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Customer Obsessed Transformation (COT)
Coles eCommerce Journey
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Strategy

Structure Systems

Store 
Operations

CX

Staff

Values

Held back by too much structure 
and long processes; no 
connectivity across silos;  

Never mapped out to customer 
value –did not know where we 
were going?

Processes and System 
constraints – hindrance tffective
engagement and collaboration

Integration of operations 
into delivery did not exist

Sub-optimal customer 
experience

Nothing was getting done. Too 
slow to release into market

No appetite for risk – to test & 
learn; environment did not 
foster innovation

What were the 
drivers for change?





QUARTERLY BIG 
ROOM PLANNING

TRAINING 
LAUNCHED

CREWS LAUNCHED
Launch Events over 
multiple days – to launch 
cross functional squads 

SETTING THE 
SCENE

Kick off with the coaches 
to ensure we land our 
Transformation

TRANSFORMATION 
FOR LEADERS 
PROGRESSES April 21Feb - Mar 21

Jan 21
Dec 20

Sept 20
OUR JOURNEY – HOW DID WE DO IT?

Squads within Crews 
started to prioritise their 
work in line with the 
strategic objectives and 
customer needs Big Wins –

Same day delivery – 20 
stores piloted
Launched click & collect 
“direct to boot”
Coles Plus subscription 
launched in less than 8 
weeks

Big Wins –
Flypay launched Apr’21 
and grows to 12k 
customer using flypay to 
pay for their orders 
equalling $4.5m in sales
Launched click & collect 
“direct to boot”
Coles Plus subscription 
launched in less than 8 
weeks

Crew Roles & Ceremonies 
launched
Pilot concept with one 
Crew





Think Big. Move 
fast. Start Now

Having an appetite for change! Solid 
Executive buy in for launch

Bought talent – built around 
motivated individuals who were not 
afraid to step up or manage resistors

Vibration of individuals to stick –
we are all in it together – iterate 
& improve

Promoting psychological safety –
empowered Crew driven 
decision making – every meeting 
must be a shared voice

SUCCESS
H O W  D I D  W E  S U C C E E D ?

CUSTOMER 
CENTRIC



HOW DID WE GET A BUY IN FROM ALL? https://vimeo.com/showcase/8547217

https://vimeo.com/showcase/8547217


20
STORES

Pilot in 90 days

400
STORES
Next 90 days

95%
ON TIME
DELIVERY

25%
REDUCTION 

IN COST 
PER ORDER
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Thing big. Move fast. Start now
Achieved in a Quarter



500
Thing big. Move fast. Start now



Measure 
delivery 

and speed 
directly –
cycle time

Hold our 
squads 

accountable  
for results

Recognise the 
dependencies on 
other teams that 
are not yet Agile

More 
emphasis 

on Ways of 
Working

IDEAS
Where do we need to 

improve?

Progress over 
perfection!

We are learning and 
progressing 
everyday!

Emphasis on 
data 

centralisation



LEADERSHIP & CULTURE

ORGANISATIONAL DESIGN & STRUCTURE

Concept of cross functional 
teams, remove silos

CUSTOMER OBSESSSED 
PRIORITISATION

UNDERSTAND YOUR DRIVERS 
FOR CHANGE

LEADERS TRUST US
Empower people closest to the information to 
make decisions 

Key takeaways 
from Coles’ 
eCommerce 
transformation

Unified culture that bring everyone 
together to iterate and move forward

Change the way we solve 
customer problems

How do we become more effective; 
what is slowing us down


