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Our community is all over Siemens
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Users:

84 494 accounts

Open Source at the core, 

0 license fees

People from

77 countries, 

including China

Projects:

57 791 (internal)
249 986 (private)

CI/CD:

53 956 458

(pipelines)
314 074 652 (builds)

Merge requests:

4 798 758
Over 1 million per year

Thanks to the community approach, 

self-service and high-profile team 

we can run and scale the platform 

super-efficiently.

• From a department tool to the 
largest platform at Siemens with 

the highest security level

• On average we have > 4 commits 

per day on our main Infrastructure 

as Code (IaC) repo

• Teams across the globe 

co-create with customers, 

contractors, suppliers, 

researchers on specific projects



What defines

Open Source

culture?
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Transparency Contribution mindset

Upstream first
Open Source

Culture
Asynchronous collaboration

Shared ownership Community
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How did we bring these 

principles into Siemens?
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Open Source 

Culture does not 

scale through 

policy alone

People must 

practice it 

everyday!

Shared platforms

Transparent operations

Self-service by default

Contribution paths

Community support

Upstream-first mindset
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Our thesis

Our thesis
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Large enterprises do not lack 

code. They lack flow.

• many teams, tools, rules

• local optimizations 

• invisible boundaries
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Scaling collaboration
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Inner Source as a training ground

Contribution mindset

• open collaboration across 

organizational boundaries

• visible issues and merge 

requests

• Reusable projects

Shared ownership

• Internal projects with over 2000+ 
reuses

• Features contributed to Gitlab to 
make collaboration easier

• Topic

• Follow feature by Roger
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How to scale collaboration across our developers?

• The topics explorer
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Scaling transparency
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How did we scale transparency?

Transparency

• Internal issue tracker to view 
plans

• Postmortem reports for outages / 
slow-downs

Community

• Keep close contact to our users

• Make them part of the decision 
process (up and down votes)

• Respond to requests in a timely 
manner
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• Transparency is key also about failures

• Create post-mortem reports

• Communicate and inform users in a timely manner

How did we scale transparency?

Unrestricted | © Siemens 2026



How did we scale transparency?

• Transparency is key on all aspects of running a platform, this is a community approach!

• e.g. monitoring, dashboards

• Relevant parts available to all users
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How do we spread those 

learnings?

Unrestricted | © Siemens 2026



Scaling learnings: Social coding ambassadors
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Scaling collaboration: The social coding ambassadors

• Drive the adoption of Inner Source development by coaching

• "Walk the talk" demonstrating best practices (e.g., GitLab CI, 

Conventional Changelog)

• Strong knowledge of the Open Source, Inner Source and Siemens-

specific OSS compliance processes

• Applicants join by submitting a Merge Request and getting voted in

• Monthly community calls
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How do we scale feedback?

Keep the issue 

tracker internally 

available and 

subscribe to new 

entries

Prioritize and 

assign it to a 

milestone

• Respond to user(s)

• Get feedback

If needed, analyze 
further or 
implement 
requested feature

Fix the issue wherever it is

• - Gitlab upstream

• - Open-Source projects

• - Local configuration

• - IT issues  file ticket!

• - Zscaler  hope and pray for a fix
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Example: Listening to our users
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Scaling 
communities
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How to scale internal communities?

Inner-source eventing platform and live.siemens.io

• Internal live streaming event platform

• Enables community knowledge-sharing

• Create an MR and host your event

• OSS event on this platform as well!
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How to scale OSS communities?

• github.com/siemens & github.com/siemens-research
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How to scale OSS communities?

• Yearly GitHub OSS project sponsoring (this year 30k)
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The platform was 
technology. The 

product was culture.
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Thank You!
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Questions

& answers
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Contact

max.wittig@siemens.com

ercan.ucan@siemens.com
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