
Industry Partnering Workshop

19 September 2011

Exchange Real Estate



Agenda

0900  Command Engineer

Admin

The Exchange Overview

Real Estate (RE) Overview

0915  Planning

What We Do

Expectations

LifeStyle Centers

0945  Construction

What We Do

Expectations

Lessons Learned

1015   Break

1030  Support / Sustainment

What We Do

Expectations

Lessons Learned

1055  Contracting

What We Do

Process

Lessons Learned

1130  Break

1200  Lunch  

Program Update



Rules of Engagement

Electronic Devices

Refreshments

Restrooms

Questions

Lunch

Quiz



The Exchange



Insert Video



Mission and Vision

Mission:

Provide quality merchandise and 

services at competitively low prices; 

and

Generate earnings to support MWR 

and AF services programs.

Vision:

To be our Customersô First Choice 

by providing high quality goods 

and services at low prices and at 

the lowest cost.



12.2M          Eligible Patrons

2,118,502 Retirees

1,549,136 Active Duty

1,232,175 Guard/Reserve

494,055 Civilian/Other

6, 844,903 Family Members

Exchange Patrons



Mission Results

Where We Are

50 ïUS States

5 ïUS Territories

30+ Countries

What We Have

185 Main Stores

92 Contingency Stores

192 Shoppettes

Over 5,000 Services and    

vendors

1836 Specialty Stores

ÅClass Six

ÅBox Office Video

ÅBookmark

772 Military Clothing Stores

Provide Goods and Services

- $10B Revenue

- 3100+ Facilities

- Proprietary Credit Card

- Water and Bread Plants

- Worldwide Logistics

Supply Chain

- Catalogs

- Online shopping

FY 10 Support for  Army ,  

Air Force, Navy, Marine 

MWR Services

- $253.6 Million Dividends



Exchange Organization

44,000(+) Employees Serving Our Military World-Wide During Peacetime and Conflict

SEA WOCG / CEO
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Chief Of Staff Support Group Operations Group Oversight Group



Governing Body

Board of Directors 
(BOD)

Commander                 

MG Bruce Casella

Chief Operating Officer 

Michael P. Howard
Deputy Commander 

Brig Gen Hendricks

Chairman JCS, Secretaries Army, Air Force



Branding Initiative



Branding

Exchange

Express

Military Clothing 

AAFES

BX/PX

Shoppette

MCSS

You Save Money
We Give Back To
The Community



Home

Life

Style

New Main Store Layout



Questions?



Real Estate (RE) Overview



RE Mission and Vision

Mission

Plan, Develop, Construct and Maintain 

Exchange Real Estate Property

Vision

Be a Catalyst for Business Growth



RE  Organization

DSN Prefix:  967

Construction
Division

Gus Elliott
elliottgu@aafes.com

COM: 214 -312 -3911

Major Construction

Minor Construction

Renovations

Contracting
Division

Linda Tavano
tavanol@aafes.com

COM: 214 -312 -4091

Construction

Leases

Equipment

Facility Management

Support Services 
Contracts

Command Engineer

COL Billy Tollison
tollisonbg@aafes.com

COM: 214 -312 -2107
Vice President (VP)

Mike Smietana
smietanam@aafes.com
COM: 214 -312 -3347

Senior Vice President (SVP)

Dave Nelson
nelsonda@aafes.com

COM: 214 -312 -4730

Planning
Division

Brett Buckley
buckleyt@aafes.com

COM:  214 -312 -6875

Master Planning

Business 

Development

Store Development

Master Planning

Support
Division

Mike Smietana
smietanam@aafes.com
COM: 214 -312 -3347

Business Analyst

Capital Program

Cost Control/Budget

Environmental / 

Energy

Facility Management

Capital Program

Environmental / 



Questions?



Planning Vice President (VP)
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RE  Organization



What We Do

Develop Capital Program Requirements

Identify Business Opportunities to Grow  

Sales, Earnings and Customer Satisfaction

Forecast Future Business Potentials and 

Return on Investment

Deploy Corporate Strategies

Develop Corporate Design Standards for 

Construction / Renovation and Fixtures



YEARS

28-30

* Functional Review addresses facility location, size and shape.

Facility Life Cycle Model 

21

14

7

0



Where Projects Come From

Master Planning Process

Analyze every base; 10-year cycle 

ĄMore often for mission / demographic changes, etc.

3-Phase approach (Kick-off, Interim, Final)

Command involvement

Integrated with Installation Master Plan

Plan entire communities

Revalidation as requirements change

Shopping Center Replacement Strategy

Age of the Facility

Years Since Last Renovation 

Business Potential

Sales Per Square Foot (Stress)

Shifting Demographics

Sales Directorate (SD) / RE Strategies

Locally Identified Requirements



RE Capital Intensity

Revenue $B 9.28.4 8.7 9.0 8.8 8.8 8.7 8.7 8.9 9.0 9.1
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Project Execution Process

Identify  

Projects

Initiate 

Planning

BoD

Approval

Construction 

Process

Congressional

Release

Post-Fiscal

Analysis

Evaluate current facilities

Identify business opportunities

Project Design                            

Year 

2

Year     

3 - 4

Year      

6 - 7

Year                                   

1                             



A financially desired project

A financially acceptable project

A financially marginal project

10% and above 

7% - 9.9%

Below 7%

Return on Investment



Factors Affecting ROI

Demographics

Housing

Sales Trends

Projected Military Strength Changes

Existing Conditions

Affected Facilities

Competition

DeCA Operations

Site Location



Project Cost Internal Rate of Return    Net Present Value

$4.3M 19.0% $4.4M

$3.3M 16.7% $2.6M

$11.8M 15.5% $3.8M

TOTAL Positive Net Present Value  $10.8M

Targeted Return On Investment (X%)

TOTAL Negative Net Present Value  -$ 7.0M

$1.4M 6.8% - $4.4M

$3.2M 6.1% - $2.6M

. . . In this example target  ROI is 7%

Projects 

below targeted 

Return On Investment

Net Difference   $ 3.8M

Balance is Key



LifeStyle Centers (LC)



Lifestyle Centers

Community Development Initiate (CDI):  Create contemporary retail 

developments on military installations that enhance the lifestyle of our 

Customers and achieve Exchange financial objectives



LC Expected Benefits

Increase Quality of Life and MWR Dividends

Job creation

Local business opportunities

Increased tax revenue

Utilizes contemporary urban planning

Management, subcontractor and supplier opportunities  

Leverages the synergies of all stakeholders

Č Exchange, DECA, MWR, MEDDAC, Community Services, etc.

Creates a sense of place and destination

Brings nationally recognized brands to the installation

Incorporates  LEED standards



LC Pilot Locations

Ft. Bliss 
Joint Base San Antonio,

Ft. Sam Houston

Joint Base Lewis / McChord,
Fort Lewis



Ft. Bliss (Freedom Crossing)



Contracted Support

Master Planning

Charrettes

Identify / Validate Retail Business Opportunities (RBOs)

Expectations

Responsive

Quality Work

On Time and On Budget

Contracted Support / Expectations



Business Potential focus  

Same Project Manager from start to finish

Faulty analysis results in unsuccessful product

Quality Solicitation Package

Lessons Learned



Questions?



Construction Vice President (VP)
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Mission / What We Do

Mission: Execute the Long Range Capital 

Program (LRCP) and other major projects.

Design / Construction Work:
New Shopping Centers / Expansions

Lifestyle Centers

Express Stores / Mini Malls

Fast Food Facilities

Service Stations

Car Washes

Image Updates/Renovations

39



Shopping Centers



Shopping Center Module Sizing

Use plug-in-modules based on business case

Shopping Center 3.0

TOTAL SF 216,000

Shopping Center 4.0

TOTAL SF 169,000 Shopping Center 2.0

TOTAL SF 274,000

Shopping Center 7.0

TOTAL SF 70,200

Shopping Center 5.0

TOTAL SF 126,000

Shopping Center 6.0

TOTAL SF 95,000



Shopping Center Module Sizing

Module 2

130,000 SF

Sales $52M-$66M

Module 3

104,000 SF

Sales $38M-$52M

Module 4

84,000 SF

Sales $28M-$38M

Module 5

59,000 SF

Sales $18M-$28M

Module 6

41,000 SF

Sales $10M-$18M

Module 7

27,000 SF

Sales $10M



Concession Mall Modules

Module 7

15,000 SF

Module 2

55,000 SF

Module 3

45,000 SF

Module 5

25,000 SF

Module 6

20,000 SF

Module 4

30,000 SF



Food Court Modules

Module 2

18,000 SF

6 Food Concepts

Module 3

17,000 SF

6 Food Concepts

Module 7

10,000 SF

3 Food Concepts

Module 4

16,000 SF

5 Food Concepts

Module 5

12,000 SF

5 Food Concepts

Module 6

11,000 SF

4 Food Concepts



Express Stores



Floorplan Modules

Express Store 5.0

Retail SF 2,702

Total SF 4,985

Retail Sales <$325K

Express Store 4.0

Retail SF 3,997

Total SF 7,320

Retail Sales $325 - $450K

Express Store 3.0

Retail SF 6,174

Total SF 10,500

Retail Sales $450K - $600K

Express Store 2.0

Retail SF 9,043

Total SF 14,380

Retail Sales $600K - $850K

Express Store 1.0

Retail SF 8,975

Total SF 15,950

Retail Sales $850K

Express Store 6.0

Retail SF 286

Total SF 625

Retail Sales <$100K



Contracted Support

Vital to our success

Fair in our dealings

Design

A/E Title I Ą Site Investigation ï35% Design

A/E Title II   Ą Design 35% - 100%

A/E Title III    Ą Construction Management

Construction

Equipment/Fixtures



Expectations

Expectations

Design 

Professional designs delivered on ïtime and on-budget

Construction

Quality construction delivered on-time and on-budget

A/Es  - What we are looking for?

Treat us like a priority customer

Able to assess facilities and their systems and lead us to 

good solutions

Know the design guidance

Reasonable fees



Lessons Learned

A/Es

Exceptional A/Es deserve more work

More life cycle cost analysis  

Construction Management needs clarification

Feedback loop on standards

Contractors

Good contractors focus on delivery and not change orders

Manage realistic schedules with critical path, have routine 

look-ahead schedules



Questions?



Morning Break



Support Vice President (VP)
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Ft Leonard Wood, MO 

Shopping Center

Major Work Efforts

Exchange Operating Procedures 

(EOP)

Project / Post Fiscal Analysis

ECAP Program

EIAP Process Ownership

Project Spend Plans and Processes

Project/Fixed Asset Accounting    

Congressional Program Submittal

Exchange Sustainability Program

Constructware/RE Automation Tools

RE Balanced Scorecard

ISSAs/Authorized APF Support

What We Do

Facilities Management Branch

Maintains / upgrades facilities and 

equipment 

Support all five regions through Facility  

Management Offices (FMO)

420 Technicians

HQ FMO

Mail Room, Security, Fitness Center



Strategic Sustainability Goals

Energy: 

Reduce Energy Intensity 3%/yr: EO13423

Use Energy Star Equipment: EPAct2005

Use Best Practices for Power Mgt: EO13514

Evaluate 25% of Buildings Annually: EISA2007

Address Evaluation Findings in 2 years: EISA2007

Water: Reduce Water Intensity 2%/yr: EO13423

Waste: Divert 50% of Waste from Landfills: EO13514

Petroleum Fuel: Reduce Petroleum 2%/yr: EO13423

Non-Petroleum Fuel: Increase Non-Petroleum 10%/yr: EO13423 

Leadership in Energy and Environmental Design (LEED): 

100% New Projects LEED Silver Capable: Army and Air Force 

10% Achieve Silver Certification: Army and Air Force

http://h2.aafes.com/sites/16/scc/64/Images and Concepts/Jpg_Png_Files_/CFL_black.jpg


Exchange Awards 2010-2011

Energy / Sustainability

Secretary of Defense Sustainability Team Award

Secretary of the Army Sustainability Team Award

Department of Energy Federal Energy Management Program

Convenience Store News ñBest Green Designò Honorable Mention

Branding

Retail Design Institute Awards

Chain Store Age Retail Design Award

A.R.E. Design Award



Energy Management Services

Commissioning Services

Energy Audits

Energy Conservation Measures 

Rebate Retrieval



Energy Management Objectives

Upgrade Focused

Executive Order and Federal Policy Based

Proven Solutions 

Simple, Minimized Subcontracting

Lowest LCC or Highest Savings

Comparison to alternatives 

LCC meets Federal requirements

Detailed costs shown



Energy Management Expectations

Value Added Procurement

Multi-site with Required Licenses

Multi-year Options

Turnkey Solutions
Site surveys

Proposed changes

Rebate management

Include M&V

Exclusions Minimized



Environmental Services

Environmental Assessments

Fuel System Warranty Inspections

General Environmental Services

Site Characterization

Incident Investigations

Property Condition Assessments

Asbestos and Lead Paint Surveys

The Exchange complies with:

NEPA -- National Environmental Policy Act of 1969 

DOD ïAir Force/Army Regulation Compliance



Environmental Expectations

Expectations  ĄWe need environmental expertise

Knowledgeable on all State and Federal Regulations

NEPA Environmental Assessments 

Provide complete EA packageðbe responsive to input

Fuel System Warranty Inspections  

Identify problems needing addressing prior to warranty expiration

Fuel System Testing & Minor Repairs  

Ensure compliance

Asbestos Surveys & Abatement ïCertified 

Identify ACM and abate if required

Hazardous Waste Disposal  

Collect, store, and dispose properly

UST Operator Training  

Provide State required training



Questions?



Chief of Contracting
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Construction / AE Services

Data / Geo (Title 1) / Design (Title 2)

Construction Management (Title 3)

New Construction / Renovation

Environmental / Energy

Store Support Services

Facilities Management Office (FMO)

Equipment / Fixtures

NBFF and In-house Food Equipment

Retail Store Fixtures

Office Furniture

Store Carpet and Flooring

Gas Dispensing

Fixture Logistics Installation Contract (FLIC)

Overseas Plants

Vehicles (non-GSA)

What We Procure

http://www.master-bilt.com/products/endless.htm


A-E Contract Types

Small Projects ïIDIQ Contracts 

Set Hourly Rates

Individual Orders for each Project at FFP

Large Projects ïIndividual Contracts

FFP Contracts with design phases

Master Planning ïIDIQ Contracts

Set Hourly Rates

Individual Orders for each Project at FFP

Environmental ïIDIQ and Individual Orders

Energy Management ïIDIQ and Individual Orders

FFP = Firm Fixed Price

IDIQ = Indefinite Delivery/Indefinite Quantity



Construction

FMO Local Ą Small Projects

Construction Estimated < $25k

HQ Ą Large Projects

Construction Estimated > $25k 

IDIQ multiple award contracts  

Best Value Selection- technical and price considered

Design / Build, Bid / Build Burger King Upgrades

Awarded May 2011 for 5 years with 2 one year options

Design / Build, Bid / Build Shopping Centers

Awarded July 2008 for 5 years with 1 five year option



Compliance

Department of Defense (DoD) 

Installation Requirements ïServices & Construction

Department of Labor (DOL)

Davis-Bacon Act

Equal Employment Opportunity (EEO)

Miller Act (Performance & Payment Bonds)

Brooks Act (A/E Selection)

Environmental Protection Agency (EPA) 

Contract Disputes Act - Armed Services Board of 

Contract Appeals

Insurance Requirements

State Law & Uniform Commercial Code ïGenerally not 

applicable

Federal Acquisition Regulations (FAR) ïNot Applicable

Set asides ïNot Applicable



A/E Selection Process

Brooks Act Compliance

A-E Submits Documentation (SF 330, etc.)

Selection Committee Annually Determines Qualified 

Firms for Pool based on Anticipated Needs

Firms selected from the approved pool for:

Particular Project(s)

IDIQ Contract

A/E Consulting Services

Accept submissions year round  - NLT than Nov to 

make the next pool



A-E Selection Criteria

Experience:

Retail or Food Facilities

Retail Fuel Facilities / Car Washes

Government Contracting

Special Qualifications or Expertise:

LEED/Sustainable Design

Community / Campus / Force Protection Planning

Retail Development

Environmental Surveys/Remediation

Current Workload & Volume Capability

Geographical Location

Past Performance (Exchange Scorecard)



Construction Solicitations

Solicitations are listed on the Exchange website:

http://www.shopmyexchange.com/pz-s/construction/+

Documents are in PDF format and instructions for access 

are on the site.  

Request the solicitation.

Submit offers in writing per the solicitation. 

No electronic offers are accepted. 

Plans & Specifications are available for download.

Access to Plan holdersô list.

Solicitation Timeline: 60 to 90 days (for typical projects)

Note: Sources in the system receive notification emails 

when new solicitations are available.

http://www.shopmyexchange.com/pz-s/construction/
http://www.shopmyexchange.com/pz-s/construction/
http://www.shopmyexchange.com/pz-s/construction/


Info at www.shopmyexchange.com



Info at www.shopmyexchange.com



Info at www.shopmyexchange.com



Source List Application

Adds your information to the Exchange source file. On file 

for 1 (one) year (Update Annually). Jump start Location: 

http://partners.aafes.com/sourcelist/SLAStep1.aspx

AE & CE

Construction

http://partners.aafes.com/sourcelist/SLAStep1.aspx
http://partners.aafes.com/sourcelist/SLAStep1.aspx


AE Source List



Construction Source List



Info at www.shopmyexchange.com


