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In September, Sonos began positioning its connected audio system as an “audio operating
system.” Sonos 27 introduced a way for outside Al assistants and agents to control a Sonos
system, alongside the company’s own music-focused assistant and a preview of user-created
“Custom Agents.” Sonos 27mcp was in Early Access; Sonos 27voice was planned for a later-fall
Early Access release; Custom Agents were targeted for 2027. The company’s new Beam Ultra
and Ace Ultra had been announced for general availability beginning September 29. At the
cutoff, no public results showed how customers used the new features or products. [S3-5S5]

Sonos described its system as serving more than 17 million households in over 60 countries.
The promise of outside agents was easy to see: customers could bring a preferred assistant into
the home-audio system and ask it to play music or move sound between devices. Sonos said its
MCP connection could link outside agents, including ChatGPT, to the system. But the public
materials did not specify access permissions, data flows, partner terms, security
responsibilities, developer review, or what would happen when an agent misunderstood a
request. [S1, S3]

For a hypothetical Sonos product strategy team, the next question was how to govern the path
from Early Access toward the 2027 Custom Agents target. Should the company expand access
broadly and learn through use? Should it admit a limited set of agents and functions under
tighter gates? Or should it slow custom-agent expansion while prioritizing Sonos-owned controls
and system reliability? Sonos had announced its product direction, but it had not publicly
described an internal approval decision or release threshold. This case asks students to design
the next gate; it does not presume one is pending.

The quality context

Sonos had learned that software changes could affect how customers experienced the whole
system. In July 2024, then-CEO Patrick Spence apologized for significant problems after a new
app rollout and said troubleshooting delayed the addition of missing functions. In October 2024,
the company announced renewed commitments to software quality and customer trust. These
were historical statements; they do not establish that the 2026 app was still deficient or that
trust had not recovered. [S6, S7]

The September 2026 messages emphasized a different chapter. Sonos said the new Sonos
27app had been shaped and tested with its community, and described the updated navigation
as more intuitive. In its July 2026 10-Q, management said software reliability had been restored
to levels exceeding historical levels. The filing did not provide a quantitative reliability metric or
independent validation; the company also did not publish a beta pass rate, third-party access
rules, security audit results, support-contact rates or user-adoption data for MCP. The team
could not infer agent-readiness from launch language alone. [S1, p.20, line 992; S3, S4]
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Business signals-and their limits

Sonos’s most recent reported quarter was Q3 fiscal 2026, ended June 27 and announced July
29. Revenue was $375 million, up 9% year over year, and adjusted EBITDA was $44 million, up
24%. The release’s adjusted results exclude a $23.2 million tariff refund; GAAP gross margin
includes the refund effect. Products sold rose 17.4%, faster than revenue growth of 8.8%, partly
because of lower-priced product mix. Sonos system products represented 15.5% of nine-month
revenue, while revenue in that category increased 1.5% year over year. These results preceded
the September Sonos 27 rollout and new-product availability date; they say nothing about Al
feature adoption or economics. [S1, S2]

The system’s current business remained predominantly hardware: Sonos speakers were 76% of
Q3 revenue, system products 18.5%, and partner products and other revenue 5.5%.
Management described the company’s system as growing more valuable as customers added
rooms and devices. That is a strategic proposition, not a measured estimate of how Al agents
would affect purchases, retention or support costs. [S1]

The rollout choice
The product team could recommend three hypothetical approaches for the next stage:

1. Expand broadly. Continue toward the Custom Agents target with broad user choice and
relatively open access, using monitoring and product updates to respond to issues.

2. Use a curated rollout. Admit selected partners and a limited set of actions, expand by
product or customer cohort, and widen permissions only after reliability, privacy and support
gates are met.

3. Defer broad custom agents. Keep the announced Early Access features narrow, prioritize
Sonos-owned controls and the core app/system experience, and reset the Custom Agents
timetable if readiness evidence is insufficient.

Each path carries a risk. Broad access could create more useful integrations and choice, but it
could also make failures harder to reproduce and assign. Curating partners may preserve
control, but might limit the range and speed of innovation. Deferring custom agents could
protect system quality, but might frustrate customers who want to use their own assistants and
allow other platforms to become the home-control interface. The case does not establish which
risk is largest.

The information gap was substantial. Sonos had not disclosed the exact MCP interface or
permission model, what system actions an outside agent could invoke, whether Sonos or the
agent provider controlled customer data, partner acceptance terms, a security or privacy
review process, quality thresholds, rollback rights, support responsibilities, or feature-level cost
and revenue. Nor had it published adoption, task success, latency, incompatibility, user opt-out
or incident rates. Any scorecard would therefore be a recommendation for future measurement,
not an account of current Sonos practice.

Assignment

Assume you advise a hypothetical Sonos product strategy team. As of September 30, 2026:

1. Which rollout approach should Sonos use for the next stage of third-party and custom
Al-agent capabilities?

2. What access rules and quality gates should apply before Sonos expands from Early Access?

Strategy & Finance | S&F-STR-512



3. Which user, product, security, support and business measures should determine whether to
expand, hold, roll back or narrow access?

4. What evidence would change your recommendation, and what is the cost of waiting?

Do not treat 2027 as a guaranteed release date, assume third-party developers are already a
mature complementor ecosystem, or infer feature economics from results reported before the
rollout.
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Exhibits

Exhibit 1. Sonos 27 rollout status at the cutoff

Capability Public status by Sept. 30 What remains unknown
Sonos 27app / navigation Rolled out as a free update to S2 Current reliability and
products on Sept. 8 user-satisfaction baseline
Sonos 27mcp / outside agents Early Access Exact permissions, partner terms,

adoption, incidents and task success

Sonos 27voice Planned as later-fall Early Access Release date, capability scope and
user uptake

Custom Agents Targeted for 2027 Governance, launch gate, build cost,
monetization and risk controls

Beam Ultra / Ace Ultra Announced for general availability Sales, returns, system attachment
beginning Sept. 29 and product-specific adoption

Sources: S3-55. Statuses reproduce company announcements; targets and availability dates are
not treated as realized outcomes.

Exhibit 2. Financial and product context before the rollout

Reported measure Value Timing / boundary

Q3 FY26 revenue $375.3m; +8.8% YoY Quarter ended June 27, before Sonos
27

Q3 units sold +17.4% YoY Faster than revenue, partly

lower-priced product mix

Q3 adjusted EBITDA $44m; +24% YoY Non-GAAP; excludes $23.2m tariff
refund

Nine-month revenue $1,202.4m; +4.1% YoY Through June 27

Sonos system-product revenue share 15.5% of nine-month revenue Category revenue increased 1.5%
YoY

Q3 revenue composition Sonos speakers 76.0%; system Product categories as reported by the

products 18.5%; partner/other 5.5% company

Sources: 51, S2. Q3 GAAP gross margin included the tariff refund; adjusted results excluded it.
None of these measures reflects the September Al rollout.
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Exhibit 3. Proposed rollout scorecard

Dimension

Task quality

Compatibility

Security and privacy

Customer experience

Ecosystem participation

Economics

Candidate measure

Successful completion,
wrong-room/action rate, latency

Error rates by product, OS/app
version and network configuration

Permission-scope violations, data
incidents, audit findings

Support contacts, opt-outs, repeat
use, satisfaction

Qualified partners, integration
maintenance, complement quality

Feature cost, support burden, device

attachment or retention

lllustrative gate question

Can users reliably control the
intended room/device?

Are failures concentrated in
identifiable configurations?

Can outside agents access only
authorized actions/data?

Does added choice improve the
system experience?

Is third-party contribution durable
and supportable?

Is there a measurable business
benefit net of costs?

lllustrative student-designed measures. Sonos had not disclosed these as company release
thresholds or published values by the cutoff.
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