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Hi! I’m Brent Beer

GitHub: @brntbeer

Twitter: @brntbeer

Email: brent@github.com

Introduction

mailto:brent@github.com
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•What is InnerSource


•Why is it becoming popular?


•How it helps (or how it should help!)


• Implementation


•Next steps

But first, an overview of the talk
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So, what is InnerSource?



InnerSource takes the lessons learned from 
developing open source software and applies them 
to the way companies develop software internally.

 - http://innersourcecommons.org/
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For companies building mostly closed source 
software, InnerSource can be a great tool to help 
break down silos, encourage internal 
collaboration, accelerate new engineer on-
boarding, and identify opportunities to contribute 
software back to the open source world.
http://innersourcecommons.org/
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http://innersourcecommons.org/
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What problems are people facing 
and solving today?



Developers are at  
the core of innovation Developers

Develop

Plan

CollaborateDeliver

Operate



Four key practices
Effective DevOps

Collaboration Workflows and 
automation

Security and 
compliance

Continuous 
improvement



DevOps alone is not enough...



Silos prevent collaboration, both internally across your teams and 
when they isolate you from the open source community. 

Organizations are working in silos  
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most organizations struggle with 
awareness of existing enterprise 

development
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Where’s the code?

How do I get access?


Why is there no documentation? Ugh, I can’t figure out how to 
use this
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How InnerSource helps
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•Reuse


•Collaboration


•Community


•Better software, faster.

InnerSource Goals
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•Open: Create a level playing field for the open sharing of work


•Transparent: Ensure the process as well as the product is visible


•Participative: Make it easier for others to collaborate together


•Collaborative: Increase quality by increasing quantity


•Governed: Reduce missteps by providing clear goals and support

InnerSource Tenets
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Repositories

• Prior art

• Reuse

• Contribute


Contributions

• Create branches and propose changes to repositories

• Governance to ensure high quality

• Branch protection > forking

Tenet: Open
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Process

• Documented processes

• Communication preserved and visible!

Development

Tenet: Transparent
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“We should switch over to mysql!” 

“We tried that earlier this year and it didn’t work” 

“Oh…. Okay”

Tenet: Transparent
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“We should switch over to mysql!” 

“We tried that  earlier this year and it didn’t work” 

“Oh…. Okay”

Tenet: Transparent
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“We should switch over to mysql!” 

“We tried that before and it didn’t work.  
Take a look at https://github.com/ganymede/infrastructure/issue/123!” 

<~~Reading….~~> 

“Oh that’s interesting! it looks like….”

Tenet: Transparent

https://github.com/ganymede/infrastructure/issue/123
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Process

Development

• Collaborate while the code is written

• Surface concerns early, reduce the churn on your code

Tenet: Transparent
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A massive stack of information does 
not magically enable people to 
participate
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Users

• Discovery

• Installation

Contributors 

Maintainers

Tenet: Participative
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Users

Contributors

• Contributing process

• Engage with the community

Maintainers

Tenet: Participative
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Users

Contributors

Maintainers

• Guide the project

• Stewards to help the other two types

Tenet: Participative
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Informal teams

• Solicit help

• Learn from others

• Develop expertise

Tenet: Collaborative
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org/devGroupA org/devGroupB org/devGroupC
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org/devGroupA org/devGroupB org/devGroupC

org/javascript-devs
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org/devGroupA org/devGroupB org/devGroupC

org/javascript-devs

org/security
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org/devGroupA org/devGroupB org/devGroupC

org/javascript-devs

org/security

org/SQL
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org/javascript-devs

org/devGroupA org/devGroupB org/devGroupC

org/security

org/SQL

Reports to devGroupA 
Part of security and SQL 
teams
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org/javascript-devs

org/devGroupA org/devGroupB org/devGroupC

org/security

org/SQL

Reports to devGroupC 
Part of javascript devs and 
SQL teams
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Policies & Procedures

• Reporting issues

• Contributing code

• Code of conduct

Enforcement

Tenet: Governed
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Policies & Procedures

Enforcement

• Maintainers

• Automated

Tenant: Governed
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Implementing InnerSource
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MaintainDiscover/
use

Contribute
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Help people find and use your 
project
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Discover / Use

Keep repositories as open as possible
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Keep repositories as 
open as possible

Discover / Use



GitHubThe InnerSource Journey

use a single, highly 
searchable, VCS to 
promote discovery

Discover / Use
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use multiple forms of 
documentation aimed 
at the appropriate 
audience

Discover / Use
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Documentation Audiences: Contributors
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Documentation Audiences: General Public
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Provide easy access to 
versions, release 
notes, and binaries

Discover / Use
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Provide easy access to 
versions, release 
notes, and binaries

Discover / Use
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Provide easy access to 
versions, release 
notes, and binaries

Discover / Use
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Provide easy access to 
versions, release 
notes, and binaries

Discover / Use
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Help people become contributors
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Contribute

Reduce friction involved with contributing
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Contribute

• Open an issue 
• Improve docs 
• Offer insight in issues or pull requests 
• Unsolicited improvements 
• Complete backlog or roadmap items
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Make getting up and running 
easy

Reduce Friction
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Submitting feedback

Reduce Friction
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Make sure things work by 
writing tests

Reduce Friction
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GitHub Actions: CI/CD + 
workflow automation

Reduce Friction
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GitHub Actions: CI/CD revamp 
+ workflow automation

Reduce Friction
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Make sure things work by 
writing tests other than 
traditional CI

Reduce Friction
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Finding ways to contribute

Reduce Friction
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Reduce Friction
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Equip maintainers for success
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Maintain

Build and maintain a system that can mentor the 
next generation
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Maintain

• Set vision and direction 
• Teach others 
• Set / maintain tone 
• Approve / deny or collaborate on submissions 
• Facilitate shared ownership 
• Protect the code
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Set vision and direction

Build and maintain a system
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Teach others

Build and maintain a system
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Maintain tone

Build and maintain a system
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Approve / deny / or collaborate 
on submissions

Build and maintain a system
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Facilitate shared ownership

Build and maintain a system
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Security vulnerability alerts

Build and maintain a system
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Automatic security fixes with 
dependably

Build and maintain a system
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Security advisories and 
advisories API

Build and maintain a system
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How does this work with hundreds 
or thousands of developers at your 
company?
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Societe General

“As a central team, you can imagine 
that we can easily be on the critical 
path of any other dependent team,” he 
explained, “and that’s exactly what we 
don’t want: we can’t afford to block 
any team waiting for us to deliver a fix 
that they need to move their own 
project forward.”


-  Amir Jaballah, Head of Digital Transformation 
and Digital Lab ASIA for Societe Generale

InnerSource working
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Engie

“We’re setting up a tool for Python, 
and in the coming days for Java, that 
will take the documentation we write, 
generate it, format it, and push it 
automatically to GitHub Pages. So 
developers can see documentation 
changes almost as soon as we make 
them on a GitHub Pages site”


-  Florent Zara, Innersource Project Lead

InnerSource working
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Next Steps
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Celebrate!
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Reach out for help
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Pick one thing



From https://noti.st/resource11 / @resource11 on twitter

https://noti.st/resource11




Questions? Concerns? Comments? 

Email: brent@GitHub.com 
twitter: @brntbeer

mailto:brent@GitHub.com
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