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Situation
Open Source is eating the world*
* The long-term benefits of sunscreen have been proven by scientists whereas the rest of my advice has no basis more reliable 
than my own meandering experience

Photo by Viktor Forgacs on Unsplash

https://unsplash.com/@sonance?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


Situation
● Organizations need Open 

Source to compete*

● Those who leverage open 
source “best” will win*

* The long-term benefits of sunscreen have been proven by scientists whereas the rest of my advice has no basis more reliable 
than my own meandering experience

Photo by Viktor Forgacs on Unsplash

https://unsplash.com/@sonance?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


What are the differences & parallels?

Drupal & GitLab

Stable Diffusion - Cute and adorable smiling orange tanuki, with a blue 
tailcoat and suit, steampunk, trending on artstation, 4k, highly detailed, forest 
scene, abundant growth and moss, Jean paptiste monge, oil painting 



COMPANY
- Incorporated in 2014 
- As of August 30, 2022, GitLab had 

approximately 1,951 team members 
in over 60 countries. 

BROAD ADOPTION
GitLab has an estimated 30 million+ 
users (both Paid and Free) from 
startups to global enterprises.

STRONG PROJECT & COMMUNITY

- First commit in 2011 
- Open source core
- GitLab has a Community of 3611 

contributors with merged MRʼs  as of 
Aug 30, 2022

https://about.gitlab.com/company  & 
https://about.gitlab.com/company/team/

About GitLab

https://about.gitlab.com/company/


COMPANIES
- Acquia, founded by the founder of 

Drupal, but also Amazee, Pantheon 
etc..

- CI&T, EPAM, TATA, Publicis etc…

BROAD ADOPTION
Over 1,000,000 websites run on 
Drupal.
https://www.drupal.com/showcases

STRONG PROJECT & COMMUNITY
- Started in 2001
- More than 7,400 contributors & 1100 

organizations as of the 25th of 
October 2021

- More than 48,707 modules to extend 
the functionalities of Drupal as of 28th 
of May 2022
https://www.drupal.org/blog/who-sponsors-drupal-development-2020
-2021-edition

https://about.gitlab.com/company/

About Drupal
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https://about.gitlab.com/company/
https://dri.es/who-sponsors-drupal-development-2021


Things you might not know about GitLab

All-remote

GitLab has been a 100% remote 
workforce since inception.

GitLabʼs Mission

“Everyone Can Contribute” – GitLab 
encourages its wider community to 
contribute back to the product 
through code and feedback.

Photo by Kornél Máhl on Unsplash

https://unsplash.com/@mahlkornel?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/remote-work?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


“a low internal email culture, as we see greater efficiency in 
other forms of communication (e.g. Slack)”

https://about.gitlab.com/handbook/communication/#email

“When using Slack for work-related purposes, please avoid direct messages. 
Direct messages discourage collaboration.”
https://about.gitlab.com/handbook/communication/#avoid-direct-messages

Photo by Daria Nepriakhina 󰑒 on Unsplash

http://blog.flowdock.com/2014/04/30/beware-of-private-conversations/
https://unsplash.com/@epicantus?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/email?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


How does an Open Source 
ecosystem work?

Stable Diffusion - A digital illustration of everything connected to everything 
resembling technology, 4k, detailed, trending in artstation, fantasy vivid 
colors



As an individual?

Incentive & 
Rewards?

PeopleChange is the 
only constant

“The very elements that made OSS so powerful 
for accelerating technology innovation and so 
attractive to developers and “problem-solving” 
engineers — transparency, rapid iteration, 
collaborative innovation — were 
characteristics that often concerned legal 
teams and went against the grain of traditional 
technology development strategy“

source: 
https://linuxfoundation.org/wp-content/uploads/LFResearch_OSPO_Rep
ort.pdf 

Drupalcon Portland  - Drupal Association - MAGNIFY PHOTOPhoto by Jametlene Reskp on Unsplash

https://linuxfoundation.org/wp-content/uploads/LFResearch_OSPO_Report.pdf
https://linuxfoundation.org/wp-content/uploads/LFResearch_OSPO_Report.pdf
https://www.flickr.com/photos/drupalassoc/52095134872/in/pool-14781004@N24/
https://unsplash.com/@reskp?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/incentive-reward?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


As an organization?

Net competitive 
advantage

Lower total cost 
of ownership

Helps retain & attract top 
talent.

Photo by Jen Theodore on UnsplashPhoto by Gerold Hinzen on UnsplashPhoto by Michael Afonso on Unsplash

https://unsplash.com/@jentheodore?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/ownership?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/@geroldhinzen?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/mechanical-excavator?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/@mafonso?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/talent?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


Volunteer & Paid 
Positions

Remember - Free time is a privilege
Want to read more? 
https://dri.es/the-privilege-of-free-
time-in-open-source 
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https://dri.es/the-privilege-of-free-time-in-open-source
https://dri.es/the-privilege-of-free-time-in-open-source
https://unsplash.com/@processrepeat?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/volunteer?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


How does an Open Source 
ecosystem win?

Stable Diffusion - A digital illustration of a happy robot running over a visible finish line with a cheering crowd in the 
background, 4k, detailed, trending in artstation, fantasy vivid colors



Answer
Move from Consumers of 
Open Source to Contributors 

Photo by Jonny James on Unsplash

https://unsplash.com/@jonnyjames2?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/valencia?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


Why would someone contribute?

Incentives

Stable Diffusion - a really small robot looking at a really large friendly robot in the background, anime, oil painting, high 
resolution, cottagecore, ghibli inspired, 4k



Hold on! Who/what are we talking about?

Measurable Actions
or “Content & Editorial 

contributions”

● Developing
● Reviewing
● Merging / Releasing
● Reporting
● Commenting
● Reacting

Source: https://link.springer.com/article/10.1007/s10664-021-10061-x

Hats to put on

● Event organiser/volunteer
● Community Working Groups
● Speaker
● Developer (all kinds of code)
● UX / Accessibility tester
● Writer
● QA Tester
● Core Developer
● Wider Community Interests? 

(Modules / non-core code)
● …?

Background: Photo by Clem Onojeghuo on Unsplash

https://link.springer.com/article/10.1007/s10664-021-10061-x
https://unsplash.com/@clemono?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/hats?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


What does one get in 
return?

Stable Diffusion - a happy steampunk robot holding a lot of presents, picasso style, trending on 
artstation, 4k, detailed



Rewards - GitLab

GitLab Heroes program
https://about.gitlab.com/community/h
eroes/ 

Most Valuable Person
https://about.gitlab.com/handbook/ma
rketing/community-relations/code-co
ntributor-program/#most-valuable-pe

rson-mvp  

Hackathon Prizes
https://about.gitlab.com/community/hackath
on/#prize

https://about.gitlab.com/community/heroes/
https://about.gitlab.com/community/heroes/
https://about.gitlab.com/handbook/marketing/community-relations/code-contributor-program/#most-valuable-person-mvp
https://about.gitlab.com/handbook/marketing/community-relations/code-contributor-program/#most-valuable-person-mvp
https://about.gitlab.com/handbook/marketing/community-relations/code-contributor-program/#most-valuable-person-mvp
https://about.gitlab.com/handbook/marketing/community-relations/code-contributor-program/#most-valuable-person-mvp
https://about.gitlab.com/community/hackathon/#prize
https://about.gitlab.com/community/hackathon/#prize


Rewards - Drupal

Organization gets higher in the 
marketplace ranking

Both the individual, the 
organization and the client can 

get attributed & recognized 
publicly

Top contributors get mentioned 
by project lead of Drupal during 
keynote & mention in blogpost

Photo by Drupal Association by MAGNIFY https://www.drupal.org/organizations https://www.drupal.org/project/drupal/issues/124969 

https://www.flickr.com/photos/drupalassoc/52096395164/in/pool-14781004@N24/
https://www.drupal.org/organizations
https://www.drupal.org/project/drupal/issues/124969


Rewards - less measurable

Learn skills otherwise difficult in 
your daily routine

More fulfillingJump the career ladder faster

Photo by Jilbert Ebrahimi on Unsplash Photo by Cookie the Pom on Unsplash https://www.drupal.org/project/drupal/issues/124969 

https://unsplash.com/@jilburr?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/ladder?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/@cookiethepom?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/skills?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://www.drupal.org/project/drupal/issues/124969


Let’s zoom in a bit Picture taken by my wife at a Drupal Meetup in Malaysia (2014)
during our personal holiday



How are other OSS 
projects attributing 
contributions?

3 Cute and adorable ferret wizards wearing a hat, a monocle, a stick, a bowtie, a chain, a medal, a pair of gloves, a ring, a 
belt and a tailcoat, steampunk, anthromorphic, Jean paptiste monge, oil painting



Wordpress

Jean Baptise Audras, WordPress Core Committer.
source of overall stats picture & company ranking: 
https://jeanbaptisteaudras.com/en/2022/05/wp-6-0-arturo-contribution-stats/

Wordpress, among other 
systems, uses “props” in their 
commit messages. They are 
discussing using more 
standardized commit 
messages. They derive the 
employer from 
profiles.wordpress.org

source of code commit message on the left 
https://github.com/WordPress/WordPress/commit/893fd396da621c73aa4e256a8073f66150eaac80

https://make.wordpress.org/core/2022/01/31/ensuring-proper-attribution-for-contributions-to-wordpress-on-github/
https://make.wordpress.org/core/2022/01/31/ensuring-proper-attribution-for-contributions-to-wordpress-on-github/
https://make.wordpress.org/core/2022/01/31/ensuring-proper-attribution-for-contributions-to-wordpress-on-github/


Linux

Linux uses commit message 
conventions to attribute 
reviewers, suggesters, 
responsible authors & 
co-authors. They derive 
employers based on email 
address domain

source of Linux contribution statistics above, by Jonathan Corbet from  
https://lwn.net/Articles/880699/

source of Linux commit message on the left
https://github.com/torvalds/linux/commit/a3a57bf07de23fe1ff779e0fdf71
0aa581c3ff73 

https://www.kernel.org/doc/html/v4.17/process/submitting-patches.html#using-reported-by-tested-by-reviewed-by-suggested-by-and-fixes
https://www.kernel.org/doc/html/v4.17/process/submitting-patches.html#using-reported-by-tested-by-reviewed-by-suggested-by-and-fixes
https://github.com/torvalds/linux/commit/a3a57bf07de23fe1ff779e0fdf710aa581c3ff73
https://github.com/torvalds/linux/commit/a3a57bf07de23fe1ff779e0fdf710aa581c3ff73


Drupal

Drupal uses its own credit 
system, it does not analyze the 
git commits afterwards as it 
recognizes resolved non-git 
committable issues in to the 
same system (non-code 
contributions)

source statistics on top 
https://dri.es/who-sponsors-drupal-development-2021

source of the status of the credit overview on the 27th of August 
on the left
https://www.drupal.org/project/drupal/issues/2953111 

source of the Drupal Git Commit on the left
https://git.drupalcode.org/project/drupal/-/commit/61e632d3a1ca3d232c
966aac9c87658c7585d53d 

https://dri.es/who-sponsors-drupal-development-2021
https://www.drupal.org/project/drupal/issues/2953111
https://git.drupalcode.org/project/drupal/-/commit/61e632d3a1ca3d232c966aac9c87658c7585d53d
https://git.drupalcode.org/project/drupal/-/commit/61e632d3a1ca3d232c966aac9c87658c7585d53d


GitLab

GitLab looks at the author of a 
merged merge request



Creating a best-in-breed Contribution experience

What draws contributors to 
GitLab?

Cute and adorable orange tanuki, wearing coat and suit, steampunk, forest scene, abundant growth and moss, Jean paptiste 
monge, oil painting



Events for 
Contributors
● Quarterly Hackathons
● Meetups (Virtual & In-person)
● Community Office Hours
● GitLab Commit & Heroes 

Summit
D

ru
pa

lc
on

 P
or

tla
nd

 b
y 

G
áb

or
 H

oj
ts

y

https://about.gitlab.com/community/hackathon/
https://about.gitlab.com/community/meetups/
https://www.meetup.com/pro/gitlab
https://about.gitlab.com/events/commit/
https://www.flickr.com/photos/gaborhojtsy/52078183575/in/pool-14781004@N24/


Metrics & learnings
Hackathon in August brought 
in 396 Merge Requests. 260 of 
those were merged. 65 unique 
contributors were attributed to 
the hackathon, 45 of those got 
their MR merged in that month. 

Only few stay and become 
recurring contributors. We 
learned that once people cross 
the threshold of 10 MRs, they 
tend to stay

https://gitlab.com/gitlab-com/quality/contributor-success/-/issues/63
https://gitlab.com/gitlab-com/quality/contributor-success/-/issues/63
https://gitlab.com/gitlab-com/quality/contributor-success/-/issues/63


Future initiatives
Faster innovation

GitLab launched a new initiative called Leading 
Organizations. These are recurring contributing 
organizations or individuals who have more than 
20 MRs merged in the last 3 completed trailing 
months. These people get exclusive access to a 
review-time SLO of 4 working days.

Faster communication

Work to expand on existing 
communications channels, which include 
GitLab team members using Slack, bridge 
with Gitter, Community run Discord, ....

https://about.gitlab.com/handbook/engineering/workflow/code-review/#leading-organizations
https://about.gitlab.com/handbook/engineering/workflow/code-review/#leading-organizations


Contribution Credits System in GitLab

● Apr 7, 2021 - Issue created on Gitlab.com
● Oct 18, 2021 - Received broader GitLab interest
● Nov 30, 2021 - Opportunity Canvas exercise made major progress
● May 12, 2022 - A mockup for a Drupal Credit Bot was created & proposed
● June 22, 2022 - Exploration with merge requests templates started for the GitLab project
● June 22, 2022 - cbacharakis & myself are the DRI (Directly Responsible Individuals)
● July 18, 2022 - We made some scope decisions
● July 27, 2022 - Developer Certificate of Origin (DCO) got approval to be worked on

One thing this was not, is an atomic iteration. I’d love to change that.

https://gitlab.com/gitlab-org/gitlab/-/issues/327138
https://gitlab.com/gitlab-org/gitlab/-/issues/327138#note_706735892
https://docs.google.com/document/d/10wllwDXAPYnoYDXNw8-6jYlWdqnRoSjx38SpF9mn344/edit#
https://gitlab.com/gitlab-org/gitlab/-/issues/327138#note_944864886
https://gitlab.com/gitlab-com/quality/contributor-success/-/issues/130
https://about.gitlab.com/handbook/people-group/directly-responsible-individuals/
https://gitlab.com/gitlab-org/gitlab/-/issues/327138#note_1029407384
https://gitlab.com/groups/gitlab-org/-/epics/8456
https://about.gitlab.com/handbook/values/#iteration


What now?

● We have the following subtasks open. You can help!

○ As a user I want the organizational affiliations listed in my profile to be automatically linked to those organizations' 
namespaces on GitLab

○ Allow to choose email used by merge commit
■ Make committer email be configurable for groups or projects

○ As a user with multiple commit emails I want to add the name of the organization to the emails listed so that we 
can link attributions to the respective organizations & it's namespace.

○ As a contributor to an OSS project I want to be able to state whether I'm contributing as a volunteer, on behalf of 
my organization or a client

○ As a user with multiple emails & linked organizations to these emails, I want this list of organizations to appear in 
my public profile.

○ As an organization attempting to increase collaboration on projects, I want some way to better understand who is 
contributing to my projects on GitLab so I can work more effectively with those stakeholders

https://gitlab.com/gitlab-org/gitlab/-/issues/368130
https://gitlab.com/gitlab-org/gitlab/-/issues/368130
https://gitlab.com/gitlab-org/gitlab/-/issues/16682
https://gitlab.com/gitlab-org/gitlab/-/issues/26710
https://gitlab.com/gitlab-org/gitlab/-/issues/368131
https://gitlab.com/gitlab-org/gitlab/-/issues/368131
https://gitlab.com/gitlab-org/gitlab/-/issues/368129
https://gitlab.com/gitlab-org/gitlab/-/issues/368129
https://gitlab.com/gitlab-org/gitlab/-/issues/368132
https://gitlab.com/gitlab-org/gitlab/-/issues/368132
https://gitlab.com/gitlab-org/gitlab/-/issues/368128
https://gitlab.com/gitlab-org/gitlab/-/issues/368128


How to get in touch - GitLab

How to contribute
https://about.gitlab.com/community/c
ontribute/  

Community
Join the community at Gitter & 

(unofficial) Discord 
https://gitter.im/gitlab/contributors 

Our community resources
https://about.gitlab.com/community/  

Photo by Volodymyr Hryshchenko on Unsplash

https://about.gitlab.com/community/contribute/
https://about.gitlab.com/community/contribute/
https://gitter.im/gitlab/contributors
https://about.gitlab.com/community/
https://unsplash.com/@lunarts?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/chat?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


Where to get help from? - GitLab

Contributor Success team
https://gitlab.com/gitlab-com/quality/c
ontributor-success  

Core Team
https://about.gitlab.com/community/c
ore-team/  

Community Relations team
https://about.gitlab.com/handbook/mark
eting/community-relations/  

Photo by Juan Davila on Unsplash

https://gitlab.com/gitlab-com/quality/contributor-success
https://gitlab.com/gitlab-com/quality/contributor-success
https://about.gitlab.com/community/core-team/
https://about.gitlab.com/community/core-team/
https://about.gitlab.com/handbook/marketing/community-relations/
https://about.gitlab.com/handbook/marketing/community-relations/
https://unsplash.com/@juanster?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/rock-ocean?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


MR Coaches
https://about.gitlab.com/job-familie
s/expert/merge-request-coach/  
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https://unsplash.com/@jontyson?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/coach?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


Thank you!


