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About Siegel
Siegel Family Endowment employs an inquiry-driven 
approach to grantmaking, informed by the scientific method 
and grounded in the belief that philanthropy is uniquely 
positioned to address complex societal challenges. Rapid 
technological change has reshaped how we live, work, and 
learn, transforming the global economy and redefining access 
to opportunity—from schools and workplaces to our built 
environment. To meet these shifts, we support technology 
that serves the public interest, including the tools, skills, 
and systems people need to engage with and shape a rapidly 
evolving world. Siegel Family Endowment was founded in 
2011 by David Siegel, co-founder and co-chairman of financial 
sciences company Two Sigma.

Our Focus on Infrastructure 
The internet and emerging technologies have changed the 
way we engage with one another and our institutions, and 
reshaped elements that underpin our civil society. The 
choices and values driving the building and maintenance 
of our infrastructure shape our future. It’s essential that we 
rethink how to define, design, govern, and fund it. We apply 
our multidimensional framework for infrastructure to de-

liver positive community outcomes and address the urgent 
challenges facing American society.

Strong communities require just and equitable infra-
structure—and just and equitable infrastructure require en-
gaged communities. Yet, as a result of excluding the social 
and physical spheres, inequities persist in the design of dig-
ital services and accessibility of those services. How might 
we increase the meaningful participation and agency of 
communities to shape the development, deployment, use, 
and stewardship of the digital infrastructures upon which 
they rely? 

Community in the Digital Age     
We believe thriving communities rely on just and equitable 
infrastructures—digital, physical and social—that are shaped 
with and by the people who use them. Too often, digital systems 
are created without meaningful community participation, 
reinforcing inequities and eroding trust. Fostering Community 
in the Digital Age means reimagining infrastructures that 
elevate local leadership, share power, and strengthen the 
capacity for inclusive, community-driven decision-making. 
By centering community voices and cultivating long-term 
stewardship, we can build digital spaces that truly reflect, 
serve, and sustain vibrant communities.

We are a foundation focused on understanding and  
shaping the impact of technology on society.
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the maintainers case study

THE MAINTAINERS  is a global research 
and practice network that focuses on 
maintenance, repair, care, and the 
mundane labor that keeps the world going. 
The Maintainers work within and across 
different disciplines, contexts, and physical 
locations. The Maintainers emerged from 
a 2016 conference that brought together 
academics to counter a dominant narrative 
of the twenty-first century: it was smart to 
invest in innovation and new-ness rather 
than support the crucial work of maintenance 
and repair. In its first grant-funded phase, 
The Maintainers supported conferences, 
collaborative projects, fellowships, and 
free public programs for both practitioners 
and researchers. In 2025, The Maintainers 
transitioned to a distributed leadership 
model that continues to activate and nurture 
a network of maintainers.

About Grantee 

Key Takeaways

Maintenance, repair, and care 
work is essential for improving 
our society. It offers a route to 
sustainability, safety, and empathy 
and provides an antidote to a 
capitalist society that prioritizes 
new things over proven approaches, 
technologies, and communities. 
Elevating maintenance work also 
offers an important mechanism 
for instilling work with meaning 
and empowering previously 
unseen laborers who are crucial to 
maintenance, repair, and care.

It’s critical that practitioners and 
researchers help to shape the field 
of maintenance, repair, and care 
through collaboration. Practitioners 
and academics may not always 
speak the same language and may 
have different emphases, sometimes 
leading to miscommunications. But 
the movement is strengthened when 
it works across these differences 
toward a common vision, both 
within individual siloes—such as 
physical location, disciplines, or 
type of maintenance—and across 
them.

An “exit to community” strategy 
can be a viable alternative to 
shutting down an organization 
while preserving knowledge and 
extending its impact. However, 
the community must demonstrate 
an interest in preserving the 
network and commit to providing 
stewardship for existing 
resources and communications 
in the organization’s next phase. 
Organizational leaders can ease the 
transition by creating and allocating 
resources for a steering committee 
and developing and sharing 
organizational documentation and 
other materials.

01 02 03

Konark Sub Temple. An example of Hindu temples’ periodic ritual renovations every 12 years,  
a process known as Kumbhabhishekam. Photo by Arpan Mahajan, CC BY-SA 4.0.

https://themaintainers.org/

https://themaintainers.org/maintainers-i-2016/
https://themaintainers.org/into-a-network-led-chapter/
https://themaintainers.org/into-a-network-led-chapter/
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the maintainers case study

THE MAINTAINERS GREW OUT  of a joke between the 
project’s co-founders Andy Russell and Lee Vinsel after a book 
celebrating innovation and the “geniuses” of Silicon Valley 
hit bookstores in 2014. Russell proposed a counter title: The 
Maintainers: How Bureaucrats, Standards Engineers, and 
Introverts Create Technologies that Kind of Work Most of the 
Time. That initial joke led to deeply serious convenings and 
scholarly conferences—and the development of The Maintainers 
as a project to coordinate these efforts.

In its grant-funded phase, The Maintainers transitioned 
from a conference to a movement-building organization 
focused on developing a virtual network of both scholars and 
practitioners. The Maintainers hosted events that brought its 
network together in conversation around specific communities of 
maintenance, repair, and care work—including information and 
workforce. The Maintainers also created a fellowship program 
in which both academics and community-based leaders created 
interdisciplinary learning spaces to share theories and practices 

Executive Summary

of maintenance, repair, and care work. A “Movement Builders” 
program offered fellowship alumni an opportunity to deepen 
and sustain their involvement with The Maintainers.

In 2025, The Maintainers entered a new phase, transitioning 
from a formal organization to a community-led initiative after 
efforts to secure additional funding were unsuccessful. The 
decision to pursue an “exit to network” strategy rather than 
shutting down the organization came in response to members 
of The Maintainers community, with financial support from 
Siegel Family Endowment. 

Liliana Coelho, the former co-director of The Maintainers, 
explains, “Former fellows and network members—particularly 
those who weren’t connected to an academic institution or who 
were outside the United States—were telling us, ‘I reference 
this work all the time. It helps to center and ground my work. 
Please don’t shut it down.’ That led us to continue to hold The 
Maintainers’ body of work together and allow for community 
stewardship.”

Core Elements: What  
Makes the Program Work?

CALLS FOR A RENEWED commitment to maintenance, repair, or 
care work often come in the wake of crises: a collapsed bridge, a power 
outage, a cyber attack, or a dangerously understaffed nursing home. 
Yet day-to-day, the work of maintaining things is largely invisible 
and undervalued. From its earliest days, The Maintainers has sought 
to make the work of maintaining things visible and to advocate for 
maintenance and repair work through the development and support 
of communities and networks. As it adopts a distributed leadership 
model, The Maintainers is leaning into its community roots.

Raising Maintenance, Repair, and Care 
Work as a Counter-Narrative
CAPITAL FOR NEW,  supposedly revolutionary technological 
innovations is abundant in the economic bubble of Silicon Valley, 
whether it’s for a pizza delivery app or an AI startup. Yet there are 
few resources allocated to essential maintenance, repair, and care 
work that does not generate profits for investors. That’s particularly 
true of public goods—transportation infrastructure, governmental 
technological systems, and health care infrastructure, among them. 

The Maintainers was developed to “challenge that speculative 
model of understanding advancement in technology,” according 
to Lauren Dapena Fraiz, former co-director of The Maintainers. 

Ponte Morandi in Genoa, Italy. The bridge, long noted for its 
distinctive design, collapsed in 2018 and became a stark reminder of 
aging infrastructure risks. Photo by Alessio Sbarbaro, CC BY-SA 4.0.

https://themaintainers.org/narrative-of-change-chapter-1/
https://themaintainers.org/fellowships/
https://themaintainers.org/narrative-of-change-chapter-2/
https://themaintainers.wpengine.com/wp-content/uploads/2021/03/MCF_Complete_Oct4-2.pdf
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the maintainers case study

Dapena Fraiz says that the organizers of The Maintainers were 
flipping the narrative by asking a different question: “Instead 
of thinking of innovation for innovation’s sake—or to generate 
profits—what if we thought about maintaining the technologies 
that we already know work and are efficient, but are ignored or 
underresourced?” 

The Maintainers did not have the material resources of the 
Silicon Valley investors whose script they were flipping. Instead, they 
positioned themselves as a convener and network-developer—first 
for scholars and then broadening to the practitioners who develop 
local and virtual spaces for maintainers, whether a bike repair cafe, 
a tool library, or a grassroots effort to maintain health or housing 
data. In addition, The Maintainers sought to grow their community 
by developing and providing resources to people interested in 
joining the movement. The result? Thousands of people forming 
a network capable of successfully countering the innovation myth 
narrative with a message and practice of maintenance.

Breaking Down Siloes Between 
Practitioners and Researchers
THOUGH IT ORIGINALLY emerged from conversations within 
the academic community, The Maintainers evolved into a community 
inclusive of both researchers and practitioners. Coelho recalls, “We 
wanted practitioners to have a space to explore the research, but 
also for researchers to have more time to connect with practitioners 
and draw on those practices themselves. That wasn’t happening at 
the early conferences, which were focused on researchers.”

By breaking down the siloes that had historically existed between 
researchers and practitioners involved in maintenance work, The 
Maintainers hoped to grow the movement, deepen relationships, 
and create more opportunities for collaboration. It also allowed 
each group to draw on the work of the other so that neither had 
to recreate the wheel. Because much of the activity was virtual, it 
also allowed The Maintainers to break down other types of siloes: 
connecting practitioners of the Global Majority with researchers and 

Other examples of community maintenance — Public libraries (photo by Mshuang2, CC0), bicycle repair shops (photo by Darb02, CC BY-SA 4.0), 
garment repair (photo by ArtOfSeeingIt, CC BY-SA 4.00, the systems, first responders and the care givers of our society (photo by Milwaukee VA 
Medical Center)

https://themaintainers.org/blog-posts/
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the maintainers case study

practitioners in North America 
and Europe; and creating a large 
enough network to allow sub-
groups by type of maintenance 
(e.g., information, workforce, 
transportation, software). 

The expansion of the network 
was not without challenges. “Our 
community is very eclectic,” 
Dapena Fraiz explains. “People 
are often used to being with 
their own very niche discipline. 
Sometimes there is a translational 
piece that is missing.” The 
Maintainers has developed 
resources to ease that tension, 
including a code of engagement/
practice and a study guide that 
grounds participants around a set 
of principles that transcends silos. 
Dapena Fraiz says that virtual 
events—including fellowship 
panels—also provided important 
fora for people from different 
backgrounds to talk through 
issues and develop shared 
understandings and language. 

Both Coelho and Dapena Fraiz point out that there are ways 
that The Maintainers could take an even broader approach if the 
members of its network had the resources and interest in doing so. 
For example, The Maintainers’ network typically does not extend to 
the maintenance, repair, and care labor force, including a variety of 
roles such as home health aides, parks workers, and mechanics. As 
another example, The Maintainers has not engaged in policy work 
directly. Instead, The Maintainers has elected to develop relationships 
with partner organizations and individuals involved in both of these 
communities.

Laying the Groundwork for a Successful  
“Exit to Community”
IN 2025 THE MAINTAINERS entered a new phase, transitioning 
from a grant-funded organization to a community-led initiative 
with distributed leadership. The Maintainers’ leadership wrestled 
with other ways of exiting the organization’s grant-funded phase, 
including sunsetting the program entirely. However, members of 
the community—particularly fellowship alumni—pushed organizers 
to sustain access to materials that were critical to their practice; The 
Maintainers’ staff worked with the community to honor that request.

Coelho and Dapena Fraiz admit that they remain curious about 
whether the new model will be successful in the long-term. But The 
Maintainers’ advisors, former co-directors, and program advisors all 
felt comfortable in the project experimenting with the new model, 
especially given the appointment of a Steering Committee to respond 

to challenges in real-time. A full year of transition planning and 
preparation provided extra comfort. Dapena Fraiz says, “Siegel 
Family Endowment gave us a grant that allowed us the time and 
space to develop a transition plan and secure all these ideas and files 
so that they would be comprehensible and available to the network.” 

To develop the transition plan, The Maintainers’ staff and steering 
committee members met with scholars who have studied successful 
models of “exiting to community,” including Nathan Schneider and 
colleagues at the University of Colorado, Boulder. Drawing on lessons 
across this body of work, The Maintainers’ steering committee and 
staff archived the entirety of The Maintainers’ body of work, making 
all published works available on the Open Science Framework, a 
free-open source platform that allows future maintainers the ability 
to access and add to this trove of material. The Maintainers also 
developed a governance structure to allow its steering committee 
to carry the project’s work forward. Small stipends and operational 
funds were allocated for the continuance of this work. 

Finally, Coelho and Dapena Fraiz developed a study guide with 
collective learnings about how to support the implementation of 
maintenance practices. Coelho describes the study guide as “an 
important transitional piece” bridging The Maintainers’ grant-
funded chapter to its next phase as a network-led initiative. “The 
study guide both synthesizes the ideas of the movement and is an 
invitation to the network to build upon it.” Time will tell how the 
network uses and builds upon these materials and resources, but 
Coelho and Dapenza Fraiz feel confident that The Maintainers will 
continue to thrive in the future, albeit in new and different ways.

There’s also the unseen labor that keeps our systems running—like the network of thousands of amateur 
weather recorders on which U.S. weather data heavily relies. Photo by Famartin, CC BY-SA 3.0.

https://themaintainers.org/about/
https://themaintainers.org/about/
https://themaintainers.org/study-guide/
https://themaintainers.org/narrative-of-change-chapter-2/
https://www.colorado.edu/lab/medlab/exit-to-community
https://www.colorado.edu/lab/medlab/nathan-schneider
https://themaintainers.org/announcing-the-new-maintainers-steering-committee/
https://drive.google.com/file/d/1UeLpYg6jn_Hb-m-KaAh_cIDzTdrFCl8I/view
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To learn more and contact Siegel Family Endowment, visit www.siegelendowment.org

Next Steps

AS IT ENTERS  its “exit to network” phase, The Maintainers is 
eager to engage a range of stakeholders:

Visit The Maintainers’ website to learn more about how its 
network understands, studies, and practices the work of 
maintenance, repair, and care. 

Download The Maintainers’ study guide for resources, case 
studies, and frameworks for practicing maintenance and 
joining a community of maintainers.  

Connect with The Maintainers through its newsletter and 
list-serv.

Reach out to The Maintainers’ steering committee for more 
information about how to engage with the network.

1

2

3

4

Impact

COELHO SHARES  a story that illustrates both The Maintainers’ 
wide reach and the challenge of measuring impact in a network: “I 
was recently at a textile event and I began to chat with the woman next 
to me about maintenance and repair work in the textile community. 
The woman said, ‘I heard about this amazing organization doing this 
work.’ She was talking about The Maintainers. I hadn’t mentioned I 
worked there, and I hadn’t met her in my work with The Maintainers.” 
Coelho reflects, “We don’t actually know all the ripples that we help 
to create—all the people who’ve found inspiration or connection 
through our community and resources.” 

Coelho says that The Maintainers keeps careful accounts of the 
number of people attending events or conferences, but it’s much 
harder to map how that attendance influenced actions, or the new 
people that attendees brought into the movement as a result of 
exposure to The Maintainers. But stories like Coelho’s illustrate 
the ripple effects the project is having.

The Maintainers have also developed some proxy measures that 
attest to its impact as a network:

• �The Maintainers has supported dozens of events, providing 
virtual and in-person meet-up opportunities and panel 
discussions across a variety of topics and representing a 
variety of locations. In its early years, The Maintainers also 
supported large academic conferences for researchers across 
numerous disciplines. Collectively, these events have attracted 
thousands of attendees.

• �The Maintainers has supported over a dozen fellows in different 
fields, across different geographies, and who are engaging 
in maintenance, repair, and care work in different ways. 
Together, these fellows have documented their work across 
a wide variety of media, including written reports, photographic 
essays, and audio interviews. Together, this body of work has 
been distributed to thousands of practitioners in the field. 

• �The Maintainers has published numerous materials 
to support its community in transitioning to a distributed 
leadership model, most notably its study guide. In addition, 
the Maintainers’ list-serv offers a space for people to share 
questions and thoughts about maintenance, repair, and 
care work. The Maintainers’ steering committee represents 
practitioners and scholars across a variety of fields and locations 
who act as nodes in sharing and implementing these practices 
in their domains of practice.

Maintenance beyond the built world also includes the care infrastruc-
tures we rely on, and the diverse networks of people who sustain them. 
Photo by Ermell, CC BY-SA 4.0.

https://www.siegelendowment.org/
https://themaintainers.org/
https://themaintainers.org/study-guide/
https://themaintainers.org/connect/
https://themaintainers.org/connect/
https://themaintainers.org/events/
https://themaintainers.org/fellowships/
https://themaintainers.org/category/blog/fellows-posts/
https://drive.google.com/file/d/1UeLpYg6jn_Hb-m-KaAh_cIDzTdrFCl8I/view
https://lists.stevens.edu/pipermail/themaintainers/

