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20 years of hacking the funding
of XWiki and CryptPad
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About me

« Worked on Internet technologies since 1995
» Netscape
« NetValue, Nielsen/NetRatings

e Created XWiki in 2004

* Prefers to build Open Source than talk about
It, but ends up talking a lot anyway

APELL, CNLL, Euclidia, Hub Open Source,
OW2, OpenFoodFacts, Murena



XWiki SAS

French & European independent company
Self-Funded, Majority Ownership

~6.5M€ revenue in 2024

50%+ growth in 2024, 2 years in a row

65 people in Paris and lasi (Romania)
Two Open Source softwares: XWiki (LGPL) & CryptPad (AGPL) with an

international community, 100% Open Source
Engaged for digital sovereignty in EU O U
Services: Support, Training, Consulting, Hosting in the EU @ ;| &

Enabling Freedom ‘ ' '



The early days years



But... How do you fund it?

Raising money (Open
Source Startup)

Crypto Plays

Donations

Open Source
Volunteer
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Company
selling
service
Company
selling
Open Source products

Independent
Professional



Investors?

e Who is the real BOSS?
e Are we talking about the same goals?

e Dangerous long term effect

Money is a mean, not a goal.



The first 5 years

“Public Money, Public Code”

Leverage Open Source
Community
Service
Romania

HACK
HACK

Innovation
Research Money

France: CIR
Patience

2 Edit v| <®Show V‘ @ Print ~ | @ Delete # Rename 0 Documentation

XWiki.org
Free your knowledge

Mamn: Welcome to XWiki

Vincent Massol &
Log-out &
Administration tt

Welcome to XWiki

XWiki is an open source wiki written in Java and released
under the LGPL license.

Quick Links

We are still migrating content Welcome

from the old xwiki.org web site News 8

A wiki is a website that allows you to collaborate with others. | If you're not finding what you're Ezr;:?:shnls
XWiki offers all the features that you can find in a typical wiki. |'00King for here try the old site.  Foramentktion
In addition, XWiki Is a second generation wiki (a.k.a an

G S S o User Guide
application wiki), ideally suited for developing collaborative web applications. & BT

o Admin Guide
Code Zone
FAQ
Community

Features

Support

Yy s . -

lekl o The best way to share information, build online B Document Lifecycle ° Sandbox
Lom communities and web apphcations. % Edit, Show, Print, Delete, Copy ° External Links

Free knowhedge W M Saaech: and Rename documents.

Home  Weblop  Solmerw  OpenSour  Osenoad  Prem dobe  whatshew  Swpo Langusge: an i Attachments DOWNLOAI

. Attach as many files as you want
#/ toany page. These files can then
be referenced and used in page

x‘o‘\“ikll‘wm contents
PEC I e rinie o Full-text Search

Create vour )Q, Find easily any data or meta-data
associated with a document.
free XWiki

XWiki for Sharing Information Project Information @

= License
= Release Notes

= Mailing Lists
o Roadmap
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XWiki for Web Application
Developers
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XWiki Hosting Services



Finance!

hardest to get?

XWiki SAS 20 Years - 2005 - 2010

1,500,000

1,000,000

500,000

== Spending [ Research [l CIR | Cloud & Apps & CryptPad |l Training [ Service |l Hosting [l Support

2005 2006 2007 2008 2009 2010

Sales by Type

1,500,000

1,000,000

500,000

The first million is the

Recurrent
revenue going up
from 0% to 20%,

250k



Community
& Customers

Product
Centered

Values

Knowledge,
Privacy

Happy
Team

Open
Source



No success in
Open Source
without a good
product

* Condition the service on support
* Or sell the product and give service

* Make sure to focus revenue towards the roadmap

Sure, find the money ... but ...

Always think about the
product, it needs to be
competitive

It's easy to think you can’t
fund your Open Source
because of the business
model

Strategies to direct revenue
towards the Product



Support revenue is key



5 to 10 years “Public Money, Public Code”

Focused on one product & making it known

2011 2013 2015
1.5M, 360k recurring 1.6M, 574k recurring 2.1M, 800k recurring

XWiki Cloud (failed)
Large service projects
More support sales
First Applications (Free)

e More research projects
e Internation Sales
e Derivate Applications (Fail)



Finance!
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XWiki SAS 20 Years - 2005 to 2015

== Spending [ Research [ CIR | Cloud & Apps & CryptPad [ Training [ Service [ Hosting ([l Support

2,500,000

2,000,000

1,500,000

1,000,000

500,000

2005 2006 2007 2008 2009 2010 2011 2012

Sales by Type

Product revenue is

coming progressively

2013

2014

2015

2,500,000

2,000,000

1,500,000

1,000,000

500,000

Recurrent
revenue going up
to 35%, 800k



Closed Source
competition is tough

e Atlassian Confluence took the lead '

e Aggressive pricing did not leave a lot of room

Winner takes it all ?
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A challenging period



A challenging period

XWiki SAS 20 Years - 2005 to 2018
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2,500,000

1,000,000

500,000

0

2005

2006

2007

2008

2009

2010

20Mm 2012

Sales by Type

== Spending [l Research |l CIR |l Cloud & Apps & CryptPad [l Training

2013

Product revenue is
growing too slowly

Service [} Hosting [l Support

2018

2,500,000

2,000,000

1,000,000

500,000

Recurrent
revenue flat at
35%, 800k

Find Service
Client to fill the
holes



Open Source is not free
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Open Core Package (FAIL)

Making Open Source Extensions Paying
Extensions are included in Support Contracts

We also adapted our pricing to reward long term
clients and clients of support (30% more for service

without support)

Other approaches also possible: SAAS offers,
bundling paying features, no service without support




Launching
CxryptPad
in 2016

CryptPad is launched as part
of a research project in 2016

Additional funding found with
a larger project

Developping a full “e2ee”
collaborative suite

Activities {EFirefox Web Browsery Mon Jun 27, 15:09:00

Mozilla Firefox

https://b...QzQ8JCyOz x [ https://beta.crypty x

a cryptpad.fr - #B ¢+ A ® 0O » =|¢ C beta.cryptpad.fr
«Back Change name | Editing with one other person : Alice IMPORT || EXPORT | Lag0.013 +Back | Change name | Editing with one other person : Bob IMPORT | | EXPORT
W @B ® @ - || e = =
BB B « . @ m@zm=EQ B @ @ 4 ! m Q
B I US x x* I 99 || Styles || Normal - || 9
B I US X x| L|i = 99 | Styles ~ | Normal -2

This is CryptPad, the zero knowledge realtime collaborative editor.
What you type here is encrypted so only people who have the link can access it
Even the server cannot see what you type.

This is CryptPad, the zero knowledge realtime collaborative editor.
What you type here is encrypted so only people who have the link can access it

Even the server cannot see what you type.
What you soe here, what you hear here, when you leave here, let it tay here

What you see here, what you hear here, when you leave here, let it stay here

@ Qu'est-ce que CryptPad ? ¢

@1 ®0 < Enregistré
- GmEQ® BIUSXX

L= - o-
Utilisateurs

Do » Qu'est-ce que Cryptpad ?
CryptPad (https://cryptpad.fr) est I'éditeur collaboratif temps-réel "Zero-Knowledge". Le chiffrement est réalisé par le navig
du serveur et du cloud.

La clé d'encryption est stockée dans la partie de 'URL qui n'est pas transmise au serveur, mais disponible pour le code local, ainsi en partageant 'URL vous donnez 'autorisation aux

Pourquoi cryptpad est unique ?

Cryptpad est unique parce que le serveur ne peut pas lire le contenu car il est chiffré et le serveur n'a pas la clé, et contie
révolutionnaire de synchronisation de documents en temps-réel, utilisant les transformation d'opérations (OT) et la techno
synchronisation de documents HTML et JSON (module chainpad). Cette technologie permet la synchronisation en temps
en permettant le chiffrement bout en bout.

Que fait Cryptpad ?

Cryptpad met & disposition des utilisateurs des éditeurs (pad) simple & utiliser permettant de collaborativement éditer des documents non-structurés et strucuturés. Nous fournissons
Sondage (similaire 2 Doodle), un pad de code (utilisant CodeMirror), un pad de présentation (utilisant markdown) et un pad de dessin (similaire a Paint). Voici le contenu d'un pad Wy:

Les fonctions suivantes sont disponibles dans les pads: authentification des utilisateurs, gestions des pads dans un drive avec dossier et sous-dossier et la gestionde I'historique d'un



The come back



Atlassian
Increases pricing,
pushes to Cloud

« BigTech cashing in, open

opportunities for competitors

« Listen to the Client needs

« Confluence extensions as

Paying Extensions



D I g Ital e German openDesk project
Sove re i g nty e France 2030 Collaborative Suite funding

Be the reference in your domain

OOO L o2 OpenProject

univention

Nextcloud

Dx Stay Open.

@ element

Collabora
Online

Nordeck
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Open Source has long term value

XWiki SAS Revenue and Spending
== Spending [l Research [l CIR [l Cloud & Apps & CryptPad [l Training Service [} Hosting

8000k

6000k

B Support

5040k
4000k .
3283k

2297k
2007k 2138K 2030k 2092k 2141k 2216k

2000k 1664k

1504k 1529k

802k

575k
=
225k 1083k
k 876k
K 647k

2005 2006 2007 2008 2009 2010 2011 2012 2013 2014 2015 2016 2017 2018 2019 2020 2021

Sales by Type

2022 2023 2024

8000k

6000k

4000k

2000k

Reaching 50%
recurrent
revenue, 2.5M

Total revenue
6.5M

The best funding
is the client
funding



@ CryptPad



No service for CryptPad

B Othercosts [} Team Salaries [l CIR [l Other Client Revenue (Cloud / Support)
B Client Roadmap Funding [ Research Projects [} Donations [l Subscriptions

800000 800000 Donations and
subscriptions: you can

From 0% to 20% RS have an impact on the
recurring . s cryptpad team size
revenue, 100k
(O n |y) 200000 6000
Continue to fund Finding the right product that
CryptPad with research we can sell to generate
funding sustainable revenue

24
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Clients without Sexvice

Strongly depends on the competition
Enterprise clients can pay more, but move slowly
End-user are small subscriptions (CryptPad growing to 1000 subscribers)
Marketing is necessary (factor in the costs)

Need to have dedicated developers on the Business part



Next Generation Internet & NLnet

Well adapted to open source
project with existing
communities and users

Simple to make a
) St & g proposa|

Also in France, but more

complex bpi Bigger amount of money



Donations & Kickstarter

CryptPad has 600 donators for 20k per year Pixelfed raising

OpenCollective allows regular donations but 7 55kin2days

might be less efficient than a KickStarted
campaign

Working on donations requires time and
marketing
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FOSS Fund CopiePublique.fr

Users of Open Source should also give back. 1 % of our recurrent revenue
We also need to give back, some of the 40k for 2021-2023, 20k
developers building the module we use, distributed

don’t have good funding.
23k for 2024 to distribute

Similar calls for
donations by sentry,
indeed, etc..



A big thank to the XWiki Team

The first funders of our Open Source work are our team members

Come join them
\ jobs@xwiki.com

Also not possible without
the funders and all clients




Thank youl!
Questions?

Ludovic Dubost ludovic@xwiki.com



