Open Source Culture at Scale
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Our community is all over Siemens

Users:

84 494 accounts

Projects:

57 791 (internal)
249 986 (private)
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People from

/7 countries,
including China

A\
A\ /4

Merge requests:

4 798 758

Over 1 million per year

-

Open Source at the core,

O license fees

v

CIl/CD:

53 956 458
(pipelines)
314 074 652 (builds)

CcO

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 (1aC) repo

» Teams across the globe
co-create with customers,
contractors, suppliers,
researchers on specific projects
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Transparency Contribution mindset

Open Source

Upstream first Asynchronous collaboration

Culture

Shared ownership Community
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How did we bring these
principles into Siemens?

SIEMENS



Our thesis

Open Source
Culture does not
scale through
policy alone

People must
practice it
everyday!
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Shared platforms

Transparent operations

Self-service by default

Contribution paths

Community support

Upstream-first mindset
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Large enterprises do not lack
code. They lack flow.
 many teams, tools, rules

* |ocal optimizations

* Invisible boundaries

SIEMENS



Scaling collz |
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Inner Source as a training ground

« 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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Profile

& Max Wittig

O Activity

S0 Groups

(0 Contributed projects
() Personal projects
Y¢ Starred projects

X Snippets

& Followers

88 Following

Q Search or go to...

Max Wittig

Max Wittig

@max.wittig

Ercan Ucan Roger Meier
@ercan.ucan . ~ @r.meier =7
24
Your work | Activit;
o ﬁ Ka5| ‘our worl ctivity
Actl\nty

Your activity ~ Your projects  Starred projects  Followed users
@ar All  Pushevents Mergeevents Issueevents Comments Wiki Designs Team

& Max Wittig @max.wittig
© Opened issue #8480 "Introduce DOCKER-LINUX-SMALL" at siemens | code

Max Wittig @max.wittig

(3 Commen ted on issue #7946 "Create code.siemens.com style runners on industry gitlab" at siemen:

@tim.gourley If you don't ship kaniko to customers, you don't need to clear it. See: https://code.siemens.io/opensource/in-house-

usage/

é Max Wittig @max.wittig
(O Commented on issue #4491 "Public GitLab Pages" at siemens / code

We (@r.meier and me) discussed this and agreed to not proceed with this issue. Therefore let's close it. See also the discussions here:

code-ops/op...

@ Max Wittia @max wittia

Fabio Huser
@fabio.huser

A

19 minutes ago

52 minutes ago
s [ code

1 hour ago
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How to scale collaboration across our developers?

The topics explorer
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Explore

S0 Groups
CI/CD Catalog

& Topics

X Snippets

(® What's new

Explore

D17 330 [Z99+ & Admin @

Topics

Explore topics

Topics 3= 20

=

Docker
D er is a set of platform as products that u evel virtualization

Inner Source

Inner sou

Reusable
es are an integral part of Siemens' transforms company. For more information see our Wiki Page. Reuse readiness is ¢

Container Image

ontainer images (also called [ e the basis of contain
Python
Python is a high-level, general-purpo programming languac
FT RPD CST SEA
FT RPD CST SEA is the

all

Foundational Techr Research & P ire team

GitLab CI L ;
GitLab Continuous Integration and

Distroless

173
Distrole l_

y the conta

Terraform

Terraform is ar

| 314

rce infrastructure
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How did we scale 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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Q Searchor goto... /

-« siemens / @ code /| Workitems

Allitems  Industry Gitlab  Security =~ Max + Add view

[@vl Label is (support X

59 items | Bulk edit

[] Repository access issues
siemens/code#8467 - created 8 May 2026, 18:57 by . i O May 2026 EUELGPREEEES lEl support
[] & Please delete old groups
siemens/code#8465 - created 8 May 2026, 16:18 by | > May 2026 ENELLFREEEENY (support
[] 'DOCKER-GPU' runner fails to pull image non-deterministically

siemens/code#8464 - created 8 May 2026, 13:56 by O May 2026 élw support

[J SSH with public key blocked with 2FA Enabled
siemens/code#8461 - created 7 May 2026, 16:39 b & May 2026 support
[ Unable to add OpenAl Compatible models in VS Code Insiders

siemens/code#8459 - created 7 May 2026, 13:22 by <& May 2026 | support

[] After Copy/FAIL AF_ALG Security Issue Fix, some tests in shared dockers are not working.
siemens/code#8458 - created 7 May 2026, 13:20 by O May 2026 support

[ Issue coming with service account token
siemens/code#8452 - created 6 May 2026, 12:48 by 1 © May 2026 ENELGEEEECERS @UETEGECIEY (support
[] unable to access 1s.net from gitlab runner
siemens/code#8450 - created 6 May 2026, 10:35 by O May 2026 EUELGLEEELEEY (support
[ DinD Blacknetwork Runner in gitlab.industry
siemens/code#8444 - created 5 May 2026, 11:21 by < May 2026 QLIS GREIED (support
[] Cl pipeline fails due to connectivity issues
siemens/code#8442 - created 5 May 2026, 08:19 by

© May 2026 EELLCRE e @) (Slpport
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How did we scale transparency?

¥ main v | code / .gitlab / issue_templates / [Operations] Post Mortem.md [[)
« [Operations] Post Mortem.md Find file

docs(post-mortem): add subject to title template
/' Roger Meier authored Aug 21, 2024

Verified cé6fS

« Transparency is key also about failures

~+ [Operations] Post Mortem.md 732 B Code | Preview |

Summary
* Involved People:
» Create post-mortem reports
« Trigger:

+ Resolution:

* Detection:

Action Iltems

« Communicate and inform users in a timely manner

communication to users

Lessons Learned
* What went well:
* What went wrong:

* Where we got lucky:
Timeline
Supporting information

Jcc @code-core-team

/label | post-mortem
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How did we scale transparency?

« Transparency is key on all aspects of running a platform, this is a community approach!
* e.g. monitoring, dashboards

Siemens Code Monitor

This page shows you the current system health and metrics of the code.siemens.com eco-system.

° Re |ev a nt p a rt S ava | | a bl e to a | | users e T R e s

UP UP UP

code.siemens.com https response time code.siemens.com ssh response time
145 40ms
125 35ms I
d 22, o bt
800 A ( W)
ms 25 e AGMA LAty YA | !
600 ms
400 ms ey
200ms | 15ms
08 h ] 1
12/0116:00 12/02 00:00 12/02 08:00 12/0216:00 12/03 D0:00 12/03 0B:00 12/0116:00 12/02 00:00 12/02 0B:00 12/0216:00 12/03 00:00 12/03 0B:00
== Response Time - Last *: 27.5 ms == Response Time - Last *: 27.3 ms
Linux x... @ code.siemens.com Linux x86-x64 shared ClI jobs Queue Duration ©
Mame Last*
£00 6.7 mi Runni 0 5853
- .7 mins — Running jobs - ms
= Running jobs - 1 797.2 ms.
400 5.0 mins. B
300 == Running jobs - 2 s
200 33mins | = Running jobs - 3 13s
96.6% 100 = Running jobs - 4 185
o 1.7 mins — Running jobs - 5+ 177s
12/0116:00  12/0200:00  12/0208:00  12/0216:00  12/0300:00  12/03 08:00
= Available Last*: 608 == Running Last*: 598 s 12/02
Linuxa... @ code.siemens.com Linux aarch-64 shared Cl jobs Queue Duration ©
45 17 mins Name Last
40 | — Running jobs - 0 2345
gg 'l | \ | . ! I‘ 33.3 mins = Running jobs - 1 4675
;g | ﬁ il | 1 I i T | ‘l‘ k 25.0 mine = Runningjobs-2 1B mins
15 I il b. l\ i | i k | l ) I == Running jobs - 3 1.6 mins
53.6% 1‘; } |/ 18.7 mins

| 11w = Running jobs -4 2.0 mins

0 8.3 mins — Running jobs - 5+ 3.8 mins
12/0116:00  12/0200:00  12/0208:00  12/0276:00  12/0300:00  12/03 08:00
= Avallable Last*: 28 = Running Last*: 15 o=

12/02
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How do we spread those
learnings?

SIEMENS



Scaling learnings: Social coding ambassadors

~— siemens | |Q code

-~y tg \ # main v code / .gitlab / merge_request_templates /| Ambassador Requirements.md )

~ Ambassador Requirements.md Findfile | Blame | [ H

e add process details to MR template

=
Fabio Huser authored 11 Oct 2025, 08:05 iprified LSS 1 o ‘ History /

=+ Ambassador Requirements.md 2.24 Kif Code I Preview | B B &

Switzerland
2409 of 90641 Users (2.66%)
22 Ambassadors

Thanks for your submitting your application as Social Coding Ambassador.

An ambassador coaches people on best practices with Inner/Open Source development and the code.siemens.com ecosystem, like Workflows, Conventional
Changelog, Git, GitLab Cl, etc., has talks or does p within their or and location.

—
Social Coding Ambassadors who provides a github.com handle will also automatically be added to the GitHub Siemens organization.

You're nearly there &
To be accepted as ambassador, you need to complete the remaining steps:

Describe the following in your commit message:

© why you want to apply as ambassador in a few words
© your Open Source or Inner Source background

Specify your skills according to https://code.siemen: fsil fcode/-/blob/main/docs/amb d nd#adding-your-skills.

Make sure that the Cl pipeline of your branch passed and that you've read https://code.siemens.com/siemens/code/-/blob/main/CONTRIBUTING.md.

Use a feature branch in your fork instead of main to submit your changes or the pipeline will fail

Also make sure to enable the following settings of the MR:
© Remove source branch when merge request is accepted. - this keeps your fork clean.
© Allow commits from members who can merge to the target branch. - this allows us to update your branch before merging if needed.

Tasks before merging:

Review by the @code: team based on the admission process:
o At least 50% of the @codk -team has to upvote this MR.
© The @cod ission-team has at least 1 week time to provide feedback or ask questions.

o If needed, the MR can be rebased at the end of the review process.
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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 ClI,
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

Unrestricted | © Siemens 2026
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How do we scale feedback?

Keep the issue
tracker internally
available and
subscribe to new

entries
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Prioritize and
assignittoa

milestone

Open 5 Closed 122
December 2025 (J) sien
Backlog [J) sie

January 2026 (]) sier

February 2026 (] s

Longterm (vision, strategy) [J] siemens / code

Respond to user(s)
Get feedback

If needed, analyze
further or
implement
requested feature

Fix the issue wherever itis

- Gitlab upstream

- Open-Source projects
- Local configuration

- IT issues = file ticket!

- Zscaler = hope and pray for a fix

Security Considerations

SIEMENS



Example: Listening to our users

Gatekeeper for Gitlab API/Git that only allows project/group tokens

Use Cases

« W Access git repositories via HTTPS read-only

* &3 Access git reposnorl.e's via HTTPS read-write 29 Apl’ 2026, ~| 3 ,09

« &) Access project specific APl endpoints read-only
&3 Access project specific APl endpoints read-write
&) Access group specific APl endpoints read-only
& Access group specific APl endpoints read-write

Thanks so much to the entire team, you are doing the lords work! Jils

Edited 29 Apr .
Implementation Plan

Conceptional Ideas

« use a simple yaml file per project within code-ops/gatekeeper that is then consumed by code-ops/gatekeeper-git and others lj
code-ops/gatekeeper-api at a later step.
add fear text to MR template for code-ops/gatekeeper
use-feature-flag-coneeptasinterface between-gatekeeper-and-code-apps/ese
config file as json is compiled by code-ops/gatekeeper and served to code-ops/gatekeeper-git
define a yaml schema to validate properly
one file per project named with the project id to avoid merge conflicts, e.g. projects/1.yaml :

Security Considerations

we can't open up for all projects by default or 2026, 09:59 Contributor @ Va
it must be a decision by the project owners to allow access

only allow project access tokens as they have limited scope
add pre-flight check if it is a project access token

Damn | was about to request the new model and came to see it's already added. My goodne

/cc @andre.bossert

a1
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Scaling
communities

SIEMENS



How to scale internal communities?

Inner-source eventing platform and live.siemens.io

Siemens Events

The Siemens Inner-Source eventing platform. Home of
live.siemens.io and many more resources for online event
creation.

e | TN

 Internal live streaming event platform
« Enables community knowledge-sharing
* Create an MR and host your event Home

° OSS eve nt On th IS pl atfo rm a S We” | Welcome to Siemens Live, the Inner-Source eventing platform. This project strives to empower anyone hosting virtual events on a professional

level without the need for a big budget. With Open Source at it's core and the community in it's back, live events have never been easier.

Goals

* Don't re-invent the wheel: whenever possible, we use what's there. Don't try to replace existing stuff, enable new use-cases which were

impossible.

¢ Open Source at its core: proprietary solutions increase cost and limit adoptability. Open Source combines the power of the community

and allows full control.

* Events as Inner Source: many people and departments organize various events and build-up knowledge. Let's combine that and make

the community more efficient.
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How to scale OSS communities?

« github.com/siemens & github.com/siemens-research

o siemens

Overview Repositories 213 Projects 1 Packages Teams 24 People 136

to refill your balance.

A1 1,3k followers & https:/Jopensource.siemens.com opensourc

README . md

Siemens ¥ Open Source

Siemens is a techn focused on industry, infrastructure, transport, and healthcare.
We use, maintain and contribute to Open Source.

Click on the badges below to find more Siemens-powered

Pinned

B linux-entra-sso [ efibootguard
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Security and qualit

O siemens-research

Overview B Repositories & 3 Projects & Packages Ay Teams A People 8

Siemens Research

c—" https://opensource.siemens.com opensourced mens.com

README. md

Siemens Research

This organization hosts research projects by Siemens.

Click on the badges below to find more Siemens

€) github find aledge ] ) aithub industrial iot m C) github siemens

industrial-mlim-benchmark

genai-for-sw-architecture Public .github

|~ Insightd

Public

Public

SIEMENS



How to scale OSS communities?

Yearly GitHub OSS project sponsoring (this year 30k)

siemens's sponsorships

siemens has 0 current sponsorships and 30 past sponsorships

Current Sponsorships
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Past Sponsorships

Public

0 one time

one time

one time

$500.00

$500.00

0.00 one time

0.00 one time

$500.00 one time

0 one time

+ Export as CSV

Manage

Manage

Manage

Manage

Manage

Manage

Manage

Manage

1s's sponsorships

ips and 30

Past Sponsorships

Public

Amount

one time

$1000.00 ene

$1000.00 one

time

$1000.00 ene

time

one time

$1000.00 one

+ Export as CSV

Manage

Manage

Manage

Manage

Manage

ns's sponsorships
has Q curre

Sponsorships Past Sponsorships

Public

sponsorships

Start date

$1000.00 one time

) one time

00 one time

500.00 one tim

0 one time

one time

0.00 one time

Export as CSV

Manage

Manage

Manage

Manage

Manage

Manage

Manage
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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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