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The purpose
Goal: To provide a comprehensive handbook for developers and streamline the onboarding process for aspiring new 
contributors

Use case summary 

This playbook serves as the "human infrastructure" guide for a project that has scaled from a localized team to a global effort 
across US DOE labs, and collaborators in Europe.

Audience

We expect this playbook to be used by aspiring new contributors looking to make their first commit, as well as existing 
developers across our partner institutions (SNL, ORNL, CEA, ANL, CSCS, LANL, LBNL, ULiege, UTexas) to ensure alignment

Challenges I hope my playbook will help solve: 

● Norm setting: Establishing consistent coding and communication standards across different institutional cultures.
● Scaling: Managing the growth from a single-site team to an international collaboration
● Transparency: Making decision-making and contribution pathways visible to everyone, regardless of their location.
● Smooth collaboration across structural barriers: Navigating the different workflows of US DOE labs and European 

research centers
● Advocating for the community: Documenting successes via blog posts and the application registry to showcase 

impact
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The 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)

http://kokkos.org/
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Screenshot or content audit

● Screenshots of kokkos.org, 
Core and Kernels documentations

http://kokkos.org/
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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.
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Socialization plan

Who do you need to share the playbook with?  

● The Extended Leadership Team for high-level buy-in
● Individual Developer Teams and Working Groups across the DOE labs, CSCS, and CEA
● The Community of users and contributors to address their questions and help onboarding

What do you need from them and how will you incentivize them? 

● We will ask team leads to integrate the guide into their local onboarding and use it as the "source of truth" 
during reviews

● We will host a dedicated developer session at the upcoming Kokkos User Group meeting to gather 
feedback and encourage contributions to the guide itself

● What do you need from them?
○ From Developers: We need everyone to contribute their details to the directory to improve team 

visibility
○ From Users: At the Kokkos User Group meeting, we will actively invite users to submit their 

projects to the new registry
● Incentives:

○ Visibility: Inclusion in the registry provides downstream projects with visibility on kokkos.org, 
potentially leading to better support and collaboration opportunities.
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