
Chief Merchandisers – Sales Strategies

we are taking a scalable approach 
on key categories such as Power-
Zone, Beauty — such as prestige 
cosmetics and handbags — BeFit 
— with athletic wear and athletic 
footwear — and women’s fashion 
apparel, and including them in our 
Reposition the Main Store initia-
tive. We have plans to reposition 31 
main stores and athletic footwear 
in 46 stores throughout 2015 and 
into 2016.  

In September 2014, the Exchange 
launched the new shopmyexchange.

com website. As with any new launch, we had some kinks to iron out. Even 
with the challenges experienced, demand during the months of November and 
December was $61.2 million, an increase of 5 percent compared to prior year.  

The new platform makes it easier for our customers to shop by giving them 
access to more information and delivering search results in fewer clicks. Before 
the new website launch, we touted endless aisles, but really did not deliver.  

Now, with our new eCommerce platform, we can truly give our custom-
ers access to assortments in our largest stores. In 2015, we will continue with 
enhancements to our eCommerce platform. We will be piloting programs such 
as order online/ship from store or order online/pick up at store.  

At the Sheppard AFB, Texas, Main Store, we will be testing a virtual store 
that will allow customers to shop our eCommerce site using a large digital in-

On the Exchange Impact Workshop and the future of retail …
My hope is that conversations will be free-flowing and no-holds-barred. It 

is a time for us to discuss the state of the industry and our role in it. The future 
of retail is upon us; no more status quo. 

We need to discuss process efficiencies on both sides and build upon what 
is working, and retool what is not. Discussions need to center around staying 
ahead of fast-moving trends, maintaining a competitive advantage in technology, 
continuing to have a high level of customer service, and needing to focus on 
the omni-channel experience. The ultimate goal is to work together to enhance 
and sustain the benefit that our customers have selflessly earned.

On factors influencing sales momentum …
 
The Intensify National Brands (INB) strategic objective 

continues to be the center of our success. Through November, 
we opened 195 national brand store-in-store (SIS) concepts. 
Sales through November for this initiative are trending at 
12.4-percent above last year and 2.8-percent above plan.  

As a result of a concentrated effort, Planning, Allo-
cation and Replenishment (PAR) transitioned from 99.8 
percent of store replenishment being on minimum/maxi-
mum replenishment, to 83.1 percent being on forecasted 
replenishment, which improved the in-stock percentages 
from 92.9 percent to 95.67 percent. In the process, weeks of 
supply were reduced, and turns improved from 5.55 to 7.43.

Space utilization has become a key metric that the 
Exchange is using to drive results in our brick-and-mortar 
stores. For example, at the Fort Belvoir, Va., Main Store 
that opened in June 2013, cross-merchandising along with 
innovative new merchandising techniques call out our brand-
ing statements of Home, Life, and Style, and provide a 
new and exciting experience that our customers continue 
to give us credit for.  

Grand opening sales at Belvoir were up 97 percent. 
We realize that not all stores are the size of Belvoir, so 

As the dynamics of retail success and military benefits policymaking converge in the 
crosshairs of future Exchange sales goals and dividends generated by sales, Army 

& Air Force Exchange Service (AAFES) Merchandising Directorate (MD) Executive 
Vice President, Chief Merchandising Officer (CMO) Ana Middleton issues a call to 
arms to the military resale and industry community to raise the level of discussion about 
process efficiencies, what’s working, and retooling what’s not. Much is at stake, and 
there is no doubt about Middleton’s sense of urgency when it comes to staying ahead 
of fast-moving trends and thriving in a highly competitive retail future.

Working Together to Enhance   
 and Sustain the Benefit

AAFES plans to reposition 31 main stores and athletic footwear in 46 
stores throughout 2015 and into 2016, as part of its Reposition the 
Main Store initiative. OpBeFit continues to be a major initiative at the 
convergence of health and fitness trends and healthy military lifestyles. 

Randolph AFB Main Store, JB San Antonio, Texas.

Middleton
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In 2015, we will build upon the success of the 2014 “Homeward Bound” 
marketing campaign by launching a new campaign called “Because of You.”  The 
first official Because of You event was a “Proud to Serve” essay contest, which 
invited customers to write an essay in 300 words or less telling us why they 
are proud to serve their country in the military. Just as we did with Homeward 
Bound, the essay chosen for first place received a $10,000 Exchange gift card.  

We will also continue to explore granting honorably discharged veterans 
the ability to shop the Exchange online. If the Department of Defense (DoD) 
changes its policies to allow 100 percent of honorably discharged veterans ac-
cess to the Exchange online, these operations could reinvest a portion of the 
proceeds earned through increased patronage to support installation quality-
of-life programs as well as improve brick-and-mortar retail operations that 
active-duty servicemembers, retirees and their families depend on.

On Exchange Every Day Low Price (EDLP) programs …
Price is a very tough and volatile thing to tackle; I am very pleased at how 

the Exchange is perceived in this area. Our Customer Satisfaction Index (CSI) 
score for the pricing dimension is 80, which is up one point compared to the 
prior year. Scores increased in all three pricing attributes: value; merchandise 
that fits your budget; and adjusting prices to meet or best competition.  

While we strive to always offer the lowest prices, we realize that we are not 
going to have the lowest price in town on everything. This is when we invite 
our customers to utilize our We Price Match program. Details of the program 
can be found at shopmyexchange.com.

   

Middleton’s message to associates, personnel, and vendors 
and suppliers regarding hopes and goals for fiscal 2015 …  

I am so proud of the way store associates have performed over the past two 
years in a rapidly changing environment with many new program launches. 
Associates are our boots on the ground to ensure the programs are executed 
flawlessly and seamlessly to drive brand loyalty.  

Our store managers also have a unique relationship with our customers; they 
are part of the community and truly think of our customers as an extension of 
our family, which is something that is truly unique in this industry. My message 
to them going into 2015 is “thank you and keep up the great work.”  

I also want to extend a heartfelt thank you to our vendor partners, many of 
whom are as committed to the mission as we are. 2014 was a great year, and I 
look forward to working with you all in 2015.  —E and C NEWS

teractive screen — bringing that large store assortment to 
their doorstep. Customers will be able to browse the online 
assortment and order on the spot or place the product in 
their virtual shopping cart and order at home.  

I am very proud of the team’s progress and am excited 
to begin Phase II of our eCommerce project. 

On leveraging the Operation Be Fit program 
across multiple merchandise categories …

The first holistic Operation Be Fit experience launched 
at the Randolph AFB Main Store, JB San Antonio, Texas, 
this past November. The new design, aimed at capturing 
the athlete in all who shop the store, has a full self-serve 
athletic footwear department on one side and athletic ap-
parel on the other.  

Men’s and women’s national brands, including Under 
Armour, Nike, and adidas, are prominently displayed through-
out the department. Within the department, OpBeFit TV 
displays products, programs and services centered on the 
fit and healthy lifestyle of the military customer.  

Throughout 2015, we will continue to build upon our 
already successful Operation Be Fit brand. The goal is 
to integrate OpBeFit into all customer touch points. The 
Exchange Extra mobile app allows customers to access quick tips on workouts, 
recipes and other healthy tips on the go. In-store shelf labels can be scanned 
for additional product details and specifications.  

Exchange TV will feature products and services that tie into the OpBeFit 
brand. Main content for the channel will be vendor-created. We will also be 
updating our eCommerce presence to give us the ability to quickly update 
information and link to all the great product offerings online. 

On the Exchange’s sales environment for fiscal 2015 …
In 2013, contingency sales were $299 million; in 2014, they were $180 mil-

lion; and in 2015, we are expecting that number to decrease by half or more. 
Couple that with the reduction of forces, and our 2015 sales are planned flat to 
2014, which is amazing considering our customer base is shrinking. 

To offset the losses in contingency, the Exchange will continue its expansion 
of national brands throughout 2015, as we focus more on how customers shop 
through our Reposition the Main Store initiative. Hot national brands and an 
updated in-store experience will ensure a phenomenal shopping experience for 
all Exchange customers. 

On promising categories for 2015 …
 
The Exchange will continue the expansion of our national brand store-in-

store (SIS) concepts by building upon the successes we experienced in 2014.  
In electronics, the wearable category continues to trend upward.  Ladieswear 

will also continue to be a major player. We anticipate that menswear will see a 
surge, with OpBeFit serving as the catalyst for the increase. 

On 2015 initiatives to build the Exchange’s brick-and-
mortar store business …

In 2015, the Exchange will continue assortment rationalization by focusing 
on scaling back underperforming categories while making space for growth cat-
egories and new program launches. Changes will highlight the brand statements 
within our assortments while providing a new and exciting in-store customer 
shopping experience.  

We will feature promotions that tie in with themes and events that are unique 
to our customers. Social media and shopmyexchange.com will continue to play 
a big part in promoting these events.

Handbags, such as these shown at Randolph AFB Main Store, JB San 
Antonio, Texas, are part of the Reposition the Main Store program.
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