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Fasten Your Seatbelt. Enjoy 
the Ride. Experience UBER.

UBER is GWA’s digital program designed to accelerate our journey 
towards a more customer-centric, efficient, and competitive 

business model. 

It aims to revolutionise how our plumbers, trade merchants, 
specifiers and consumers interact with us, making every 

transaction as smooth and easy as a ride with Uber.



GWA was a traditional analog channel with limited self-

serve digital capabilities for their merchant/trade 

customers. 

• The digital platforms were end-of-life and offered our customers a 

disjointed and poor experience. 

• Concerns about the security of the GWA public web applications.

• GWA lagged behind industry leaders in offering an omnichannel 

experience.  

• Huge Technical Debt just to keep lights on.

Situation in 2024
Digital as an afterthought to Sales, Marketing and Engagement…
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Fast Track to 2025
Each experience tailored to support customer needs (B2B Merchants, Retailers, Plumbers, Specifiers…)
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Top Features

• Where’s My Order: end-to-end order tracking in real 
time

• Manage Orders – Order history

• Team Management – setting up their teams for access

• Product Pricelist – Merchant-specific branch pricing 
by item

✓Simplified Online Order and Shopping 
Experience

✓In-Context Pricing Flexibility Valued

✓Improved Credit Claim Process

What our Customers Think



High Level Outcomes in 2025
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Built for the Uniqueness of each Customer Segment & to enhance Customer Experience

GWA’s Digital Core Transformation



GWA used its deep understanding of their customers segments, their needs 
and their pain points to shape new customer journeys and digital products



Example: CaromaTrade Merchant Feature Roadmap
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Serve Me – 2024 Grow With Me - 2025 Innovate with me – 2026

Professional learning material (CPD)

Behaviour analytics

Synthetic and RUM monitoring

Refer a Friend

Saved List

Pay invoices online

Request for quote

Quote to order workflow

Project Listing / Trade Agreement/Sales Agreement

Reorder

Quick Order / Bulk Order

Recurring orders/Auto replenishment order

Buyer approval workflow

Discounts

Grow with me

Live / AI Chat

Marketing automation

GWA API library

Where to Buy Solution

Integrate with 3rd party apps
(Xero, Simpro, Myob,etc)

Personalization

Exploded BOMs

Plumbers page with Project showcase

Innovate for me
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Home Page

Customer Onboarding

Multi-country- AU and NZ (UK later)

Product listing and category listing pages

Products, Bundles and Variants

Categories listing

Product and Content Workflow

Product Details Pages

(B2B) Customer Identity

(B2B) Companies

Customer login and profile

Customer group (Team member access)

Search & Discovery: Search, Auto complete, 

facet filters

Sample request

Brochure request

Product specification and downloads

Product Identifier (CPH)

Live inventory

Delivery estimator

Warranty registration

Toilet Seat Selector (CPH)

Order history

Order tracking

Credit management (Limits, 

additional payments)

Reporting - Backorder and delivery performance

Customer specific pricing

Account dashboard

Invoices and credit notes

Cart

Checkout

Urgent order (click and collect)

Claims and returns

Price file download

NPS Integration

GA4 + MS Clarity

Serve me



GWA’s customer segment feature roadmaps covered multiple 
horizons for B2B and B2C over 24 months
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B2C

 Multi Brand Platform
“Consolidation on a modern 

cyber secure platform”.

Trade/Merchant  
Hub

“B2B Merchant/Trade  24/7 Self-

Serve platform” 

Trade Connect
“B2B Merchant/Trade  ERP and Systems Integration 

with GWA ”

Customer Segment Horizon – 2024 Horizon 2 – 2025 Horizon 3 – 2026

Merchant Serve Me Grow Me Innovate with Me

Plumber Find & Spec Products Install & Maintain Products Grow Me & My Business

Consumer Inform Me Help Me Connect Me

Specifier Inform Me Help Me Teach Me

Plumbers Hub – V2 
“Relaunch Plumbers Hub on 

Commerce Tools Platform and 

implement AI Chat  ” 

1 3 42



Products were delivered at scale using Scaled Agile (SAFe)
This enabled rapid Concurrent Delivery across customer segments
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Trade

TRADE HUB

Trade Hub launching Aug 24 MVP 

Change plan, Sales & Market launch

Serve, grow, innovate with me 

Commercial

SPECIFY AU & NZ 

Accelerate new site build. 

Fold in CSC (AU only)

AU MVP Launch June 24

NZ MVP Launch August 24
MVP Launch Feb 25

SpecTool Internal & Integrated

MVP Launch April

TRADE HUB AU & NZ

Phase one Launch August 24 

(SA & NZ)

AU Launch November 24 + Continuous Delivery

SPECIFY AU & NZ 

MVP Launch November 24

PLUMBERS’ HUB 2.0 AU & NZ

AU & NZ Launch Nov 25

Corporate

GWA WEBSITE

Launch May 25

Trade

Commercial

Consumer



Digital Products Launched – Designed for each Segment
Each product tailored to support customer needs and fix specific pain points
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CaromaTrade allows Trade Merchant customers to:

• Manage their account

• Check stock, pricing and availability

• Create and track an order online

• Manage access/delegation of team members

• Raise issues - Create Return and Credit requests

• Easily find all product information

• Escalate problems / connect with a rep

• Exclusive Products

• Trade Promotions

Business Outcomes:

• Channel shift of inbound calls (20% Reduction in Traditional Calls

• Usage of stock and price checks for rapid responses.

• 65% of Merchants Activated

• Transition Non-EDI Customers to Automated Purchase Orders with over 11K orders 

processed

Self Service Innovations for the Trade Merchant:

• Live Stock Check and indicator – tuned to their location and DC

• Delivery Estimator – helps me know when it will arrive if ordered

• Team Profiles and Team Management for fine access control

• “My Price” – real time checks of thousands of price points

• “Where is my Order” – track orders, linked to logistics partners

• “Express Claims” – the “fastest” way to claim from GWA

• Single Pane of Glass Product Page

• Homepage Widgets – consolidating all active orders, credits, queries to one easy dashboard

(B2B)



Digital Products Launched
Each product tailored to support customer needs and fix specific pain points
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A Brand Site to enable Consumers to:

• Easily find all product information

• Find a Stockist

• Buy Now (NZ via ChannelSight Integration)

Business Outcomes:

• Steady growth of Organic Traffic

• Stockist Locator sessions 

• Connecting Consumers to Purchase

• Leads generated for Showroom Consultations

• E-Commerce handoff through Channelsight (NZ)

Innovation for the Consumer and GWA Merchant Partners:

• Store Locator connected to Dynamics merchants

• Book a Consult feature to direct consumers to our physical Experience 

Centres

• Downstream Retailer Integration (NZ) using Channelsight deep linking our 

product pages to our Retailers B2C sites with with integration to their 

pricing and Stock information to connect a purchase.

|  B2C



Digital Products Launched
Each product tailored to support customer needs and fix specific pain points
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This solution enables Architects and Designers to:

• Easily find all product information

• See All Product artefacts including 3D models and BIM files

• Sign In and Build a Specification

• Share Specifications with Clients

• PDF Export Specifications for Commercial Jobs

Business Outcomes:

• 82,000 users and 200+ new specs created monthly 

integrated into Dynamics CRM and driving forward revenue.

Innovation for the Specifier, Architect and Designer:

• SpecBuilder – a feature to allow you to build a specification 

for a project by Room which outputs beautiful documentation 

that can be shared and downloaded.

• BIMLibrary – a feature that consolidates all GWA BIM 

(Building Information Modelling) models for ease of use by 

Architects and Specifiers.



Digital Product Enhanced
Tailored to support customer needs and fix specific pain points
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An App and Desktop Solution that enables Plumbers to:

• Quickly find all product information, fitting guides, technical specifications and 

dimensions

• Spares and Maintenance part catalogue

• Direct Call to Plumber Specialists hotline from App.

• Check stock with GWA and RRP

• Secure Login

• Build and Share Projects with Consumers

• Apple iOS and Andriod App plus Desktop and Mobile Responsive

Business Outcome:

• Project Quotes to Consumers from the Plumber

• Supported business strategy to drive over 25’000 technical interactions with Plumbers.

Innovation for the Plumber:

• Video Training Library (with AI driven Video content) to help guide installations

• “Toilet Seat and Pan Selector” ensuring easy access to the correct pairing of 

components.

• Gamification scoreboard of Caroma “Fastest Hands” national competition

• Pilot of Agentic AI “Plumbot”, planning to scale and roll out in 2025 with AI Knowledge 

Hub.

• “Project Builder feature” allowing plumbers to build and share projects and quotes with 

consumers.



Digital Platform Enhancement
Tailored to support customer needs and fix specific pain points
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A Smart IOT Commercial Bathroom Solution that enables asset 

owners to:

• Monitor water useage

• Control Fixtures

• Integrate to Building Management Systems (BMS)

• Thermally disinfect fixtures

Business Outcome:

• Smart Command was on an end of life IBM Watson platform

• GWA transitioned to Microsoft IOT and further developed the 

Gateway to support a Health installation project

• ISO27001 Certification achieved (required for Health installation)

Innovation for the Customer:

• Usage and monitoring of fixtures

• Reporting of consumption data

• Leak detection with our Eco Valve



Eradicating technical debt and building an integrated platform from the ground up 
to enable agility with customers and to automate and streamline our operations

Operational Efficiency
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Driving Digital Transformation in Australia & New Zealand

• Significant investment has been made to accelerate digital adoption both 

internally and with customers, particularly Merchants.

• Key Initiatives & Achievements:

• Organizational Change Leadership: Established a dedicated internal 

transformation team ("Uber Drivers") to champion change.

• Flagship Launch Events: Uber Con! successfully delivered in-person state-

based launch events, driving engagement.

• Enhanced Customer Engagement:

• Implemented Marketing Automation to streamline outreach.

• Strengthened National Account Coordination for improved Merchant relationships.

• Developed onboarding training to equip the Sales team with digital tools.

• Delivered marketing collateral and Merchant welcome packs to reinforce adoption.

• Caroma Trade Growth & Engagement:

• Introduced Sales team incentives & gamification, with state-based leaderboards to 
drive participation.

Uber 2025 Change Digital Change Program 



GWA adapted its approach to Digital

Digital Fly 
Wheel

Invest in 
Digital

Make 
Business 

More 
Efficient

Expand 
Online and 

Offline 
Services

GWA then transformed the way it approached digital:

• From one-off Digital Projects -> to ongoing Digital Products
• From Traditional Ways of Working -> to Scaling Agile

• From hard to deal with -> to easy to do business with

Build Digital First Solutions

• Solve & automate pain points
• Build 24 x 7 available services

Shift Channels

• Drive adoption to digital as 
a preference

• Solve real issues in volume 

transaction areas

Grow Opportunities

• Build a platform for expanded 
services

GWA selected a new 

Composable Architecture 

for Project Uber

Eradication of Technical 
Debt was critical 
(Reduced by half)



Operational Efficiency & Significant Channel Shift!
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• B2B Platform Growth 

++

• Driven by Uber Drivers 

adoption plan and 

Automation of Order 

processing.

• Reduction in Traditional 

transactions (phone 

calls, emails) in total of 

--% since the start of 

the year.

• Year on Year shows the 

reversal of a growing 

manual transaction 

business.



GWA benchmarked 2024 and then revisited in 2025

20

E-business maturity

C
o

s
t

E-business

No presence

Electronic commerce

Static presence

Interactive online presence

Internal integration

Low High

$$$

$

Static presence

▪ Web exists

▪ One-way comms

▪ Static product 

information

Interactive online presence

▪ Interactive online presence

▪ Real-time two-way comms

▪ Dynamic data with specialisation

E-commerce

▪ Transacting presence

▪ Bespoke comms

▪ Data linked to back office

Internal integration

▪ Facilitating intra-business 
comms / ops

▪ Business process 
integration

▪ Supply chain integration

E-business

▪ Online fully integrated 
with bricks and mortar

▪ Full integration with 
supply base

▪ E-comm, CRM, SCM

Technology transformation is often expressed as a journey

GWA 2024

Source: E-Business Model from LEK

GWA 2025
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Q & A
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Thank you!
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