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Scaling from a Reseach Project to a Global Ecosystem

Research 
Project at 
Sandia

Package in 
Trilinos

Standalone 
Project

ECP 
Expansion

Joined HPSF



Learning to Lead a "Flock" (Birdaro)

• Birdaro Training Program for 
Open-Source Leaders

• Pilot cohort: 24 open-source 
project teams

• 12 weeks until mid-December 
2025

• Damien and Luc representing 
the Kokkos Ecosystem

Stepping back from C++ templates to focus on leadership frameworks

https://www.cscce.org/2025/10/09/introducing-the-inaugural-birdaro-training-program-cohort/
https://www.cscce.org/2025/10/09/introducing-the-inaugural-birdaro-training-program-cohort/


Program Overview – 3 components

• Mini-workshops
• Giving and receiving  feedback
• Making collective decisions
• Community governance 

structures
• Designing for collaborative 

activities
• Working with volunteers

• Lightning talks

• Creating community playbooks



Creating a Community Playbook

A community playbook can be 
called several different things:

• Contributor guide
• Best practice manual
• User guide
• Onboarding packet
• Etc.

• Smooth collaboration across 
structural barriers

• Advocate for the community – 
and community management

• Be strategic – and avoid burnout

What is a community 
playbook?

Why create a community 
playbook?



Four key 
questions 

about 
playbooks

Who (and what) is your playbook for?

• How does the intended use and audience for the playbook 
influence its format and where it lives?

What is the appropriate format for your playbook?

• Documentation needs to stay up to date – who’s going to help with 
that?

How will you maintain the playbook?

• Supporting effective use of your playbook to save you time – and 
avoid creating “documentation for documentation’s sake”

How will socialize your playbook?



Thinking through the content of a playbook



Challenges we hope our playbook will help solve



Format and Structure

Where the playbook will be hosted
• Publicly on kokkos.org with the source code managed on GitHub.
• Documentation utilizes Sphinx for automatic deployment upon merge via GitHub 

Pages.
• Includes a "development" repository for internal agendas and working group 

notes.
How the playbook is structured

• Section 1: Community Foundations (Code of Conduct, Team Directory)
• Section 2: Development Workflow (Coding Standards, PR & Code Review 

Practices)
•  Section 3: Project Operations (Release Process and Support Policy)
• Section 4: Governance (Working Group Agendas and Notes)
• Section 5: Impact (Downstream Applications Registry)



Anatomy of the Kokkos Playbook

• Governance: Who decides 
what? Defining the Project 
Leads vs. Maintainers vs. 
Developers

• Communication Rules: 
Harmonizing Slack, GitHub, LFX 
Insights, Mailing Lists across 
time zones

• Format: Integrated into 
kokkos.org community and 
developer corner

The playbook is a living document and work in progress



Beyond 
Developers: 
Advocacy & 

Success Stories

Application Registry: Mapping who 
using Kokkos and where

Success Stories: Standardize how 
we showcase impact to 
stakeholders/funding agencies

Sustainability: How the playbook 
supports the long-term health of the 
HPSF ecosystem



Maintenance Plan

Sections that will need to be updated
• Release Process & Support Policy: These require the most active maintenance to 

reflect current project cycles
• Working Group Agendas: Needs frequent updates to reflect active research 

thrusts.
• Team Members Directory: This will require active maintenance as developers join 

or move between institutions
• Applications Registry: Periodic review and curation of user-submitted 

applications to ensure the registry remains current and high-quality
How to keep things updated

• Frequency: A formal review will be scheduled every 4 months to align with the 
Kokkos release cadence.

• Responsibility: The entire development team shares responsibility, maintaining it 
as a "living document" similar to the API reference.



A Sustainable Ecosystem is a Human One

Takeaway: Your project is only as portable as your onboarding process

Visit kokkos.org/community

Technical excellence gets you to exascale, but human 
infrastructure keeps you there.
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