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– THE NEXT GIANT LEAP 
IN THE AGILE EVOLUTION ?
In the Lean and Agile movement new 
techniques and frameworks are constantly 
being invented. It is now more than ten 
years since the Scrum framework start-
ed to conquer the Scandinavian software 
industry. Back then, Softhouse was one of 
the first companies in Sweden to adopt 
the new technique, and embarked on the 
long journey of introducing it at most of 
its client corporations. At first this new 
way of working was met with a lot of 
scepticism and some resistance. And to 
be honest, not all Scrum projects worked 
well from the start, and the many sceptics 
were quick to exclaim: “What did I tell 
you – it doesn’t work here!”

Today, however, Scrum is accepted 
almost everywhere as a modern way of 
developing software, and the sceptics are 
more or less an endangered species.

There has been an impressive evolution 
in software development since Scrum, and 
now we feel that the industry is at the out-
set of a new giant leap forward – Contin-
uous Delivery.

The technique is not new – Jez Humble, 
who is interviewed in this issue, came out 
with his popular book five years ago. But it 
is now that it is really gaining momentum, 

and we can see more and more implemen-
tations at Scandinavian corporations. In 
our second article on the subject, seasoned 
Softhouse consultant Mikael Reinholds-
son tells the story of a dramatic introduc-
tion of CD at a major Swedish telecom 
company which increased both the speed 
and quality of one of their larger projects.

As usual we also have a mix of articles 
on current topics in the Lean & Agile 
world. Jurgen Appelo, well-known blog-
ger and author of the book “Management 
3.0” is interviewed about his thoughts on 
management in modern companies. We 
also have some interesting pieces on the 
important rôle of cadence in Lean devel-
opment, and one about Agile and innova-
tion. The last one has a controversial the-
sis – that Agile might inhibit innovation 
in your organization. We expect that not 
everyone will agree on this, which might 
lead to some healthy debate on the matter.

Happy reading!

Gustav Bergman, 
Editor-in-chief, 
Lean Magazine

CONTINUOUS DELIVERY 
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“If it hurts, do it 
more frequently, and 

bring the pain forward.” 
– Jez Humble, Continuous 
Delivery: Reliable Software 

Releases Through Build, 
Test, and Deployment 

Automation
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Jez Humble

With the book he co-wrote with David Farley, Jez 
Humble can be considered one of the founders of the 
Continuous Delivery movement. In this article, he 
shares some of the experience he has gained since then.

Jez Humble’s first experience with continuous deploy-
ment was working in a startup in 2000: 

“Me and the CTO would ftp files from our work-
stations directly into production; of course I don’t rec-
ommend that now,” he says with a smile.

✏ 
Interview by 

Gustav Bergman

The father of 
Continuous 

Delivery
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Five years later, he was working at 
ThoughtWorks – an IT consultancy – on 
a team in a corporate “enterprise” environ-
ment. Here the team tried to get the cus-
tom software they were helping to build 
deployed to a production-like environ-
ment for testing purposes. 

“It took us two weeks the first time and 
exposed a number of architectural prob-
lems,” Humble recalls. “In addition, it was 
a configuration management nightmare.”

Experience turned into a handbook
In the course of fixing that and a number 
of similar projects, Jez Humble and his 
co-worker Dave Farley distilled the ideas 
and experiences of colleagues involved in 
those projects into the Continuous Deliv-
ery book.

“We were very lucky inasmuch as sev-
eral people in other parts of 
the world had come up with 
similar ideas,” says Humble. 
He mentions people like John 
Allspaw and Paul Hammond 
of Flickr and the wider com-
munity around the Velocity 
conference. The idea of agile 
infrastructure that evolved into 
DevOps was the brainchild of 
Patrick Debois and Andrew 
Shafer. John Willis contrib-
uted by writing a blog on this 
convergence. The term contin-
uous deployment was coined 

by Timothy Fitz and Eric Ries at IMVU. 
“That along with the emergence of ‘the 

cloud’ meant that what began as a niche 
book on the dusty topic of build, test and 
deployment automation ended up where 
it is today,” Humble says. 

 According to Humble, Continuous 
Delivery is all about making it econom-
ic to work in small batches. From a gen-
eral perspective, there are two goals of 
continuous delivery. The first is to speed 
up the process of creating and evolving 
software-based products. The second is to 
reduce the pain and risk of releases. 

“As a side benefit, companies have also 
found that investing in practices such as 
continuous integration and comprehen-
sive test and deployment automation has 
reduced costs and increased quality,” he says.

Two kinds of obstacles
According to Humble’s experience, the 
biggest obstacles for companies imple-
menting Continuous Delivery tend to 
be architectural and organizational:

 • In architectural terms, continuous deliv-
ery requires software that is easy to test 
and deploy in an automated way. Devel-
opers need to be able to run automated 
tests on their developer workstations and 
gain a high level of confidence that the 
software is releasable rather than having 
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Three pieces of ad-
vice for organisations 
about to implement 
Continuous Delivery

Make sure there is a clear, meas-
urable business or customer out-

come you are trying to work towards, 
and ensure that everybody knows what 
it is. Unless you have a clear idea of 
where you’re going, you won’t be able to 
move in the right direction.

Work hard to find the “low hang-
ing fruit” – the quick, cheap 

things you can do that make a dispro-
portionately large impact. 

Keep going -- high performance 
organizations don’t treat change 

as a big-bang activity, they make contin-
uous improvement part of everybody’s 
daily work.

”Continuous 
Delivery is all 
about making 
it economic to 
work in small 
batches.”



to rely on complex, integrated environ-
ments to get this kind of feedback. 

“If we can find problems early on in 
the development process, they’re much 
cheaper to fix,” Humble says. “In addi-
tion, developers can get fast feedback to 
“build quality in” rather than relying on 
testers to try and inspect for quality after 
‘dev complete’”.

• The organizational problems are usually 
due to poor communication flow. This is 
either up and down the organization due 
to typical command-and-control man-
agement processes, or across the organi-
zation due to functional silos. 

“In order to move fast at scale, we rely on 
people working together across organiza-
tional boundaries,” Humble says. “We also 

Read More
The Convergence of DevOps
A blog post where John Willis is describing 
“how DevOps is the culmination of three 
amazing and significant movements.” 
http://bit.ly/convdevops

The Case for Continuous Delivery
A blog post where Jez Humble explains his 
one-sentence explanation of CD: Continuous 
delivery is a set of principles and practices to 
reduce the cost, time, and risk of delivering in-
cremental changes to users.
http://bit.ly/casecondel

rely on people at the edges of the organiza-
tion having the authority and information 
necessary to make decisions locally that 
produce the correct results for the organi-
zation and its customers as a whole, and 
being able to get fast feedback if the out-
come isn’t going to be the one they expect-
ed. These are preconditions for a culture of 
experimentation which can be found in all 
high performing organizations.”

Plenty of evolution remains
Regarding the future of Continuous 
Delivery, Humble thinks that it is seeing 
faster adoption now than a few years ago. 

“To choose just one metric that is close 
to my heart, my CD book had higher sales 
in 2014 than any year previously,” Hum-
ble says. “Early adopters have been talking 
about these ideas for a few years now, but 
there’s an enormous number of compa-
nies who are only now beginning to seri-
ously adopt agile practices, let alone CD. 
I think we will see plenty of evolution in 
the future – people are constantly com-
ing up with new ideas, and we still have 
some way to go in our adoption of some 
relatively old ideas proposed by people 
like Taiichi Ohno, W Edwards Deming, 
Douglas McGregor, Peter Drucker, and 
Shigeo Shingo.” 
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Continuous Delivery 
– Reliable Software Releas-
es through Build, Test, and 
Deployment Automation

The book by Jez Humble and David Far-
ley is already a classic in the field. Even 
though it’s been several years since its 
publication, more copies were sold in 
2014 than in any other year. It can be 
purchased from amazon.com at: 
http://bit.ly/CD-Humble

Jez Humble

Jez Humble is a vice presi-
dent at Chef, a lecturer 
at UC Berkeley, and co- 
author of the Jolt Award 
winning Continuous De-
livery (Addison Wesley, 
2010). He has worked 
as a software developer, 
product manager, execu-
tive, consultant and train-
er across a wide variety of 
domains and technologies.



HIGHER 
SPEED

Continuous Delivery can make a large soft-
ware organization resemble a racing car pit 
stop team, producing an updated version 
of the software in no time with retained or 
even increased quality.
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and higher  quality
How Continuous Delivery helped a large 

organization deliver faster with increased quality

A major company in the IT business created an advanced scrum of scrums 
organisation, but ran into problems with delivery times and quality decay. 
The implementation of Continuous Delivery solved the problems rapidly.

✏ Interview by Gustav Bergman
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The company – a major international 
player in the IT business with thou-
sands of employees – had just per-

formed an agile transformation project. 
Top brass was strongly convinced that 
new ways of working would improve effi-
ciency. And indeed it was an impressive 
setup where seventy scrum teams worked 
in parallel, delivering software for multi-
media, Linux and Android. Accordingly, 
the amount of code produced was enor-
mous. 

The quality assurance process  
created problems
There was, however, a conviction that 
extra quality assurance had to be put in 
place as a part of the agile transforma-
tion. The aim was to secure the quality 

of each delivery before being integrated 
to the main branch. As a consequence, a 
huge quality assurance process was put 
in place. Every code change had to go 
through multiple steps of test and merg-
es before finally making it to the main 
branch. It may appear to be a sound ambi-
tion to safeguard the code quality in this 
way, but in this complex organisation 
problems soon arose. 

Mikael Reinholdsson, seasoned project 
leader at Softhouse, participated in the 
process as a consultant. He witnessed how 
the delivery times quickly grew:

“At best, it took two weeks from the 
moment the code was ready until it was 
integrated into the main branch,” he says. 

“Another major issue was that the code 
quality of the main branch was very poor 
– in spite of our high ambitions to keep 
it flawless.” 

The integration teams came to include 
lots of people who had to struggle to get 
a tag once per week which at least worked 
to some extent. Quality and integration 
teams kept complaining that code from 
development teams was of very poor qual-
ity and that they seemed to ignore inte-
gration quality issues. 

“They demanded that we should intro-
duce more tests before each delivery. The 
result was that we became stuck in a bad 
quality situation,” Reinholdsson says. 
“Every correction and delivery took an 
age to make it into the main branch.” 

Continuous Delivery to the rescue
As the quality problems amassed and 
started to block progress in the entire 
organisation, something had to be done. 
The suggestion of trying out Continuous 
Delivery was more or less a grassroots ini-
tiative. The managers of the organization 
kept believing in their setup where the 
process was strengthened by adding one 
more week of quality assurance before 
delivery to the main branch. Reinholds-
son and his colleagues, on the other hand, 
were convinced that the “quality assurance 
as you go” concept of Continuous Deliv-
ery would sort out the problems.

“In principle, we were forbidden by 
management to change,” Reinholdsson 
recalls. “There was, however, one middle 
manager who supported us. So we decid-
ed to go for it during the Christmas holi-
days.”

Initially, there was some insecurity 
about whether this would actually work. 
Challenging the guidelines of the man-
agement of course led to some nervous-
ness. As a matter of fact, the confidence in 
integration teams was quite low; the gen-
eral expectation was that a transformation 
into Continuous Delivery routines would 
take a long time. 
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“After just two weeks we 
were able to set one tag 

per day. For every day, we 
could see that quality was 

rapidly improving.”



“Never let code grow old before merg-
ing results with all other developers. 
Developers do more things right than 
you might think, given an efficient 
working environment.” 

Continuous Delivery in large organisations
– three pieces of advice from Mikael Reinholdsson

1. Keep integrating.

2. Set up an effective 
infrastructure.

3. Create visibility.

“Investment in a high level of auto-
mation and efficient tools are prereq-
uisites to get the visibility of quality of 
every patch before delivery. Test results 
at patch level need to be conveyed very 
quickly, preferably within one hour.”

“For the organisation to know where 
it’s at and where it should go, auto-
mation has to give very good visibili-
ty on a daily basis on the main branch 
quality. In our case, we had the benefit 
of already having good tools and high 
level of automation in tests. This made 
the change fairly smooth and we saw 
the benefits very fast.”

11SOFTHOUSE | LEAN MAGAZINE



Therefore the outcome was quite sur-
prising:

“We just took the latest code in inte-
gration from every team and set out to do 
a first tag,” says Reinholdsson. “This took 
us two to three days – and then we start-
ed to get in sync! After just two weeks 
we were able to set one tag per day. For 
every day, we could see that quality was 
rapidly improving.”

The benefits of the change came in 
many areas. Apparently, a large part of 
the quality problems was created in the 
delivery queue. This was because each 
delivery was tested in conjunction with 
outdated code from other teams. A fact 
that seems almost contradictory is that 
less testing before delivery led to a great 

improvement in quality. This was because 
the visibility was vastly improved and the 
lead times much shorter.

“Quality improved very rapidly after 
these changes. The excellent visibili-
ty introduced gives us a very transpar-
ent view on where we are,” Reinholds-
son says. “Since any correction is only one 
day away we can quickly improve quality 
and remove critical issues fast. We also 
have a daily visibility on test environment 
quality and deliver corrections each day 
to give more stable and repeatable results. 
Today, we can deliver corrections of 75 % 
of customer issues the day after they are 
reported.”

Reinholdsson is careful to underline 
that the speed of the transformation pro-
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Advanced tools and a high level of auto-
mation in build, integration and testing 
are crucial to succeeding with Continu-
ous Delivery. Things that were already in 
place in the project in the article.



cess depended on some fortunate precon-
ditions:

“The fast improvements we saw were 
due to the fact that we already had excel-
lent tools for integration and build, as well 
as well working test automation that fit-
ted right into the continuous delivery way 
of working.”

In hindsight, this facility to give swift 
response to customer feedback has actu-
ally had strategic implications:

“Today, the customer expectations are 
that we should be able to correct a major-
ity of all issues within one day. The kind 
of lead times we had before Continuous 
Delivery was implemented would simply 
kill any chances of gaining large volume 
contracts,” Reinholdsson says. 

Mon

Pass rate

Department 1

Department 2

Department 3

Department 4

Department 5

Department 6

Department 7

System
integration

Tue Wed Thu Fri Mon Tue Mon WedWed Thu Fri

Meeting weekly target Close to weekly target Weekly target not met
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Visualization of quality sta-
tus from automatic tests of 
each product version. One 
of the main benefits of Con-
tinuous Delivery is that you 
increase test volume by 
automation that provides 
knowledge about the quality 
status of existing and new 
features under development 
continuously, to aid in all 
business decisions regarding 
the product.

Mikael Reinholdsson

Mikael Reinholdsson is a 
senior consultant at Soft-
house AB, specializing in 
program management us-
ing Lean & Agile methods 
and Continuous Delivery. 

“Today, we can 
deliver correc-
tions of 75 % 
of customer 
issues the day 
after they are 
reported.”



”So many people would like 
to change and so many com-
panies want to run a more 
modern business – but they 
don’t know how”



✏ Interview Olle Bergman

Innovator of new ways of management
Meet Jurgen

uthor, blogger, speaker and motivator – the former developer Jurgen 
Appelo is today one of Europe’s leading profiles within Agile man-

agement. Appelo’s message is rooted in the concept of “change”. Work-
ing methods and structures must change and evolve every day. The chal-
lenge is to make sure that employees still feel stability in the workplace 
and still feel that things are moving in a clear direction.



ly about Appelo’s current activities and 
thought-processes, there is a word that 
constantly recurs: change. Being a leader 
in the year 2015 is largely about finding 
the balance between what is changing and 
what remains, what can be planned and 
what is unpredictable.

“Things change around us faster and 
faster,” says Appelo. “On the other hand, 
the nature of human beings is that we 
crave certainty. Especially for tech people, 
fast change is necessary. As a manager, you 
have to give them the illusion of stability.”

Appello likes to take our holiday expec-
tations as an example of uncertainty not 
necessarily meaning discomfort, but rath-
er the opposite:

“As a rule, I have no idea what I will 
experience during my vacation. The only 
certainty I have is that I know the start 
and end points. I have no problem liv-
ing with the uncertainty as I know that 
everything will go back to normal when 
the vacation is over.”

Creating points of certainty on the 
timeline before us enables us to man-

“Jurgen Appelo offers concrete 
games, tools, and practices so you 
can introduce better manage-

ment, with fewer managers.” This 
is how Appelo starts his bio page on 

jurgenappelo.com. It was with the blog 
NOOP.NL | The Creative Networker 

that Jurgen Appelo began to share his 
experiences as a developer and leader in 
the software industry. The theme of the 
blog is “Exploring the Networked Econ-
omy – Discovering new ways of work”. 
His book Management 3.0: Leading Agile 
Developers, Developing Agile Leaders grew 
out of his blogs on leadership issues, and 
this led to Appelo’s real breakthrough as 
a management guru.

“My market contacts wanted me to 
write a book on management in a field 
which was not covered very well,” says 
Appelo of his title, now considered a stan-
dard work of Agile literature. The blog 
and the book gave the necessary career 
impetus for Appello to be able to run his 
own consultancy.

When we begin to talk more free-
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 Make sure that the employ-
ees are as creative as possible 
within the constraints imposed 
on them.

 Appreciate diversity and 
embrace difference of opinion.

 Leave room for experiments 
and try out whacky ideas.

How to shape the mindset of an 
Agile organisation

 Demand to know what the 
employees learn from the pro-
cesses, and make sure they mea-
sure themselves continuously.

 “The manager’s job is to 
place the right constraints on 
the co-workers. Agile is not 
about more freedom but about 
the right kind of freedom.”



age the uncertainty so much better: “A 
cadence or a rhythm is something human 
beings appreciate,” Appelo says. “If I look 
to myself, I gladly start new projects, but 
then I also want to know that they end. I 
am ready to jump on the bandwagon if I 
know that there is an end station. Other-
wise I could easily get depressed.”

Formal evaluation methods from con-
servative HR departments are a red rag 
to Jurgen Appelo. As a manager, he thor-
oughly detested writing reports about his 
team members’ individual performance. 
The solution was – in true Agile spirit – 
to solve the task together:

“Once a year, I invited my team to din-
ner and then we had a discussion from 
which we filled in the forms,” he says.

Last year Appelo published the book 
#Workout: Games,Tools & Practices to 
Engage People, Improve Work, and Delight 
Clients. It is a book full of games, exer-
cises, games, tools and best practices that 
address questions around leadership and 
collaboration, such as how team perfor-
mance is measured, how employees are 

motivated, how company culture can be 
changed, etc. The idea is not to provide 
“one-size-fits-all” solutions, but to help 
the reader start a change process: 

“So many people would like to change 
and so many companies want to run a 
more modern business – but they don’t 
know how,” says Appelo. “We try to 
inspire you to invent your own practices 
for managers and leaders.” 

Writing, speaking, events
Today the Jurgen Appelo brand repre-
sents a complete little ideas and edu-
cation industry which includes writing, 
speaking and events. Text Projects in-
clude the blog noop.nl as well as the 
books Management 3.0 (2011), How to 
Change the World (2012) and #Work-
out (2014). Naturally, Appelo is himself 
out and about, giving lectures around 
the world. Meanwhile Management 3.0 
has become such a popular concept that 
there are now over a hundred so-called 
facilitators providing training based on 
Appelo’s books and texts.
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From the book’s 
back cover:
“Management 3.0 doesn’t 
offer mere checklists or 
prescriptions to follow 
slavishly; rather, it deep-
ens your understanding of 
how organizations and Ag-
ile teams work and gives 
you tools to solve your own 
problems. Drawing on his 
extensive experience as an 
Agile manager, the author 
identifies the most impor-
tant practices of Agile man-
agement and helps you im-
prove each of them.”



Agile has been around for quite a 
while now. However there seems to 
be something rotten in the state of 
Agile; at least there is a foul smell of 
death lingering in a lot of large com-
panies – the death of innovation!

Scrum first saw daylight in 1997 in 
the article “The New Development 
Game”, and the Agile Manifesto 

was written in 2001 under the battle cry “There has to 
be a better way!”. Today it’s hard to find a company that 
doesn’t claim to be doing Agile and using Scrum or Kan-
ban – Agile has become a de facto standard of software 
development. Yet, Agile is under reconsideration, and 
the critical voices are becoming louder. The central cri-
tique is that Agile is not a framework which embraces 
and stimulates creativity and innovation. 

How did this happen and what can we do about it? 
Let’s start with a look at the Cynefin Framework (see 
fact box) and the different problem-solving approaches 
it suggests. Scrum claims to be “a simple framework for 

effective team collaboration on complex projects”. To 
support that claim Scrum uses short sprints to “probe-
sense-respond”. 

In my experience there are very few companies actu-
ally using Scrum for probing-sensing-responding, but 
rather it is used in a fashion where teams are held hos-
tage by commitments and estimations made by manag-
ers demanding a “sense-analyze-respond” modus ope-
randi. The desperate chase for predictability, resource 
utilization and efficiency is in effect the black plague 
for innovation – it just can’t survive in an environment 
where development is looked upon as mere construction! 

In his book The Alchemy of Growth Mehrdad Baghai 
presents the model of Three Horizons. The model has 
three different investment horizons, each promising a 
return in a different time period. Horizon 1 is current 
business and generates today’s cash flow, Horizon 2 is 
high growth business and should generate tomorrow’s 
cash flow and Horizon 3 is future growth and will gen-
erate revenue in the future.

I think there is one more investment horizon, Hori-
zon 0, that doesn’t create any revenue at all but rather 
a potential loss of it. Horizon 0 represents the invest-

Did Agile kill  Innovation?
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The Cynefin framework 
David Snowden, researcher in the field of knowledge man-
agement, created the Cynefin framework to describe com-
plexity and uncertainty levels in complex systems. The 
framework is often used in project management theory.

 In projects at Simple level, it is fine to use conventional 
methods based on predictability and detailed planning. Pro-
jects at the Complicated and Complex levels, however, con-
tain so much uncertainty that they can only be handled ef-
ficiently with agile methodology. The Chaotic level should 
always be avoided; the organization that finds itself there 
must pull the emergency brake and solve its problems.

 
Footnote: Cynefin is a word from the Celtic language Welsh (Snowden is Welsh) 

and means roughly ‘hometown’ or ‘place where you belong’.



ments made to fix problems with the products or services 
already in production; bugs, defects, usability issues etc. 

Looking at the Product Development Iceberg used 
in many a Scrum class we see that it really only deals 
with H1 and H0 as does DevOps. I would argue that 
most companies claiming to work in an agile fashion 
put their focus there as well, and I think this is done as 
a result of the messiness of H2 and H3. 

Just take a look at the innovation horizons through 
the filter of the Cynefin framework and apply its prob-
lem-solving approaches to the different horizons! It is 
easy to see that in H0 you can apply a sense-catego-
rize-respond approach when deciding what is import-
ant and a sense-analyze-respond approach to what 
should go into future releases, H1, of a certain prod-
uct. We talk about velocity and release trains, commit-
ment and predictability, and everything comes down 
to us continuing to stare at our feet instead of looking 
up and ahead. This is simply because H3 and H2 stuff 
doesn’t fit into either a sprint or a release. If it doesn’t 
have a definition of “done” we won’t do it! H3 and H2 
need to be managed very differently from H1 and H0. 
It is about creativity and diverse cross-functional teams, 

spending time together, sharing ideas and experiences.
So, did Agile really kill innovation? No, I think it 

takes care of business in all horizons if you only allow 
it to. The problem is that companies don’t use Agile for 
the right reasons. It shouldn’t be used to get more for 
less – it should be used to free up creative energy to 
enable innovation and experimentation! Agile applied 
with old school management and measuring practices 
becomes as lethal to innovation as the black plague was 
to Europe in the dark ages. 

What can we do about the risk of agile killing inno-
vation then? First of all – agility looks different in the 
four investment horizons! In H0 and H1 efficiency is 
important and in H2 and H3 effectiveness is key, which 
means we need to have an approach that allows balan-
cing efficiency and effectiveness. One solution could be 
to apply Kanban to H0, Scrum to H1 and Lean Start-
up to H2 and H3. 

Probably there are more solutions and, however you go 
about it, remember that agile is all about effectiveness! 
Just because we scale it doesn’t mean that it is suddenly 
all about efficiency. 

Ola Sundin

Did Agile kill  Innovation?
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Ola Sundin

Ola Sundin works as an Agile 
Coach and Trainer at Softhouse in 
Sweden. He is a passionate be-
liever that great people deliver 
great products and that it is the 
leader’s responsibility to make 
sure that people can reach their 
full potential, and that Agile & 
Lean is a way of doing just that!



Cadence à la Lean 
and Continuous 
Delivery created a 
steady marching 
beat for Sonos

Get
Rhythm!
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Sonos, the pioneer of multi-
room home audio, needed 
to strengthen its electronics 
supply chain while satisfying 
increased customer demand 

and maintaining an unrelenting focus 
on quality. Lean thinking solved this by 
introducing a cadence, enabling a pro-
cess to regularly qualify components 
and execute supply chain strategies.

Sonos is an American company based in 
Santa Barbara, California, which specia-
lises in wireless audio products. Recently, 
the company faced a challenge regard-
ing the transformation of product Bills 
of Materials, BOMs – from almost exclu-
sive reliance on a single vendor for each 
component, to BOMs that were rich with 
multiple sources for the same device. This 
is a difficult task in a company which is 
growing rapidly and continuously focuses 
on new products. To find both the inter-
nal engineering resources and factory 
resources to execute device qualifications 
appeared to be nearly impossible.

Mapping the process a daunting task
Basically, electronic device qualification 
requires a process in three steps. First the 
Electronics Sourcing team have to identi-
fy alternative devices. Secondly, the Sus-
taining Engineering (SE) team tests those 
devices. Thirdly, qualification and control 
builds on the production line at the Con-
tract Manufacturer (CM). 

At Sonos, device qualifications were 
executed asynchronously with a FPM, i.e. 
a Factory Program Manager. The FPM 
was assigned to assemble multiple asyn-

chronous events into a single qualification 
build that is executed by the CM. Sched-
uling is complicated and therefore priori-
ties are frequently shuffled as the company 
reacts to the burning fires of the day or the 
influence of Global Sourcing Managers 
(GSMs) – the latter trying to gain priority 
for their own component qualifications. 
To map this process is a daunting task 
considering that cross-functional teams 
are located in multiple offices spread 
across the United States and China.

Enter Lean! 
In the autumn of 2014 a big meeting was 
held in Shanghai, China and a more lean 
way of working was decided. Rather than 
spending time to decompose all of the 
problems with the existing system, Lean 
introduced a very simple way to begin 
making progress toward a long-term solu-
tion: the concept of fixed cadence! This 
was introduced to one portion of the pro-
cess, namely the qualification build. Each 
month a product qualification build exe-
cuted on a fixed schedule. 

In honor of the fixed schedule, the 
new process was called Shinkansen, SKS 
– named after the Japanese high-speed 
train system. SKS created a commitment 
to qualifying one product per month. This 
eliminated the need to prioritize vari-
ous asynchronous events and completely 
removed the influence of powerful GSMs 
in the process. 

Cooperation between SE and  
GSM teams
How was all this accomplished? Well, a 
Master Parts List (MPL) file was created 

Get
Rhythm!
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“A bill of materials [---] 
is a list of the raw materi-
als, sub-assemblies, inter-
mediate assemblies, sub-
components, parts and the 
quantities of each need-
ed to manufacture an end 
product. A BOM may be 
used for communication 
between manufacturing 
partners, or confined to a 
single manufacturing plant.”

Wikipedia

✏ Author Jonathan RocqueCUSTOMER CASE
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“The results of the new process 
were stunning! The SKS process 
enabled the successful qualifica-
tion of 130 electronic components 
across six products in its first six 
months of operation.”

Jonathan Rocque

Jonathan Rocque is re-
sponsible for the elec-
tronics supply chain at 
Sonos. He holds an Elec-
trical Engineering Degree 
from the University of 
California, Santa Barbara, 
and an MBA from Pep-
perdine University. His 
career has spanned from 
engineering management 
to global project manage-
ment including an expat 
assignment in Tianjin, 
China. He led a transfor-
mation to LEAN product 
development prior to his 
current role at Sonos.

to hold all of the individual component 
requests of the GSMs. This list is a super-
set and contains the complete “wish list” 
for a GSM. In the past, a GSM struggled 
to select which parts were worth qualify-
ing to gain price leverage with suppliers 
or prevent delivery shortages due to the 
lack of a framework to guide the deci-
sion process.

The next step is for the SE team to 
review the list. They have to determine 
which parts can safely run in a qualifica-
tion together and can be “bench tested” 
within the time allotted for this phase of 
the SKS process. It should be noted that 
the qualification build is a manufacturing 
process on a fixed cadence but the testing 
work of the SE team is an engineering 
activity, inherently a variable-time process, 
which was constrained to a fixed amount 
of time by limiting the total number of 
devices in any particular qualification. 

The scheduling of all engineering activ-
ities was driven backwards from the qual-
ification build schedule and the SE and 
GSM teams agreed to accept the list of 
components that could complete bench 
testing, within the allotted time, and wait 
for another SKS to complete remaining 

devices on the MPL. During the launch 
of the SKS process, all teams agreed to 
the underlying principles of the new pro-
cess and created a set of guidelines to help 
manage the change.

Engineers make better use of their time
The results of the new process were stun-
ning! The SKS process enabled the suc-
cessful qualification of 130 electronic com-
ponents across six products in its first six 
months of operation. GSMs who previ-
ously had no ability to execute their sour-
cing strategies are now negotiating mil-
lions of dollars in cost savings through 
competitive bidding and business share 
award as well as ensuring greater conti-
nuity of supply. 

In addition, the FPM team is active-
ly promoting use of the SKS process for 
additional commodity categories that are 
still run in the old asynchronous push sys-
tem flow. Sustaining engineers are spend-
ing more time on value creating activi-
ties, those which produce either economic 
or additional customer experience value, 
rather than reacting to “emergency” qual-
ifications that were the result of the pre-
vious model. 



Scrum Alliance announces 

Learning Consortium

eXtreme Agile Car Build Party 
– a new way to get the feel of Agile
What would you think of building a car in one day (a fully-
fledged one that does 140 mph) together with a bunch of peo-
ple you have never met before, with no experience in car manu-
facturing or mechanical engineering?

Well, that is the workshop that Scruminc. is providing to let 
people get acquainted with Agile, and it has been carried out at 
several conferences in the last year.

The workshop is started by letting the attendees self- 
organize into small Scrum teams. Teams will then swarm on 
the backlog to complete as many stories as possible, with qual-
ity built in. Each sprint the teams get a chance to review their 
work with the facilitators while using scaled Scrum to address 
impediments, demonstrate their work, and refine the backlog. 

New book by 
Jez Humble: 
“Lean Enter-
prise – How 
High Perfor-
mance Organ-
izations Inno-
vate at Scale” 
Jez Humble – who is interviewed in 
the cover article of this issue of Lean 
Magazine – came out with a new book 
in January this year, co-authored with 
Joanne Moleskhy and Barry O’Reilly.

It is a book which is aimed at help-
ing organizations that need to respond 
to changing market conditions when 
building software based products. It is a 
practical guide that presents Lean and 
Agile principles and patterns to help 
you move fast at scale – and demon-
strates why and how to apply these 
methodologies throughout your organi-
zation, rather than with just one de-
partment or team.

The book is already a bestseller, and 
is available at Amazon:  
http://bit.ly/lean-ent

You can watch a time-lapse video of one of the sessions on YouTube: https://youtu.be/n9BSQ1s3R88
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Scrum Alliance 
has announced 
a Learning Con-
sortium which 
will study the 
implications of 
innovative man-
agement practices

On 20th April 2015, 
Scrum Alliance announced 
the formation of a Learn-
ing Consortium. It comprises a diverse 
group of organizations in different sec-
tors around the world that are explor-
ing management innovation in the 
emerging Creative Economy. Learning 
Consortium organizations include or-

ganizations such 
as Ericsson, Mag-
na International, 
Menlo Innova-
tions, Microsoft, 
and SWIFT. The 

members of the 
Consortium will se-

lect five organizations 
and arrange a one-day 

site visit to each. Once the 
visits are complete, SCRUM 

ALLIANCE® will organize a confer-
ence where the Learning Consortium 
will present and discuss what has been 
learned. 
 

 See more at: http://bit.ly/scrumlearning

New quick-guide about Continuous Delivery.
Softhouse has produced a 16-page booklet in Swedish 
which gives a quick introduction to Continuous Delivery. 
Read it on Issuu here: http://bit.ly/cdpa5 (English version 
coming soon.)



Structures change, 
the skills remain
In the spring of 2015 the whole of IT Sweden was shaken to its core by the momen-
tous announcements from Ericsson and Sony. As a former Ericsson employee and 
newly appointed head of Softhouse, I have reason to be particularly worried, partly 
because I suspect that former colleagues from my old company have a difficult time 
ahead of them, and partly because I know that when the business world’s giants 
undertake austerity measures it’s bound to affect the entire industry – probably 
including the company that I now have the privilege to lead.

But just because we feel anxiety, this does not mean that we should make anx-
ious decisions. In fact, every major change brings to light new opportunities that 
were not previously apparent. An interesting comparison is to look at what hap-
pened to AstraZeneca’s and Nokia’s staff when there were major cutbacks a few 
years ago. Where did these skilled professionals go? Well, today we meet them in 
other organizations – often small specialized companies with world-class expertise.

The structure was shattered by the closure, but the skills remained. And the driv-
ing force within all these skilled professionals made sure that their creativity was 
released and new structures were created. This is how we should think in regard to 
the intensifying foreign competition in the Swedish IT industry. If we stop learning 
and developing, we’ll almost certainly be in trouble in a few years’ time. But if we 
see every day on the job as both a learning day and a production day, we have really 
nothing to fear from the future. The structures may change, but the skills remain.

As I get to know my new colleagues here at Softhouse, I’m reminded constantly 
of the skills we are in a position to contribute to the industry’s knowledge. On the 
technical side we have engineers and architects in areas that explore how Swed-
ish industry can more efficiently use mobile working, sales and self-service online, 
insights and decision-making as well as the Internet of Things. When it comes to 
modern working methods, our consultants are heavily involved in the development 
and implementation of concepts such as Continuous Development as well as the 
upscaling of established methods such as Agile and Scrum. 

We at Softhouse will always be generous with our skills because we are con-
vinced that this expertise helps not only us and our clients. We also believe that 
– spreading like ripples on the water – it contributes towards the creation of a 
strong Swedish IT industry which is spurred on by foreign competition rather 
than being alarmed by it.

Stefan Johansson, 
CEO, Softhouse Consulting
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