
welcome
The future is smart



Agenda

• Toon, Quby and myself
• Where are our challenges
• Some stuff which is useful to share



A “short” history



THE ENECO CASE
COLLABORATION



by 2020, the largest energy 
company in the world (by 

market cap) will not own any 
network or generation asset

-Gartner
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2012 >2025

EBIT door behoud 
E+G marge

EBIT voornamelijk uit energie 
diensten

Opbouwfase periode: diensten 
dragen bij aan goedkoper behoud 

en acquisitie, marges afkomstig van 
E+G

To get out of the commodity trap..
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Opbouw Energiepartner positie voor 
lange termijn winstgevendheid

1
Multi-Brand strategie voor behoud E+G 

marge

2

Energie EnergiedienstenOpbouwfase
EB

IT
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Located	in	Amsterdam
160	employees	
25+	Nationalities

Founded in 
Amsterdam in 2004 
to develop smart 
home solutions

Started



How it all started @Quby
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Home control box

Pivot

Energy stick

Pivot

Energy display



Introducing Toon, the 
revolutionary thermostat 
that gives you insight into 

your energy usage

2012

Smart thermostat
Energy insight

Save money on bills
Feature updates

OUR PROMISE



MARKETINGTECHNICAL ORGANISATIONAL

collaborative learning 



SALES 
SKYROCKETED

2014

TOON
THE PLATFORM 

FOR YOUR SMART HOME! 
(SUCCESSFUL CAMPAIGNS AND PR 
MOMENTS: 'SMART HOME DAY', 

REMOTE CONTROL, SAVING 
ENERGY)

CAMPAIGN AIMED AT 
AWARENESS: 

WITH TOON, YOU CAN 
CONTROL YOUR THERMOSTAT 

REMOTELY WITH THE 
PROPRIETARY APP.

2013



2015

INTRODUCTION
'ZON OP TOON', A SMART 

SMOKE DETECTOR. 
100,000TH TOON UNIT 

INSTALLED. TOON BECOMES 
INDEPENDENT FROM 

ENECO ENERGY CONTRACT.



roll out

APRIL 2016

Introduction 
Toon Belgium



Open API, cooperation with 
other parties: Philips, 

Achmea. Over 250,000 
units installed by end of 

year.

2016

API



Two Toon’s
installed per 

minute
Once activated, Toon is used by 

several household members 
multiple times a day

Proven 
Business 

Model 
4 years later



-60%

CHURN

Toon customersNon-Toon customers

CHURN-REDUCTION OF > 60% 

2012

400k

200k

100k

35k
5k

FAST GROWTH OF INSTALLED BASE

2013 2014 2015 2016

+ 30 points

Toon customers

NPS 
SCORE

Non-Toon customers

IMPROVEMENT OF NPS

~1x/ yr

~ 1x/ day

CUSTOMER
CONTACTS

Toon customersNon-Toon customers



Introducing

+ Toon is a technology that puts you in charge 
by providing you real time energy insight, 
giving you options to save money and reduce 
your footprint. 

+ Together with Toon you’ll get access to new 
services that tap into the increasing 
possibilities of connected things, making your 
life smarter. 



Empowering 
People Through
Smart Energy

Mision



The DNA of TOON

Energy Empowerment Connected 
to the future



In Home & On the road features

What we deliver
Community support

Utility
support
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Who am I



Where are our challenges



FEATURES

Smart thermostat Energy insight Control energy consumption

Save money on bill Mobile & tablet apps Feature updates



Setup in home, lots of hardware

Electricity sensor

Gas sensor
Meter adapter Quby Energy Display

Boiler adapter

Central heating
boiler

Smart plugs and 
smoke detectors

WiFi router

Z-Wave

Z-Wave

Philips Hue



Growing fast

Rapidly 
expanding into 

Europe
& every home

is different

Launched:



With more 
features to 

come

Energy 
insights

Comfort 
control

Safety

Smart energy

Health

Lighting

Security

The future is smart



DATA MANAGEMENT

SOLAR SOLUTION

NETWORK

MOBILITY

CONTROL BY DEMAND

HEAT PUMP

SERVICES

STORAGE

The beating 
heart of your 

smart life
Smart Platforms & 

Energy Services



Tough challenges
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Mix old and new

Old school

Domestic Hot 
water

Oil boiler

Prepaid meter

Gas
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To win the heart of the home users



Organisational debt…
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…and a bit more on Waterscrum, Old school mgt reports, Solution thinking, Only 
freedom, Projectleaders, Component thinking, No feedback, Where is the user, ...



Some stuff which is useful 
to share



Shorten the feedback loop

..and keep improving



Cloud based

Supporting org structure

Definition of Awesome
(why & value)

Automate waste
(& QA)

One company backlog
(product, debt, problem)

+guilds



Cloud based

Supporting org structure

Definition of Awesome
(why & value)

Automate waste
(& QA)

One company backlog
(product, debt, problem)

People & Mindset is everything

+guilds



• Clear and simple Misson & Vision with 2017 targets
• End user thinking
• (Temporary) Integration team
• New organisation setup (April fools as startdate)
• CICD at scale both on SW and HW
• Test automation & Behaviour/Test Driven development
• Investment & Portfolio wall with value pokering
• KATA approach to continuously improve in small steps every 2 days
• Shorten the feedbackloop
• 4-weekly display releases
• Moved all stuff to the Cloud
• Joint Sprint reviews
• Root cause analysis with all employees
• Linemanagement & HR in the teams
• Work with Guilds around Design, QA/CICD, etc.
• Hackathons
• E2E monitoring
• Build&Run in teams
• ...

Some “random” stuff we are (or have been) doing

36

It’s a 
menucard
Please choose



Jorrit van der Laan @IxTwits https://nl.linkedin.com/in/jorritvanderlaan
Development manager

Thank you.
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Backup slides



Empowering 
People Through
Smart Energy

Mision



420k connected  Toons EOY1

Roll-out in 5 countries2
Generate …M in revenues3
Gross margin of …M4
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Results 2017

NPS end-users of +10%5
…M revenues from new services6



Key objectives per area
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Ø Contracts with 5 Utilities
Ø Introduction of Toon brand

Sales & Marketing
Ø Introduction TOON NXT
Ø International TOON product

Product

Ø Introduction 3 new energyservices 
Ø Introduction securityservice

Services
Ø Migrate to cloud & outsource
Ø Scalable & robust multi-tenant platform

Platform

Ø Recruit 40-50 employees
Ø Future proof organisation

Organisation
Ø Define smart home strategy
Ø Culture:  Result driven & celebrate success

General

Deliver targets set in budget
Ø EBIT  ..mln
Ø Cash out ..mln
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Investment wall process
q to do
q doing
q review
ü done



Investment wall - Canvas templates
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Guilds, how

PO PO PO PO

Engineer Engineer Engineer Engineer

Engineer Engineer Engineer Engineer

QA QA QA QA

Scrum
master

Scrum
master

Scrum
master

Scrum
master

E2E team E2E team E2E team E2E team

…..Design

Some guilds are formed around a 
specific craft, for example a “QA Guild”
to make sure automated testing
and CICD aligns across teams

Some guilds are formed around
cool topics such as “Designing for
end users” or “Hackathons”

“Guilds are on company level and
are not limited to delivery teams”

“Some form of leadership is useful
and should come from the guild itself ”



7	Release	Principles
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1. Create	with	the	end-user	in	mind
2. Work	with	a	Quality	First	mindset
3. Know	the	problem	to	solve
4. Teams	take	End-2-End	Responsibility	
5. Automate	as	much	as	valuable
6. Release	Fixed	Time	Flexible	Scope
7. Fail	Fast,	Learn	Fast,	Grow	Fast
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