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Survival Guide?



"Survival" carries the wrong
psychological baggage.



Adoption, not Survival



Project Harbor




Harbor is a CNCF graduated open-source container registry
to store and manage container images and other OClI
artifacts securely with policies, role-based access control,
vulnerability scans and signing.



FIGURE 19

CNCF GRADUATED PROJECTS

Which of these graduated CNCF projects is your organization
using in production or evaluating? (select one response)
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Issues resolution
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What Changed

1-2 New Issues per Day = 5-10 Issues per Day
1-2 external PRs per month = 1-2 PRs per day

1-5 vulnerability disclosure reports per year = 1-5 reports per week

Difficult to distinguish between signal vs. noise
Agentic PRs and issues reports look mostly good

Actually, more time is needed per PR and issue



Value Proposition of Open Source



Value Proposition of Open Source

Shared engineering economics

Cost amortized across contributors
Distribution and adoption

Free download as the perfect go-to-market
Trust through transparency

Auditable code, no vendor lock-in
Community as moat

contributors, governance, ecosystem gravity



Shift Value Proposition of Open Source

Authorship = Maintainership
Becomes the scarce asset
Write capacity — Review capacity
Constraint.
"free labor + free distribution" = "neutral substrate + provenance + governance".
Moves up the stack
Trust
Curation

Human judgment



Shift Value Proposition of Open Source

Abundance of Code

Forks become trivial

“Forking, once a "declaration of war" in open source, becomes an everyday act when

Al makes maintenance trivial” - Steve Yegge
Importance of stewardship becomes more important for open source.

LF, CNCF, Eclipse and other foundations



Coping Strategies
IN the Wild



Strategies with Agentic Contributions

EEWANMS

Expose Al generated PRs
Disable PRs

lgnore New Reality
Guidelines/Rules

Ban bad actors and PRs



What We Should Do Instead



Leverage and Shift

Guidelines and rules for humans and Al
Closing the loop
Tests
Low and High Level (against roadmap, project scope etc.)
Clear roadmap
Clear and narrow project scope
Maintainer Onboarding
Maintainer # Code writer

Knowledge Transfer



Different Types of Knowledge

Knowledge that is easily

Documents Databases E - )
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Knowledge sharing platforms
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Challenges

Most developers only want code
Communication and collaboration become key
Key competency of developers

We need a new generation/mindset of open-source maintainers



Strategies for Project Harbor



PRs & Issues

We can'’t cope with that many PRs/Issues
Ignore
Rules and Guidelines
Code
Authorship
Enforcing Rules

Automation with agents



Contributions

Show me your prompt, and I'll tell you who you are

No need for (feature) PRs

“l read the prompts more than | read the code because this gives me more idea

about the output” — Peter Steinberger
Expose business requirments
Not feature requests

Community engagement



Contributors

Treat Contributor as Maintainer
The team contributes with the same knowledge as the maintainer

Delegate work to maintainers

Make the project easy to fork
Easy fork maintenance

Local development, testing,



Architectural Changes

Make code easier to maintain
For agentic workflows
Extension points, plugin interfaces
Reduce PRs and feature requests
Back channel to maintainers & project
Metrics, usage, bug report assembly
Smaller attack surface

Fewer 3rd party dependencies



Action Items for Project Harbor

Feature Flags

Release potentially unstable features behind feature flags
Treat users to testers

Sandbox features

Stable core, loose surroundings
Easy maintainer onboarding

Maintainership for subcomponents

Architectural Changes of Software



Closing Thoughts
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