations or new Exchange stores coming on 
line during the remainder of this year into cal-
endar year 2016 that you can tell us about?

Immler: Part of the Exchange’s capital program 
is designed to provide customers with a first-class 
shopping experience by constructing modern facili-
ties and by sustainment of current facilities to keep 
them clean, safe and modern shopping environments.  

To this end, the following major projects under 
construction, totaling approximately $67.7 million, 
are scheduled to be completed in 2015 and 2016:
• Nellis AFB, Nev., Shopping Center: This proj-

ect provides the shopping center with an image 
update. It is being accomplished in phases, and 
will include image updates to the shopping center 
and Express. The project will also replace several 
food facilities with name brand fast food (NBFF) 
restaurants. The expected completion of the final 
phase of the project is fall/winter of 2015.

• JBLM Lewis-McChord, Wash., North Fort Troop 
Store and Subway: This new facility will include 
a 7,320 square-foot Express and Subway restau-
rant. The project is expected to be completed in 
fall/winter of 2015.

• JBLM Lewis-McChord, Wash., North Fort Dual 
Food: This project constructs a dual food facil-
ity next to the new troop store that is also under 
construction and is also projected to be completed 
in fall/winter of 2015.

• Fort Bragg, N.C., Smoke Bomb Hill Mini-Mall: 
A new 32,000 square foot Mini-Mall with fuel, 
concessions and a food court with four NBFF 
restaurants is projected to open in early 2016.

• Fort Gordon, Ga., Shopping Center Expansion: 
This project will expand the shopping center by 
81,469 square feet and will include expansion 
of the main store, food court, Military Clothing 
(MC) store, pharmacy and concession mall. The 
expansion is expected to be completed in the 
spring of 2016.

• Fort Benning, Ga., Airborne Express: This project 
constructs a 7,440 square-foot Mini-Mall that 
replaces the current Express, which was built 
in 1955. The Mini-Mall will include an Express 
with fuel and NBFF restaurants.

• Main Store “Repositions” in 2015:
Fort Bliss, Texas
Fort Campbell, Ky.
Fort Leonard Wood, Mo.
Fort Carson, Colo.

The Exchange strategic priority, “Reposi-
tion the Main Store,” is a progression of the 
Exchange brand development, which began with 
the Tinker AFB, Okla., Main Store in 2010. A 
reposition project provides new department sizing, 
adjacencies, store fixtures and graphics to create a 
unique shopping environment for the customer while 
maximizing profitable departments for the facility. 

Reposition projects realign department sizes to 
allow space for departments with the most potential 
for growth — currently, for example, cosmetics, ath-
letic clothing, footwear, pets and cleaning — while 
right-sizing those departments which no longer have 
as much value. 

Improved department adjacencies create a syn-
ergy between complementary products targeting life-
style shopping. New fixtures and impactful graphics 
showcase the merchandise assortment and highlight 
national brands. Most reposition projects are com-
pleted in only 90 days.

E and C News: What are your top priorities for 
the Exchange for the remainder of fiscal 2015?

Immler: ECommerce continues as a major stra-
tegic priority, with a main goal of improving the 
customer experience. The assortment of brands and 
products available on shopmyexchange.com contin-
ues to increase, including key national brands and 
greater depth in extended sizes and colors in both 
apparel and hardlines items. Inventories have been 
increased on the most popular brands and sizes in 
order to ensure items are in stock and allow for 
quick fulfillment to the customer. 

Currently, many items ordered before noon are 
shipped the same day. Additionally, a new deliv-
ery contract for larger items, such as furniture and 
exercise equipment, is ensuring customers receive 
those products in a timely manner. This has improved 
customer service and is resulting in decreased cus-
tomer comments and damage claims.

We continue to integrate all of our customer ex-
perience touch points across channels to achieve 
“one voice,” including doing this digitally such as 
by utilizing daily customer emails, the website and 
Facebook, as well as print tabloids and specialty 
catalogs. 

AAFES Deputy Director Michael Immler briefs Sgt. Maj. of 
the Army Dan Dailey on the work of the Exchange’s Stra-
tegic Planning and Partnership Directorate during Dailey’s 
September visit to Exchange headquarters in Dallas, Texas. 
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