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Playlists

Summer rotation

R

Funk Outta Here

; n NY Times: Music Issue

12:097
Discover Weokly
SHUFFLE PLAY

The First Cut Is The Deepest

New World In The Morning

Kosters klippor

g Thru the Cosmos

Folj mig bortit vigen

Brand New Day

Niir jag blundar vill jag va ndn annan

Fiskarna | haven
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There must be
a better way...

......
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Engineers Manager
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"Traditional” organizations

CONTROL:

- Long term projects
- Detailed budgets
- Tollgates

MID

NO DIRECT FEEDBACK LOOPX
: MANAGMENT

CONTROL:

FRONT LINE SILOS - ges.ource allocation
- Delivery on plan: budget,

time, scope

<=-=- COLLABORATION IS HARD --->

crisp.



The Autonomous Squad

“The most important feature of the organization ‘L, :
is the autonomous squad. All other features are ~
designed to support that mini-startup-like OSKAR
squad.” sTaL |

Oskar Stal, Spotify CTO

aka Empowered Product Team

“The most important thing is to empower teams
by assigning them problems to solve, and then
give the teams the space to solve them.”

N
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Marty Cagan



The 4 Risks in Product Development

SUCCESSFUL

PRODUCT VALUABLE
(CUSTOMER)

FEASIBLE
(TECH)

USABLE
(DESIGN)



“The most important thing is to empower teams
by assigning them problems to solve, and then
give the teams the space to solve them.”

“And it's essential that we define
success by business results (aka Q

outcome), and not simply activity
or output.”

New idea




Focused on Outcomes, not on Output

Miviize ThiS )
\<—Our pur ——>1

N(’)W\N/ W.osv ﬂl;ﬂk

| ' Feaiures
Enhana,mm
@ G@ OUTCOME L/f
Sp ecitications GD/IS
. R%ﬂlfcm = IMPACT
Oximize

This !



Activities, Epics, Features, Stories...

How we believe we are going
to reach our goals

These are just
hypotheses/bets

They have to change if the
numbers aren't improving

crisp.



These bets have a low success rate

AON KOHAVI DIANE TANG YA XU

The vast majority of [new ideas] fail in experiments, and
even experts often misjudge which ones will pay off.

At Google and Bing, only about 10% to 20% of experiments
generate positive results.

At Microsoft as a whole, one-third prove effective, one-third
have neutral results, and one-third have negative results.

Ron Kohavi, ex-Amazon, ex-Microsoft

https:/ /hbr.org/2017/09/the-surprising-power-of-online-experiments



Moving from opinions to data

We're working on X. Because
we think it's going to give
impact Y, which matters to

Spotify because of Z

We're working'on X. Because
Sam said it’s important.

88 We're done when the metrics
We're done when Sam is OK 8 8 g have moved
with it. 8 8

lllustration: Henrik Kniberg




ITIS.
OPTIONA OPTION B /

Let data dnve decisions, not the Highest Paid Person’s Opinion.

Crisp. #HowGoogleWorks How GoogleWorksnet



Alignment False dichotomy! Autonomy
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"Autonomy doesn’t mean the
freedom to do what you feel like”

Jason Yip,
Spotify NYC



“Autonomy means feeling free to
act, with all your capabilities, to
contribute toward a collective
outcome.”

Jason Yip,
Spotify NYC



Aligned Autonomy




Aligned Autonomy

il .
Develop radio! mainstream lean

back users...

Authoritative Innovative

] We need to reach

=4

High
Alignment organization OS> organization @<,
: > . O
Conformist O Collaborative o
culture (S 4 culture S Hope someone is
working on the
mainstream lean
Micromanaging Entrepreneurial back user problem...
organization &S organization O

“©
LO.W Indifferent Q é Chaotic culture b ﬁ ﬁ

Alignment culture

Low Autonomy High Autonomy

Source: Stephen Bungay, Art of Action



"Traditional” organizations

CONTROL:

- Long term projects
- Detailed budgets
- Tollgates

MID

NO DIRECT FEEDBACK LOOPX
: MANAGMENT

CONTROL:

FRONT LINE SILOS - ges.ource allocation
- Delivery on plan: budget,

time, scope

<=-=- COLLABORATION IS HARD --->

crisp.



Aligned Autonomy

CROSS FUNCTIONAL

SQUADS

TEAM FOCUS:

Small and long-lived
Self-organizing

Goal-driven, using feedback
loops

Collaboration between squads

TRANSPARENT INFORMATION

(BOTH WAYS) ) MGMT FOCUS:

- Vision & Goals

- Strategic context

- Servant leadership

- Removing obstacles for squads

R
.
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crisp.



Gatekeeping vs Facilitating Context

Gatekeeping context Faci\itatihg context

- Low ewpathy Product context Product context
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X

Designe

Ty




Facilitating Context

v 1
8pp of regs drop out in the taste onboarding flow. To improve we should optimise friction vs.
taste signals, and get more people to play without hurting recommendations

Not all participants realised they could pick several
genres and artists.

Control

e This is something we've seen in several tests before and
should be taken into consideration when evaluating the quant
test.

e As we've seen in the previous test (read report), this can
potentially be solved by adding different context

Taste
Onboarding

‘I didn’t really see that | could pick multiple artists’ (nor did she
pick multiple genres) - Bonnie




New idea

Metrics

* Reach
* Depth
e Retention

Main Focus



Iterate, iterate, iterate....

3
5 % o= -

“Ah!”

Hmmm.... “Getting
/ ”
better!

3

“Looks
promising,
but...”

“Like this?”




Team using it, continuous improvement

COOL!

Awesome!

Just one thing though....

More tweaking....



Experiments, experiments 1wmr— .

Q: What should the cover art look like?

A: ME! But with cool colors. - X -
. - AN

10% lift 5
in WAU! IS THIS SHIT2?

~ Dlscover . a4?
. - updqte
What's the right length? w often ghould it °
S&hours (i \2\7eYY week.
Z$hours .

ope 2 hours o0
Too unfamiliar Too familiar

-



Summer rotation

Winning formula

=> 2 hours of personalised music

Funk Outta Here Ioo% dCI‘l'CI-
informed

NY Times: Music Issue

recommendation
eco endations No frontend

development
needed!

\

Refreshed every Monday morning

3
:

\

Delivered in a standard Spotify playlist

n
Y
. -
'y
Pe
—

< B Discover Weekly

\

Playlist image is based on user’s FB
account

2
Going Home

All songs are replaced each week B Flosting Through Space

Discover Weekly



Employee release!

Metrics

OK. now what?

* Reach
8 * Depth
8  Retention

WSolMdbdmREACHouk\c the
k (users that streamed at least 30 seconds

What % of DW users came back the following How deep was thelr engagement (what % of
week? DW users streamed 5+ tracks)?

!romW)?
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Employee release

Employee Test: Discover Weekly

s Matthew Ogle <mogle@spotify.com=>
to Lambda, bcc: staff |~

What is it?

Discover Weekly is a new personalized playlist based on the popt
playlists from 2014's Year in Review.

Every Monday we'll (re)fill it with two new hours of music, selectec
your recent listening.

How do | try it?

For the emplovee test, Discover Weekly should magqically appear

)

A = Discover Weekly
DISCOVER

Survey (google form)
“How how much do you like the music in
your discover weekly”

5 1 Love it! Found a new favorite song!

1 Hate it!




Rest of Spotify using it, loving it!

And giving feedback. More iterating!

It's as if my secret music twin
put it together!
EVERYTHING in it is good!

oo V Awesome survey results!
B : 4 Great invention!!!

5 This is what I've b

iiiiii 5 This playlist was a
— N 5 | adore this new fe

Awesome!
Releqse i‘t! 5 Please keep this u
5

5 VERY impressed!!
; 5

5
4
5 Spot on.
4

Huh, what's this?




OK. now what?

“A team should
be able to ship
anything to 5%
of users”

-CTO




\make

faster “than
anyone else




Celebrate Failure




“Limited Blast Radius” via decoupled
architecture
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OK. now what?

Release to 1% of
users!

“A team should
be able to ship
anything to 5%
of users”

-CTO

. 8888
q 8




But will the rest of the
world like it?

8 Dunno. Wé'll find
out.




WCI".'Ching the dCI'tG 1200 survey responses

4 Great invention!!! thanks!!!
2 Ihis is what I've bee "Yelp" Rati "Year in Music" and made
his playlist was a p atings i
s and a producer that | res
5 | adore this new feat "
ive access to an archive of
: Please keep this up, 3; 750 ddition next to the explore
: VERY impressed!! € :; ) ‘e | want to spend my mon
< >
. 3
User metrics . 4 e E e
5 Spot on. thing

Our primary metrics for REACH, RETENTION and DEPTH
——

% of users did we REACH during the )
(Users that streamed at least 30 %ﬂ‘o?Wummmb&uw'aMgmr
ds from DW)T




Watching the buzz

dave horwitz %7
@Dave Horwitz

It's scary how well @ Spotify Discover Weekly playlists know me.
Like former-lover-who-lived-through-a-near-death experience-wit
h-me well.

Amanda Whitbred L 4

@amandawhitbred

At this point @ Spotify's discover weekly knows me so well that if
it proposed I'd say yes
i Audrey Rothers ‘2
AudreyRothers
Discover Weekly on Spotify eliminates thi

need for a musically knowledgable boyfri
Now | can be single forever! #economica




Conclusion: We have a winner!

But...




Spotify = a single “user” with 75 MILLIONS of shared playlists,
It d Id n t Sca Ie ( and they CHANGE EVERY WEEK on the same day!

share
«—
Maria
share
e
Joe |

+ millions more!

L4




Undeploy...

E Hilary Goudeau {x  +% Follow
HilaryGoudeau

And just like that, my @ Spotify Discover
Weekly playlist was taken from me. | am in
mourning. | hope it returns soon. €@

U

KEVIN HIRTH  Kovintlinth - Jun 7
Thank you ©'Spotify for my brief tenure with discover weekly. Best 3 weeks of
music I've ever had. Feel free to come back any time!

Brad Seidel SradSeidal - May 29
2Spotify needs to bring back “Discover Weekly"” playlists 'ASAP

1

nathalia nattis - May 20
O que aconteceu com a playlist discover weekly do spotify eu to surtando

Harry Wilson « HjwilsonHarry - May 18
“Spotify What happened to the discover Weekly playlist

Brad Baraud OradBaraud - May 18
“Spotify My Discover Weekly hasn't refreshed in 2 weeks :(was it just a
temporary thing?

View conversation

travis angstnmyveins - May 15
DSpotify ©SpotifyUSA Why did my Discover Weekly playlist disappear?! |
looked forward to that every week!






Graduadally roll it out again




Tweak the marketing message

"‘\,\.ﬁ\

“Nooneunderstantisme

more than my @Spotify ™

Discover Weeklyplaylist.”

W @LaurenBrush

©

Veckans tips

Veckans tips

SPELLISTA

Veckans ti o Used user's own language

in the launch

Din skréddarsydda spellista, varje vecka. Avnjut ny musik specielit utvald fér dig. Listan
uppdateras varje méndag, s spara dina favoriter!

Skapades av: Spotify - 30 spér, 1tim 46 min

7 N 1 1
G (o OO

Tilligénglig offline .




Tweak the packaging




LATEST News

INFORMATION

THE TEAM IMAGES

¥ %+ Follow

Discover Weekly reaches one billion
ings i take a bath and listen to racks streamed in 10 weeks
monday morni v
discover weekly

= N ]

ooms we've found a cure for

“a cose of the Mondays.” In just
ramed from Discover Waeokly playlists.

10 weoeks, 1 billion tracks have beer
it's the
dicly mixtape of fresh music ocach Monday,

»

delivered 1o you as &
71% of Discover \ s
71% of Discove Weelkly listoners save ot least one song to their own playlists and 60% of users
b wkly 9o on to stream five or more tracks. Wow.
: e . Follow of the music fa
a Sorcten

ns who Esten, discover and ah
kly - the

are music and artists overy
ontire Spotify team behind DW is overwhelmed with this

GOt rea”y GXCited and Started crylng a lltt|ed P the discovery — the more you listen, the better your D scover Weekly
because | realized tomorrow |.s Monday aa
spotify is making me a neéw discover weekKly.

E Ste

It's actually so sad how excited | get for a
OK, ev

new Discover Weekly on Spotify every
, e Monday
veryone 1S right. Discover Weekly IS

Co-creator

€3 Tom Conrad of Pandoral

o2
(s =

2 Follow

2

absolutely pertect.

a wiWwe




Ingredients of successful !@ 'iz
innovation —

Fail-friendly environment

g Enough slack

Slack Focus

Awesome
new stuff!

X-functional
teams

% Problems

N\
wrt

Success metrics

885 DD

OK to throw Feedback
things away infrastructure

User testing
Feedback loop

Failures Learnings

lllustration: Henrik Kniberg



08.07.18

Exclusive: Spotify CEO Daniel Ek on
Apple, Facebook, Netflix-and the

flltllre FC: You've had some pretty successful consumer rollouts, like the
An intimate look inside the mind of the CEO bending the music industry into his visio Discovery Weekly personalized playlist.

DK: I would have killed that if it was just me, 100%.
FC: Why would you have killed it?

DK: I never really saw the beauty of it. I questioned them two, three
times: Are you sure you really want to do this? Why are we spending all
this time and energy? For awhile, we didn’t give that team any more
funding in terms of headcount, but they kept working on it anyway. All
of a sudden they shipped it. | remember reading about it in the press. I

thought, oh, this is going to be a disaster.

[Photo: llya S. Savenok/Getty Images for Spotify)

And then obviously it turned out to be something really successful. It’s
one of the most loved product features that we have. There are lots of
things in this company that I didn’t think were good ideas that turned
into some of the best things. One price promotion for the holidays,

thaunn smmanmtha facnna Taa llha thinain an ficnalilcam dicennlh Naawla Aava fcans



Innovation can’t be forced

Just enabled & encouraged & supported

; é Managers cannot make innovation happen - but

= they can create an environment to support it and
(T[ s @ stop it from being killed

lllustration: Henrik Kniberg



Do you want to learn more?

AGILE TRANSFORMATIONS USING THE “SPOTIFY MODEL™:

With Joachim Sundén LESSONS FROM THE TRENCHES

When Scaling Agile

becomes foggy

An interactive session - vou shouldn't

09:00 - 16:00 CEST 2 Day Masterclass - Day 1

— -

2 Days: Agile at Scale, Inspired by Spotify

[In-Person] When Scaling Agile becomes foggy with ex-Spotify Joachim

Sundén, Wed, May 24, 2023, 8:30 AM | Meetup Joakim Sundén

Consultant, Speaker, Coach, Teacher at Crisp
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Don't forget to

vote for this session
in the GOTO Guide app




