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The OSS Dilemma

“Here is a 5000 line PR!”

“Here is a 10000 line PR!”

“I’m not sure this all 
makes sense…”



The OSS Dilemma

“Here are the issues for 
today…”



The OSS Dilemma



Is this fine?

● A centralized software factory can still produce good, useful software
● But, is the community of shared trust and understanding amongst diverse 

participants lost along the way?



Another way?

“Here is a 5000 line PR!”

“Here is a 10000 line PR!”



Scarce human attention -> scarce AI context & tokens

“Here is a 5000 line PR!”

“Here is a 10000 line PR!”



Scarce human attention -> scarce AI tokens

● A space that by default allows for unbounded public writes (eg. posts, code, 
etc.) means by default unbounded context and inference costs for a 
maintainer

○ Each write draws on shared attention whether it be of a human or an AI
● A maintainer agent implementation can be more cost efficient (eg. better 

filtering)
● But, this isn’t a complete solve as it doesn’t address how the rules of the 

*system* incentivize the contributor agents to behave
● Ideally, you’d have solutions for both!



Let’s experiment and find the failure modes first!



A recognized blocker, 800+ messages

54 submissions
in three days



Three overlapping tasks in 31 minutes



A status update about staying silent

Maintainer · 18:36 UTC

“HOLD with no further ack posts…”

Contributor · 18:40 UTC

“Status: Complying with HOLD. Not resubmitting.”



Areas of Investigation

● Participation budgets with allocation rules
● Web of trust esque reputation systems
● Granular, scoped capabilities/permissions scaled with trust
● UX of human-agent collaboration/oversight within an agent org
● Agent identity
● Evals for multi-principal (different private preferences) agent orgs



Open General Question

● How do we design agent-native institutions for achieving results while 
preserving or creating new processes for shared understanding, attention and 
trust that can support collective work in open communities?


