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What are you building?
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Where do contributors come
from?

carolynvs.com/contributor-pipeline 4 / 31

https://carolynvs.com/contributor-pipeline


Individual Users

They use it, or develop with it

Sometimes: really excited

Sometimes: want to fix something specific

Usually power/production users
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Corporate Users

Their company depends on it

Sometimes: come to fix something

Sometimes: come to maintain
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Learners

Want to learn the language, OR

Want to learn the tech, OR

Want to beef up resume
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Who do you want to join?

New or Existing users?

Are you lacking contributors with specific skills?

Project Management, Technical Writing, Design

Non-code contributors:

Docs, user stories, blog posts, design, event management

Experienced maintainers?
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Enablers

Low Investment:

contributing.md

build docs

contrib list/chat

public dev meetings

newsletter

contrib ladder

dev roadmap

High Investment:

contrib tutorial

contributor hours

live workshops

hackathons

mentoring programs

live test env
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Recognition!

digital badges

swag

public thank yous
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Blockers

CLA

no/slow repo rights

unclear/hostile governance

difficult merge process

opaque tests

slow/no reviews

usurping PRs
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Communications: Principles

do your work in the open

discuss strategy/plans, not just code

set expectations around response times

fewer/optional meetings are better
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Communications: What’s
most valuable

1. Written asynchronous communications

Docs, Mailing List, Blog, Discussion Forum

2. Developer Meeting

3. Office Hours / End-User Forum

"Community Meetings" work better in other formats
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Set your expectations

Pick what makes sense for your project

Focus initially on what helps you scale

Try one at a time
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This will always be an activity, it is
not a destination
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Community must advertise

Readme

Contributing Guide / Landing Page

Good First Issues

Events/talks
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Example Readme
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Example Landing Page
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Example Contributing Guide
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Help Wanted Label

Low Barrier to Entry

Clear Task

Medium to Low Priority

Up to Date

May be looking for specialized skills

carolynvs.com/contributor-pipeline 20 / 31

https://carolynvs.com/contributor-pipeline


Good First Issue Label

No Barrier to Entry

Issue Provides Enough Context

Solution Explained in Issue

Gives Examples to Copy and Modify

Identifies Relevant Code

Ready to Test
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Example Good First Issue
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Perpetual Good First Issue

New contributors have a unique (and temporary) perspective

Get feedback on documentation and new user experience

If they can open a PR for problems found, even better!
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Onboarding

Contributing Guide

Environment Set up

Contributing Tutorial

Project Tutorials

First Pull Request Experience
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Teaching Mediums

Text first. More accessible.

Videos, keep them small. You will re-record as things

change

In-person is the least scalable
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Example Contributing
Tutorial
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Contributor Ladder

Outline project roles and how to achieve them

Consider roles you need but don’t have yet

Agree on how contributors can earn trust

Shows people that there is a path to maintainer
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Example Contributor Ladder

carolynvs.com/contributor-pipeline 28 / 31

https://porter.sh/src/CONTRIBUTION_LADDER.md
https://carolynvs.com/contributor-pipeline


Templates

https://github.com/cncf/project-templates

Readme

Contributing Guide

Contributor Ladder
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Guides

https://github.com/cncf/sig-contributor-strategy

Issue Labeling

Recruiting Playbook

Contributor Growth Framework
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CNCF SIG Contributor
Strategy

Meet every 1st and 3rd Thursday at 10:30am Pacific Time

Contributor Growth

2nd and 4th Tuesdays at 2pm Pacific

Governance

Maintainers Circle
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