
to manage our financial resources. This achievement 
underscores that DeCA is a model Department of 
Defense (DoD) organization; every dollar appropri-
ated to DeCA is accounted for and properly used to 
support the commissary benefit. 

On DeCA’s sales performance …
Our fiscal 2011 numbers were good: We provided 

our customers an average annual savings of 32 percent. 
We continue to inch closer to the $6 billion mark, 
achieving $5.96 billion in sales, up 1.94 percent from 

On his reflections on the past 
year at the DeCA helm …

The experience has gone beyond my expectations. 
I knew DeCA was an exceptional organization before 
I arrived. However, after observing the expertise and 
dedication of the agency’s employees first hand, I 
greatly appreciate what our workforce does each day 
to deliver the commissary benefit.

Since last year, I’ve observed, listened and asked 
questions of our stakeholders, industry partners, cus-
tomers, workforce and agency leadership. This gave 
me insight that will help determine what we need 
to do to be relevant in light of complex and social 
and economic changes occurring at what seems an 
astronomical rate. I see these changes as opportunities 
to take the commissary benefit to the next level and 
build on our past successes. 

Reflecting on the past year, obviously the most 
significant occurrence was the reorganization. I am so 
proud of how Team DeCA pulled this together; plan-
ning and executing perhaps the largest reorganization 
this agency has seen since it was created in 1991.

We reconfigured our above-store operations into 
four enterprise-level business operations known as 
groups. In the process, we eliminated about 90 posi-
tions above store level, and changed our store oversight 
with the creation of a Store Operations (SO) group 
and area offices to provide more uniform direction 
and support. All of this was accomplished without 
disrupting the delivery of the commissary benefit to 
our patrons — simply amazing! 

When the earthquake and tsunami crisis hit Japan 
on March 11, 2011, the days that followed really 

tested the mettle of our workforce. It seemed as if one 
calamity after another would interrupt our ability to 
deliver the benefit, but our people persevered. 

Our associates on the ground in Japan worked with 
our folks from the then-DeCA West Region, DeCA 
headquarters and our industry partners to expedite the 
delivery of additional orders of water, rice, canned 
goods, charcoal, toilet paper, batteries and other es-
sential products. As time moved on, our commissaries 
not only supported our regular customers but also the 
troops sent to Japan as part of the U.S. military relief 
effort known as Operation Tomodachi.

Once again, we obtained a clean audit opinion — 
the 10th straight — which is a tribute to our ability 

‘I want our employees to embrace a culture 
of entrepreneurship. …This culture has three 
parts: innovation as a key to our continued 
success; risk-taking as we try new ideas … 
and collaboration as each of us plays our 

part in working together as a team.’
– DeCA Director and Chief Executive Officer Joseph H. Jeu

Since becoming director and chief executive officer (CEO) of the De-
fense Commissary Agency (DeCA) on Jan. 3, 2011, Joseph H. Jeu Sfense Commissary Agency (DeCA) on Jan. 3, 2011, Joseph H. Jeu S

has taken the reigns of the nearly $6 billion agency and steered it through 
arguably the largest reorganization in DeCA’s history. The agency has 
emerged leaner, more efficient than ever, and ready to embrace the chal-
lenges of the future with exciting new programs and technology.

In this exclusive interview with E and C News, which took place in 
early March, Jeu reflects on the past year at DeCA’s helm, and talks about 
exciting new DeCA initiatives that have begun to reshape the commissary 
model for the next decade.

Defense Commissary Agency Director and 
Chief Executive Officer Joseph H. Jeu

Toward a New DeCA Model:

‘The Commissary 
 Benefit 2020’

Photo by 
Rick SanboRn
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this event a “commissary roundtable” versus a “com-
missary conference.” The new format is designed to 
encourage more open exchange of ideas between our 
people and our industry partners, as we work together 
to improve our business processes to more efficiently 
deliver the commissary benefit in the years to come. 

On the agency’s goals,  
stretch goals and outlook for 

2012 sales and transactions …
Our sales goal for fiscal 2012 is to reach about $5.9 

billion with a stretch goal of $6 billion. We also want 
to achieve 100 million transactions; it’s an aggressive 
goal, but I think it’s attainable. 

I’m optimistic because sales through the first 
quarter of fiscal 2012 were about $1.6 billion, up 
$49 million, or 3.23 percent. Transactions during 
that same period were 24.68 million, up 370,000, or 
1.52 percent. These results show that our customers 
are very savvy shoppers and recognize how far their 
commissary benefit can extend their paychecks.

Barring any unforeseen challenges, fiscal 2012 
sales should be quite strong, and we believe it’s pos-
sible to meet and exceed $6 billion. Of course, hitting 
that mark will be helped by tailwinds of significant 
price increases, returning troops and the leap year 
effect. 

We do recognize that achieving the 100-million-
transaction level, even with a good first quarter of 
fiscal 2012, is still an aggressive stretch goal. Decem-
ber 2011 was our best sales and transactions month 
since at least fiscal 1997. This tells us that customers 
are turning to the commissary for savings, but also 
that there may be some positive spending trends at 
work as well. 

On partnering for success  
in shaping DeCA’s new 
commissary model …

As we look to sculpt this new commissary model, 
we must do so in concert with our industry partners. 
They have supported DeCA since the beginning of 
the consolidated commissary system, and they have 
come to the table to protect the benefit as they, too, 
believe strongly in what it does for the military and 
their families.

Our industry partners are also helping us learn 
more about the segments of our diverse customer 
base we need to target. Thanks to their analytics, we 
are learning more about ways to increase our penetra-
tion of the most important group of customers, that 
elusive 18-35 year-old group — single soldiers in the 
barracks, single soldiers with children, young married 
couples, the young families with children — who will 
sustain the viability of the benefit. 

This group is like fire and ice. Some are passion-
ate about the commissary. They love it. They can’t do 
without it. Others are the ice. They will tell you they 
can get a better deal on the outside. We need to con-

this trying economic environment. 
If my first year has shown me anything, it’s shown 

me that DeCA employees seem to be able to work 
miracles when the chips are down.

On DeCA’s 2012 ‘Roundtable’ …
The theme this year is “Reliable & Relevant — 

Partnering for the Future.” The theme was chosen to 
draw more attention on the value of the commissary 
benefit to our customers, and the importance of our 
partnership with industry to provide the benefit. 

Participants will see one noticeable change this 
year in the format. Starting with DeCA 2012, the 
American Logistics Association (ALA) is calling 

fiscal 2010. Our customer transactions were 96.2 
million, up 1.44 percent from the previous year. We 
generated $2.08 in customer savings for every $1 of 
appropriated costs. 

Our score on the American Customer Satisfaction 
Index (ACSI) rose to 81 — the supermarket industry 
average is 76. And, our stores’ performance was rated 
the best ever by commissary shoppers polled for the 
2011 Commissary Customer Service Survey — nearly 
21,000 shoppers gave commissaries an overall score 
of 4.72 out of a possible 5 rating.

And, as we move through the first quarter of fiscal 
2012, this agency is adjusting to a new fiscal reality of 
severe budget reductions within DoD. While DeCA 
is fully funded in the President’s fiscal 2013 budget, 
our people are researching innovative adjustments to 
ensure the delivery of a viable commissary benefit in 

the participants in Deca’s recent executive strategy session that focused on Deca’s vision for the “commissary ben-
efit 2020,” included, from left, Deca Director Joseph h. Jeu; Deca command Sgt. Maj. John M. Gaines Jr., USa; Di-
ana P. Graff, director, Requirements and Strategic integration; Scott Simpson, senior business analyst and consultant; 
Vicki L. archileti, director, corporate Planning; Daniel W. Sclater, chief, Deca Washington, D.c., office; William E. 
Sherman, general counsel; Rogers E. campbell, SES, director, Sales, Marketing and Policy Group; keith hagenbuch, 

SES, director, Store operations Group, and Michael J. Dowling, SES, director, Logistics and Engineering Group.

During the 21 years of its existence, DeCA has un-
dergone several major structural and geographic 

reorganizations. It has pared down layers of above-store-
level staff; implemented Lean Six Sigma (L6S) methods 
and training, and has harvested efficiencies in all corners 
of the organization. E and C News asked DeCA Director 
Joseph H. Jeu where else might the agency look for 
efficiencies, and what might be next on the horizon in 
that regard.

“It’s ironic,” Jeu responded, “that in the lead up to 
your question, you mentioned the many efforts this agency 
has undertaken to look for efficiencies. Whether it’s 1991 
or 2012, this agency has, and will always be, engaged 
in identifying efficiencies that make us a better deliverer 
of the commissary benefit.

“Within about a month of my ‘first anniversary’ here 
at DeCA, we had a very productive executive strategic 
session. From that meeting, we crafted a new vision 
statement to serve as a beacon, illuminating the heart 

of our business: understand our customers and deliver 
a 21st-century commissary benefit. 

“To achieve this vision, we will focus on three primary 
initiatives:
•  Study and support shopping trends, leveraging social 

media to help gain insight into our customers’ changing 
needs.

•  Explore concepts such as electronic and mobile com-
merce and other improvements to our business model.

•  Employ new efficiencies in construction, technology 
and operations to continue as a best-in-class Defense 
Department agency.
“Our new vision will help guide us through this period 

of rapid change and put us on a path to take the com-
missary benefit to the next level. Just as our military 
leaders address the ‘All-Volunteer Joint Force 2020,’ 
we must provide our patrons with a new commissary 
model, the ‘Commissary Benefit 2020,’ to support DoD’s 
changing structure.”

Crafting a New Commissary Model

EXchanGE and coMMiSSaRy nEWSAPRIL 2012

DeCA Interview



the agency and our customers’ shopping experience.
These enhancements include the following initia-

tives:
•	 Hiring persons with targeted disabilities: We have 

experienced great success in the area of hiring per-
sons with targeted disabilities and will continue to 
aggressively pursue this hiring initiative. 
In 2011, DeCA achieved Best Mid-Sized Compo-

nent honors on the strength of increasing the number 
of employees with targeted disabilities on its rolls 
from 1.1 percent in fiscal 2010 to 1.51 percent in fiscal 
2011. The DoD goal for hiring people with targeted 
disabilities is 2 percent — the DoD-wide average per-
centage is 0.77 and the federal-wide average is 0.88.
•	 Director’s Team Award: We want to recognize a 

vince the ice faction that we are the best deal in town.
And, these shoppers are all about technology. 

They sleep, eat and breathe with their cell phones. 
They do their banking on phones, stack coupons 
on phones and build relationships on phones. We 
need to figure how we can leverage their love of 
technology and fit it into our future commissary 
model. We have to improve our basic understand-
ing of what our customers want. How do they want 
to shop in the future? How can we influence their 
shopping behavior?

On the rollout of DeCA’s new 
commissary model …

In other areas, we will refine and automate our 
stores through the following initiatives: 
•	 Complete deployment of electronic shelf labels to

replace paper labels and reduce pricing errors. 
•	 Refine and upgrade our Commissary Advanced Re-

sale Transaction System (CARTS) front-end system 
to improve system response times and improve the 
patron’s shopping experience and checkout time. 

•	 Digitize store-level documents through our DeCA
Electronic Records Management and Storage sys-
tem deployment to eliminate paper records and 
reduce storage needs at stores.

•	 Implement updated meat and produce automated
systems to improve response time and standardize 
the systems across the stores.
From a store support perspective, we are looking 

at store-level functions that could best be performed 
at headquarters, similar to functions performed in the 
commercial market. This includes administrative tasks 
and other functions or requirements in our stores that 
don’t directly contribute to selling groceries.

On his focus areas for his next 
year at the DeCA helm …

As we move forward with our efforts to create the 
Commissary Benefit 2020, I’m also excited about the 
more immediate opportunities we have to improve 

group or team of employees who exemplify coop-
eration, collaboration and open communication, 
while completing a project that successfully impacts 
the agency financially or through a process improve-
ment. This award begins in June and winners will 
be announced in July.

•	 DeCA Concept Team: To help us put more action 
behind our strategic goals, we are forming a con-
cept team. They will act as our “dream team,” so to 
speak, taking the ideas, establishing the possibilities 
of these ideas and matching the possibilities with 
the right person or persons best equipped to tackle 
these goals.

•	 Training: In 2012, DeCA will expand the train-
ing of store employees and managers through new 
partnerships with DoD, the Office of Personnel and 
Management (OPM) and SkillSoft — an e-learning 
services provider that will customize an online 
training platform to meet our needs. Partnerships 
like these allow us to offer more opportunities for 
leadership training to our supervisors and managers.

•	 Shadow Day: This will give our employees the 
opportunity to gain valuable insight into jobs in 
their career progression, by spending a day with a 
manager or technical expert to see first hand what 
they do on their job. Our first Shadow Day is sched-
uled for March.

•	 New décor: Implementation of the new décor con-
cept, called the “Uniform Décor,” will continue as 
construction is completed this year at Fort Camp-
bell, Ky.; Moody AFB, Ga.; NNSY Portsmouth, 
Va.; and Ansbach, Germany. 
The warm and inviting décor scheme will also 

be included in the construction contracts scheduled 
for award this year at Coraopolis, Pa.; Gunter AFB, 
Ala.; NSB New London, Conn.; Mitchel Field, N.Y.; 

Mike Mena (left), 
Fort bliss, texas, 

store director, chats 
with Jeu during the 

reopening of the Fort 
bliss commissary in 

June 2011.

in the store perimeter, Deca
plans to implement auto-

mated and updated meat and 
produce systems. Langley aFb 
commissary, Jb Langley-Fort 

Eustis, Va., Meat Manager Dave 
Wild (fourth from left) discusses 
the department’s displays with, 
from left, store director Steven 

Villeneuve, Deca Director 
Joseph h. Jeu, and Zone 28 

Manager Joe Green.
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‘Everything we do must remain flexible, 
open to all the innovations made  

available to us daily.’
— DeCA Director and Chief Executive Officer Joseph H. Jeu
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future with a strong sense of purpose and a more keen 
sense of urgency. 

Also, as a result of the reorganization and the re-
sulting formation of the SO group, we are seeing an 
increased mindset of “One DeCA” in our stores. In 
the past, we had three separate regions, each with their 
own directors and support personnel. As a result, we 
often had three different interpretations of the same 
policy or directive. 

Now, with the formation of SO, we’re beginning 
to see positive feedback from the stores. Stores are 
learning that all store-related questions can be filtered 

NS Annapolis, Md.; Fort Leavenworth, Kan.; and 
Fort Polk, La.
•	 Commissary Rewards Card: Rolling out the rewards 

card represents yet another benefit for our patrons 
by providing additional incentives for one-stop 
commissary shopping, saving patrons both time 
and money. 
We hope to have this program implemented later 

this year. Initially, this new and exciting program will 
provide digital manufacturer coupons to commissary 
patrons. In the future, there are unlimited initiatives 
for the rewards card. 
•	 Guard and Reserve Pre-order and Pre-Pay: We 

plan to field test this online-ordering system in the 
spring. This will allow Guard and reserve members 
geographically separated from brick-and-mortar 
facilities to order and pay for groceries from their 
home computers, and pick them up at the nearest 
designated Guard and reserve on-site location.

• Waste management: DeCA’s recycling and solid 
waste programs continue to make and save the 
agency and taxpayers’ money. In fiscal 2011, DeCA 
made $7 million in recycling cardboard. DeCA 
also recycles plastic, wood, metal and paper. We 
recently completed training all of the U.S. stores 
on what to recycle and how to do it properly. We 
are also testing waste-to-energy projects. 

On new mindsets, in-store 
service and support …

Well first, you cannot gloss over the effects of the 
realignment. The process represents a major change 
in how we are configured, and because of it, a sense 
emerged that this was not “business as usual.” 

Think about it; the reorganization created new 
enterprise-level business groups. Now, I’m confident 
everyone in Team DeCA recognizes we must face the 

through SO for resolution. In turn, SO is providing 
quicker feedback, often by drawing on experience 
that before would have been in a different region and 
handled by multiple people.

In a related area, I will continue to stress the im-
portance of industry support to the field. We cannot 
provide the level of savings possible without their 
partnership. In part, this means providing efficient 
vendor stocking support, a common theme that I 
examine when I visit the stores. We are working with 
our industry partners to fine-tune metrics for vendor 
stocking that will help improve that function.

On his philosophy on 
entrepreneurship and its 
translation into action … 

I want our employees to embrace a culture of en-
trepreneurship, which is a key facet of my leadership 
philosophy. This culture of entrepreneurial spirit has 
three parts: innovation as a key to our continued suc-
cess; risk-taking as we try new ideas, even though 
some may not work; and collaboration as each of us 
plays our part in working together as a team. 

All entail partnerships and team effort from 
DeCA’s perspective, and are the way through which 
we will identify opportunities, improve our business, 
allocate resources and create value that enhances the 
value of the commissary benefit. 

In this vein, we are fostering an innovation culture 
that targets employee ideas and feedback on sug-
gested improvements to make us more efficient and 
reduce costs to DeCA operations. This will help us 
engage employees who aren’t normally involved in 
management decisions, and allow us to learn from 
the individual-level input, as we listen to them and 

Jeu believes single servicemembers in the barracks, single ser-
vicemembers with children; young married couples, and young 

families with children are among the key components to sustaining 
the viability of the benefit in the future. navy patrons explore the 

naSJRb new orleans, La., store with the Deca director.

Jeu presents gift cards to servicemembers during the 
Fort bliss, texas, commissary reopening in June 2011.
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On his message to the people of DeCA and the 
military resale community …

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 — no longer have relevance. 

We’re operating in an era of unprecedented change, with challenges to ev-
erything we do and every dollar we spend. The military has responded to these 
challenges by developing a lean, flexible and efficient All-Volunteer Joint Force 
2020. In turn, we need to take the benefit to the next level and create the “Com-
missary Benefit 2020.”

This is an exciting time. We are moving forward into new areas, embracing 
aggressive opportunities to help ensure our relevance to the military, and our 
success in delivering the benefit to our customers. Everything we do must remain 
flexible, open to all the innovations made available to us daily. 

We may need to take some calculated risks, but our innovations will be based 
on solid research and a sense of not only what our customers want today, but 
what they will want tomorrow.

Our employees, industry partners and stakeholders, with enthusiasm, in-
novation and teamwork, can invest a collective spirit and energy in building the 
commissary benefit of tomorrow, instead of just sustaining the status quo.

We will continue to focus on developing our vision and strategic direction, 
responding to defense strategic guidance, assessing our performance and suc-
cesses, and looking for opportunities to improve. We will ensure the best support 
to our stores, patrons and employees in providing the commissary benefit more 
efficiently. 

I strongly believe the commissary benefit will thrive in the exciting years of 
change ahead of us. —E and C NEWS

let them know their opinions are valued. (For more, see “DeCA Innovation 
Challenge,” page 14.)

On further ways DeCA can improve efficiencies …
As we move forward, we will always look for ways to be more efficient. For 

example, we are developing our Lean Six Sigma Black Belts’ ability through 
software capabilities to perform dynamic simulation and modeling of our key 
processes, to help solve almost any problem involving uncertainty, variability 
and risk that DeCA may face in the future.

By the way, identifying efficiencies isn’t just management’s job. In that spirit, 
we are enhancing our business intelligence capability to focus more on research, 
innovations, business analysis and process improvements. 

That increased focus includes the following:
• 	Managing a robust innovation program that targets employee ideas and feedback

on suggested improvements for review and action.
• 	Researching innovations within industry and benchmarking to determine if

they are applicable for DeCA.
• 	Providing business analytics that guide business-model decision-making,

considering the cost, implementation and staffing ramifications of decisions.
• 	Using process improvement experts to identify non-value-added processes and

potential divestitures of unnecessary steps and activities for better realignment 
and use of agency resources.
As we continue to move the agency forward in fiscal 2012 and beyond, we 

will focus on the impact of the new Defense Department guidance on our ap-
propriations and how this may change our goals, plans and initiatives. 

We will continue to assess the success of our structural realignment, look 
for opportunities for improvement, and tweak where necessary to ensure the 
best support to our stores, patrons and employees in providing the commissary 
benefit more efficiently.
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