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How do you modernize two centuries of trust in a 
world that reinvents technology every year ?



🧭
“Open Source”



Trust was not a decision. 
It was something we built by running it.



Five Questions We Always Ask

Documentation 

Ecosystem
Gouvernance
Community

Operations

active contributors, real production users

transparent, no single-vendor control

tools, integrations, partners

we can run and sustain it internally

transparent enough to build on long-term



A platform is not a piece of infrastructure. 
It’s a collaboration system.



Engineering culture inspired by open source

Rituals & Meetups 

Tech exchange
Genius Bar
Community of Practice

Recognition

Inspired by open source collaboration

Open support sessions — infra & app teams together

Internal talks, KubeCon, cross-company learning

Super-user awards — celebrate platform contributors

Events, informal learning, after-work gatherings



Investing in People

Experimentation
Ownership
Learning

Collaboration

Conferences, tech communities, knowledge exchange

Autonomy and trust for engineers

Internal hackathons and creative problem solving

Freedom to organize teams and workspaces



Software Craftsmanship

Engineering mindset
Transferable skills
Engineers, not specialists
People who understand systems and software

Open standards make technologies easier to learn

Ability to explore and understand new systems



Kubernetes transformed more than our platform. 
It transformed how our organization builds software.



The starting point: a full vendor stack

Changing any layer = a project, a team, a schedule.

APP LAYER

OS LAYER

INFRA LAYER

J2EE Vendor Server 

IBM AIX

IBM Power

Proprietary

Proprietary

Proprietary



First bet: the application layer
Not about cost. About standards, community, and the freedom to move.

APP LAYER APP LAYER

J2EE 
Vendor Server Apache Tomcat
Vendor-managed - Closed - Lock-in 

Community-driven - Auditable - Standard 

first bet 



The game changer: Kubernetes
Kubernetes is the contract - not what’s underneath.

Your application 

Abstraction boundary 

OS LAYER INFRA LAYER 

Declared in git.  
No manual steps.  
No snowflakes. 

The contract between apps and infrastructure

container-native - open-source swappable underneath 

Tomcat - Any workload - Any language

Kubernetes

Flatcar Linux Vmware - Ec2 - OpenStack

GitOps



BEFORE
!

  git repository

clusters/
├── datacenter-a/
│   └── team-alpha/
│       └── my-app/
│
└── datacenter-b/
    └── team-alpha/
        └── (empty)

my-app/  ← origin

AFTER
!

  git repository

clusters/
├── datacenter-a/
│   └── team-alpha/
│       └── (empty)
│
└── datacenter-b/
    └── team-alpha/
        └── my-app/my-app/  ✓  here now

The GitOps structure that enables migration

No migration script No runbook 

Just git.
Zero app changes

one commit 
one folder move

git mv 

ArgoCD watches the tree… 
detects new path —> datacenter-b 
redeploys workload automatically  

Only a folder rename in git  
ArgoCD does the rest 

Infrastructure adapts to the  
declaration 

The workload follows it’s  
declaration 



From Tomcat to true cloud agnosticism

1700 
Tomcat Kubernetes 

350 k8s 
clusters  

2010 2018 2022 2026

Ticketing IT 

DevOps / Platform Engineering

1900 k8s 
clusters  



Result of team work 

1700
Kubernetes clusters  
On-prem - private datacenter  

200
Kubernetes clusters  

AWS accounts

On AWS - Software Factory developer platform  

Managed by product teams - outside of platform space  



1900

1500

800

400350

2026

2025

2024

2023
2022

Number of k8s clusters  



“3 things we’d tell our past selves”



Open source is a compass, not a destination.1



Cloud native is a cultural shift not just a 
technical one.2



Culture follows structure. 
Design systems that create the culture you want.3



What’s your compass ?



Let’s keep in touch :)

https://www.pictet.com/ch/en/about/pictet-tech

Marcy

Stéphane 


