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“A community is a social unit of any size  
 that shares common values.” 





DrupalCon Portland, 2013

Drupal Community Huge.



13 years old
(almost 14)!



2,400
People who have worked on Drupal 8!



9,715
Contributed modules for Drupal 7!

(not counting sandbox projects)







1,557,792+
Registered accounts on drupal.org!

(as of May 2014)



Community growth is good

❖ validation!

❖ future proof!

❖ increased resources!

❖ better job opportunities!

❖ helping more people



Something else is also growing: 
PROBLEMS



Controlling scope

• When is a feature pushed to 
the next release?!

• When is a feature request 
denied?



Product size

• Small core?!
• Complete out-of-box 

experience?



Keeping focus

• 14,341 open (core) issues!
• Where to begin?!
• What’s most important?



Road-Blocks

You thought you fixed a problem 
but…!

• No PosGres support!
• Your solution introduces 

performance regression!
• It’s not usable enough!
• It’s not translatable!
• It’s not accessible!



Increasing Learning Curve
❖ Install!
❖ Set-up!
❖ Design / theme!
❖ Add features / modules!
❖ Customize!
❖ Support!
❖ Upgrade!
❖ Contributing



Where are the new people?
• How is the  

first time experience?!

• How easy is it to get help?!

• What else might be  
preventing people from 
adopting?



Quality Documentation

• How easy is it to find?!
• Is it accurate?!
• Is it complete?!
• Is there too little?!
• Is there too much?!
• Is it out of date?!
• Who is responsible?



No backwards compatibility
!

❖ Historically, drastic 
change was prevented by 
annual releases.!

❖ Without regular releases, 
we’ve ended up changing 
everything.!

❖ For our users, upgrades 
become rebuilds.



Increasing Complexity
!

“There is no problem you 
can’t solve by adding 

another layer of abstraction, 
except for too many layers 

of abstraction”  

-Kevlin Henney



Frustration
• Inability to get anything done!

• Not having your perspective 
heard (or understood)!

• Under-appreciation



Burn Out
❖ Working too hard.!
❖ Getting too little accomplished.!
❖ People are leaving.



Leadership
❖ Who’s in charge?!
❖ Make sure leadership structure 

is clearly visible from the 
outside.!

❖ Are people in leadership 
positions empowered  to 
actually make anything 
happen?



Decision Making

• What tradeoffs should be 
made?!

• Consensus doesn’t scale.!
• The loudest voice often wins.!
• If you ask, know who 

answers.



90%

9%1%

Creators Contributors Lurkers

If you ask, know who answers.



98%

1.98%
0.02%

Core developers Active contributors Consumers

If you ask, know who answers.



Money

Money creates invisible influence.



Do your community tools scale?

• Issue queues w/ 10,000+!

• IRC w/ 500+!

• Mailing lists w/ 5000+!

• Version Control Systems!

• Conferences



How does a growing community 
combat these problems?



Write a good mission statement.

  It should capture the essence of your 
project's goals and the philosophies 

underlying them.



“Symfony is entirely free and published 
under the MIT License.” 

“Symfony is entirely free and published 
under the MIT License.” 



“Embracing and promoting 
professionalism, best practices, 

standardization and interoperability of 
applications.” 

– symfony.com/what-is-symfony

http://symfony.com/what-is-symfony


“The Drupal mission is to develop a 
leading edge open-source content 

management system that implements 
the latest thinking and best practices in 

community publishing, knowledge 
management, and software design.”



– wordpress.org/about/philosophy

“To democratize publishing through 
Open Source, GPL software.” 

http://wordpress.org/about/philosophy


Identify your audience
Who is this software for?



– symfony.com/what-is-symfony

“Embracing and promoting 
professionalism, best practices, 

standardization and interoperability of 
applications..” 

http://symfony.com/what-is-symfony


– wordpress.org/about/philosophy

“Many end users of WordPress are non-
technically minded. […] these are the 

users we consider first.” 

http://wordpress.org/about/philosophy


Who is this software for?

When you say nothing, everyone can 
believe something different.



Define your philosophy.

What are the most important things to 
your community?



If this exists…!
… I can’t find it :/







“BDFL”  
Benevolent Dictator For Life

Establish a Leadership structure.



A BDFL doesn’t scale.

Establish a Leadership structure.



What support structures are in place for your BDFL?!

❖ Multiple Core committers?!

❖ Core development teams?!

❖ Initiatives / initiative leads?!

❖ Working groups?!

Are these support structures clearly defined?!

Are the people involved empowered to act?

Establish a Leadership structure.



 
Companies behind the scenes, too.

Establish a Leadership structure.



“PMC” 
Project Management Committee

Establish a Leadership structure.



Decision Making

BDFL decides!

PMC votes!

Majority must be clear!

Consensus must be reached!

Ask the community



BDFL rules!

PMC rules!

Mediation attempted!

!

Post this process publicly.

Conflict Resolution



Update your tools

Github + Travis CI + Robots!

drupal.org issue queue improvements!

Create more IRC channels!

Mailing list software improvements!

Have more (local/focused) conferences (or camps)



These problems are related





“Come for the software, stay for  
the community.” 



Thank you.

Jen Lampton (@jenlampton)!
SymfonyLive Madrid, 2014
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