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whoami
• Geek, traveler, reader


• 20+ yr tech career focused on 
community & open source  
(Intel, Puppet, Scale Factory, …)


• OpenUK Board


• CHAOSS Board and Maintainer


• CNCF TAG Contrib Strategy co-chair


• PhD from the University of Greenwich 
focused on Linux kernel collaborationPhotos by Mom, Josh Bancroft, Don Park 

http://www.flickr.com/photos/joshb/964399970
http://www.flickr.com/photos/donpdonp/2990442266
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OSS projects are


made by squishy, 


unpredictable humans
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The Problem is Hard
Photo by Magnet.me on Unsplash

https://unsplash.com/@magnetme?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/thinking?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
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No time to onboard 


 


Fewer contributors


More maintainer burnout
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Vicious Cycle

Photo by Tine Ivanič on Unsplash

https://unsplash.com/@tine999?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/photos/u2d0BPZFXOY?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
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• Factors that Impact Contributor Growth


• Contributor Growth Strategies


• Contributor Ladders and Leadership


• Metrics for Measuring Project Sustainability


• Resources and Final Thoughts
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Agenda

Photo by Marco Verch - CC BY 2.0

http://Photo%20by%20Allen%20and%20Allen%20-%20CC%20BY%202.0
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Photo by Randy Fath on Unsplash

Developing and Executing on 
Contributor Growth Strategies

https://unsplash.com/@randyfath?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/chess-board?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
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Squishy humans have 


complex motivations. 


We want to feel useful 


and appreciated.
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Motivation

Photo by Prateek Katyal on Unsplash👉 contribute.cncf.io/maintainers/community/contributor-growth-framework/motivation

https://unsplash.com/fr/@prateekkatyal?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/photos/FcdtuGf7TEc?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://contribute.cncf.io/maintainers/community/contributor-growth-framework/motivation
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Set expectations for how people collaborate & make decisions

8

Governance is all about the Humans

👉 contribute.cncf.io/maintainers/templates/governance-intro

Image by the CNCF CC BY-NC 2.0

https://contribute.cncf.io/maintainers/templates/governance-intro/
https://www.flickr.com/photos/143247548@N03/49093218951/in/album-72157711564800233/
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Explicit, documented


governance makes it 


easier for the humans 


to contribute
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Be Explicit

Photo by Andrew Watson - CC BY 2.0

https://www.flickr.com/photos/andwat/5819349
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Good docs for 


onboarding new 


contributors is step #1 


toward scaling maintainers
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Onboarding Docs

Photo by Olga Tutunaru on Unsplash

👉 contribute.cncf.io/maintainers/templates/contributing/

https://unsplash.com/@otutunaru?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/images/things/book?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://contribute.cncf.io/maintainers/templates/contributing/
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Building a welcoming 


and


inclusive community 
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Diversity, Equity

and Inclusion

Image courtesy of the Interaction Institute for Social Change | Artist: Angus Maguire.

http://interactioninstitute.org
http://madewithangus.com
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Photo by Paulius Dragunas on Unsplash

Contributor Ladders 

and Leadership

https://unsplash.com/@paulius005?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/photos/KcAE4ORTGbk?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
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Move the humans up the 


ladder and into leadership roles


to reduce maintainer workload.
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Contributor Ladders

Photo by Cesar Cid on Unsplash👉 github.com/cncf/project-template/blob/main/CONTRIBUTOR_LADDER.md

https://unsplash.com/@cesarjcid?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/photos/Da9lex6GnEM?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://github.com/cncf/project-template/blob/main/CONTRIBUTOR_LADDER.md


©2020 VMware, Inc. @geekygirldawn

Humans can 


climb the ladder into 


leadership to reduce 


maintainer burden
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Leadership

Image by the CNCF CC BY-NC 2.0

👉 contribute.cncf.io/maintainers/governance/leadership-selection

https://www.flickr.com/photos/143247548@N03/49087224342/in/album-72157711835777083/
https://contribute.cncf.io/maintainers/governance/leadership-selection
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Help the humans 


become more


productive contributors
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Mentoring

Image by the CNCF CC BY-NC 2.0👉 github.com/cncf/mentoring

https://www.flickr.com/photos/143247548@N03/49092698148/in/album-72157711564800233/
https://github.com/cncf/mentoring
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Set your project 


up for success 


after you move on
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Emeritus as a Goal

Photo by Matthew Brodeur on Unsplash

https://unsplash.com/fr/@mrbrodeur?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/retire-beach?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
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Think about where you can 


best spend your time to 


grow your contributor base
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Be Strategic

Photo by Elena Popova on Unsplash

https://unsplash.com/@elenapopova?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/go-strategy-game?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
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Photo by Isaac Smith on Unsplash

Measuring Project Sustainability

https://unsplash.com/@isaacmsmith?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/photos/6EnTPvPPL6I?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
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Contributors submitting PRs with no one to resolve / close 
them - may need to move more people into leadership
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Responsiveness
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Few casual /regular contributors -> improve onboarding docs
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Types of Contributors
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How big of an issue is it 


and 


who can you promote?
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Lottery Factor

Person 1 Person 2 Person 3

7%
3%

90%
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Resources

 

 

CNCF Contributor Strategy TAG Docs & Templates 
contribute.cncf.io/maintainers/


contribute.cncf.io/maintainers/community/contributor-growth-framework/


github.com/cncf/project-template


The Open Source Way Guidebook 
github.com/theopensourceway/guidebook/ 


CHAOSS Metrics 
https://chaoss.community/ 

Photo by Vicente - CC BY-NC-ND 2.0

https://www.flickr.com/photos/49502992970@N01/26008985
https://www.flickr.com/photos/el_salmon/30213988667
https://contribute.cncf.io/maintainers/
https://contribute.cncf.io/maintainers/community/contributor-growth-framework/
https://github.com/cncf/project-template
https://github.com/theopensourceway/guidebook/
https://chaoss.community/
https://www.flickr.com/photos/el_salmon/30213988667


©2023 VMware, Inc. @geekygirldawn 23

CNCF TAG Contributor Strategy Needs More Humans!

Join our Slack Channel #tag-contributor-strategy  (CNCF Slack)

 Sign up for our mailing list lists.cncf.io/g/cncf-tag-contributor-strategy

Drop in to our meetings Go to cncf.io/calendar/ and search 

for contributor strategy!

Learn about the TAG and how to participate:  


cncf.io/contributor-strategy.  👉

http://lists.cncf.io/g/cncf-tag-contributor-strategy
http://cncf.io/calendar/
https://cncf.io/contributor-strategy
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Humans can be difficult


and growing your 


contributor base is hard.


It takes time now, 


but it is worth it later.
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Final Thoughts

 

Photo by Mathias Jensen on Unsplash

https://www.flickr.com/photos/49502992970@N01/26008985
https://unsplash.com/@mathiasjensen?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/leadership?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
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Thank You!

Photo by Thangaraj Kumaravel - CC BY-NC-ND 2.0

https://www.flickr.com/photos/kumaravel/49918607532



