
Lessons learned: 
Guidance on how to make open 
source development a success



What you will know after 15 minutes

Top 3 Mistakes we made 
while developing OpenCloud.



But before we begin

Who Is The Richest 
Fictional Character?
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55

Smaug:  62 B $
(The Hobbit)
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Centralization: Reality Surpasses Fiction

The richest real 
person on earth 
(320 B. $)

The centralization 
tendencies of the real 
world already surpass 
any fiction.Smaug

(62 B. $)

5x
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Every form of centralization threatens 
the free internet as we know it

Free internet
● Decentralization

● Open access

● Open formats

● Freedom of information

● Net neutrality

● Anonymity and privacy

● Collective intelligence and collaboration

● Shared Knowledge
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OpenCloud is a Building Block of the 
Free Internet

● 100% FOSS (Apache2, AGPLv3)

● The project is driven by OpenCloud as a 

for-profit company, monetization via Support 

and Services

● Community usage and contributions are very 

welcome
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File Cloud
(Your files are where you are “like OneDrive”)

● Focus on self-hosting  privacy & sovereignty!→

● 100% Open Source

● Reliable and simple to maintain  admins❤️

What is OpenCloud?
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What happened here?
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We forked our own project
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Project „Infinite Scale“

Fork „OpenCloud“
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The project gained more stars 
in 6 months than in the 

previous 5 years.
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🤔
What did we do wrong in the 

past 5 years?



Learning #1

Almost nobody understands 
the real value of Open Source*

* as defined by the OSI: https://opensource.org/osd
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Almost nobody understands the 
real value of Open Source Software

Question:

What is the 
advantage of OSS?

Bitkom: Open Source Monitor 2025: https://www.bitkom.org/sites/main/files/2025-09/Bitkom-Studienbericht-Open-Source-Monitor-2025.pdf
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Almost nobody understands the 
real value of Open Source Software

Question:

What is the 
advantage of OSS?

Answer # 1:

“Cost savings!“

🤦‍♂️

Bitkom: Open Source Monitor 2025: https://www.bitkom.org/sites/main/files/2025-09/Bitkom-Studienbericht-Open-Source-Monitor-2025.pdf
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Almost nobody understands the 
real value of Open Source Software

Question:

If you buy a coffee 
machine, would you 

prefer Nespresso 
capsules or ground 

coffee?

or
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Almost nobody understands the 
real value of Open Source Software

We never really 

communicated the 

value.

Open Source

● Feature Source Code available

● Benefit

● Value
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Almost nobody understands the 
real value of Open Source Software

We never really 

communicated the 
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Open Source

● Feature Source Code available 🥱

● Benefit

● Value
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Almost nobody understands the 
real value of Open Source Software
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Open Source

● Feature Source Code available 🥱

● Benefit Inspect, adapt & modify 🤷‍♂

● Value
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Almost nobody understands the 
real value of Open Source Software

We never really 

communicated the 

value.

Open Source

● Feature Source Code available 🥱

● Benefit Inspect, adapt & modify 🤷‍♂

● Value Freedom, no lock-in 😍️



Learning #2

Open code is not enough
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Open code is not enough

We opened the code, 

but not the process.

● Free licensed: The code was published under 

proper Apache2 and AGPL licenses on GitHub

● Closed organization: Discussions, planning, 

roadmap etc. took place in non-public Jira 

tickets

● Blackbox: From outside, the project was a 

blackbox
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Open code is not enough

Luckily, confluence 

discontinued the Jira 

on-prem licenses so we 

needed to find an 

alternative.
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Open code is not enough

We moved all process 

related work to GitHub

By default, any ticket we open is public:
● Roadmap
● Issues
● Discussions
● Decisions (ADR)

 Open by default→

For customer related tickets, we still have a non-

public repo, about 10% of the tickets – works 

perfectly for us.
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Architecture Decision 
Record (ADR)
A lightweight way to document key technical 
decisions in a project.
● Keeps a history of decisions and their 

rationale
● Helps revisit or justify past choices
● Prevents “why did we do that?” confusion 

later
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Open code is not enough

 No more →

„behind the scenes“



Learning #3

KISS - Keep It Simple Stupid



After 14 years of experience with PHP-based file clouds

Which component causes the 
most incidents?
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Split-Brain-Problem

After the upload, metadata and the file blob are stored 

separately.

Most incidents: 
The database

File Metadata

Filename Mountains.jpg

Path /photos/

Shared with Alan, Mary

mtime 179430

size 30424
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Most incidents: 
The database

Split-Brain-Problem

After the upload, metadata and the file blob are stored 

separately.

● Metadata  Database→

● Blob  Storage→
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Split-Brain-Problem

After the upload, metadata and the file blob are stored 

separately.

● Metadata  Database→

● Blob  Storage→

Split-Brain-Problem: Database and storage must 

always be consistent, otherwise there is a risk of data 

loss!

Most incidents: 
The database
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Split-Brain-Problem

After the upload, metadata and the file blob are stored 

separately.

● Metadata  Database→

● Blob  Storage→

Split-Brain-Problem: Database and storage must 

always be consistent, otherwise there is a risk of data 

loss!

Most incidents: 
The database

?
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Split-Brain-Problem

After the upload, metadata and the file blob are stored 

separately.

● Metadata  Database→

● Blob  Storage→

Split-Brain-Problem: Database and storage must 

always be consistent, otherwise there is a risk of data 

loss!

Most incidents: 
The database

?
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Solution:

 No more database❌

 Saving metadata on storage🗂️
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● System gains massive reliability

Solution: Saving 
metadata on storage
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● System gains massive reliability

● No database knowledge required

Solution: Saving 
metadata on storage
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● System gains massive reliability

● No database knowledge required

● System scales with storage

Solution: Saving 
metadata on storage
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● System gains massive reliability

● No database knowledge required

● System scales with storage

● Single source of truth (you can edit files eg. via 

command line and see changes in all clients)

 Massive → reduction of complexity for admins 🫶

Solution: Saving 
metadata on storage



Our top 3 learnings

1) Communicate your value clearly

2) Open code isn’t enough, open development is 

what matters

3) KISS: Keep your product simple



  

Thank You!



Let’s stay in contact
#opencloud:matrix.org

Tobias Baader – Product Manager
t.baader@opencloud.eu 
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