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Introduction Suanio

“This document llustrates the innovation strategy of Wikimedia Switzerland (WMCH) for the
four years 2022-2026. It is conceptually part of the broader WMCH strategy for this period.
This innovation strategy was developed between January 2022 and June 2022 supported
byan: - Afera ko

incl using and a banner followed
bya workshop with fouvexpevls.

This strategy is the movemer ffil

programme of inovation to take inspiration o there are not past experlences o coméider,
and the same Wikimedia Foundation i restructuring its own tech department.

The smpe of this strategy focuses on innovation in relation to internal activities also carried
outby ot Wikimedia C ternal

pnmanly at innovation.

Considering Wikimedia CH as part of  wider movement, this strategy also onsiders the
inthe groups and Wiki-
i Foundation, bt 50 velunteers ancVAKimedTa commumites and specifically the
ccommunity tech' which is one of the wider Wikimedia communities.

Thisis the triple direction of this programme:

other Wikimedia CH (GLAM,
education, community, etc);

SORORS

« .) Relationships with Wikimedia movement (chapters, user groups,
= tech community, etc);

oo ) —
%MM with partners not related to the Wikimedia movement.

* hitps://metawikimedia org/wiki/Community_Tech




By explcly reating  spac for expermentation and innovaton, Wkimedia CH alows or

a process of continuous, collective learing to find ways in which to serve our mission both
i Switzentand and within the greater Wikimacia Movement t help the difusion of
knowledge and learning’.

The aim of the programme i t other bring 1
ush i I iderati i ion is an enabler for Wiki-
‘media CH strategy but i the same way to bring innovation in general to the movement to
deserve the high demand of innovation, mainly focused on digital and technological inno-

vation.
In the first case the activities will be agreed and carried out with the leaders/managers of
the otherprogrammes, while I the second case the noxaton program wil continue to
jects until they 0 bring value to the programmes, The
process of mcubanon is recurrent because activities can enter ‘again in the incubator for
eview o re-engineering to keep theproduct or the modlsshuays up todate
In this case, the innovation pi and experi-

Besides these two areas there will be some permanent projects mainly requiring a continu-
5€ some projects can be retained

like pilot projects to experiment new models or idea:
Aspecil retionshp < with T and technology becasethe innovation s mainly associated
to'digita"innovation and o digitalchange: Having a good ITnfastructure an a well-de-

fined IT strategy will help to support the Innovation prog IT certainly
have a strong impact on innovation more than on other pmgvammesfcrwhlch the collabo-
ration between is very close and

Structure

In order to set the stage for the whole document, the first section after this short introduc-
tion provides a brief overview of the innovation also connected to the Wikimedia
movement including the results of the between 23th

March 2022.

Following, the vision of this innovation strategy is synthetically expressed.

#Wikimedia CH 5-year strategy (2022-2026), 14 February 2022
*Wikimedia CH 5-year strategy (2022-2026), 14 February 2022
“Wikimedia CH 5-year strategy (2022-2026), 14 February 2022
* https:/iwwwawikimedia.defunlock/



Setting the stage

Wikimedia CH strategy 2022-2026

—
The new impact direction of Wikimedia CH in terms of innovation aims to create a dedi-
th:
pa
anticipate and address societal changes and focus
w

at helps us be a learning organisation,
on supporting our core purpose. We will

ork to create a safe space and framework for experimentation and bold ideas while

h i ibl way.

g

T
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/l)/Free knowledge, Knowledge equity. ™.
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FOUNDATION




The reaion of this space s part ov sttty of Wikimedia G that dentifes this space n an
external opportunity for“i
How this space should act e e e e opportunities in the Wikimedia
CH strategy because “activities that have already produced impact should be scaled up, not
in terms of increasing the number of activities but in increasing impact. These activities
tools and

avariety of hackathons and s atellers
Ina volatile, uncertain, wi
concept of continuous learning and exchs d pi for

well as innovative/creative ideas using new tools and models n various focus areas (ie.
climate, education, GLAM, etc)'in the speed at which things change is ever-increasing, and
an organisation may find itself caught in a reactionary mode. “Being open-minded, flexible,
creative, and proactive are the keys to success. Hence, it is crucial to provide a space in

which failure and learning are invited”

edia CH embraces ‘the

Wikimedia CH strateg,

The aim of the Wikimedia CH strategy for 2022 to 2026 s s
to"create space and a framework to be a learning organi- s \
sation, anticipate societal changes with room for experi- /

‘mentation and innovation and focus on supporting our
core purpose”.

and the goals

A\,

Beallearning Anticipate Support experimentation  Supporting
organisation. social changes andinnovation core purpose



Create a safe Innovation Lab for bold, unconventional
orsilly ideas.

Enable experimentation and innovation with
the Innovation Lab or other enablers.

Assess future trends, make Wikimedia CH future-ready
and contribute to the same readiness for the global
Wikimedia Movement.

Support he development oftechnologicl solutions
and new models.

Create room for experimentation.

Develop concepts of new tools to improve accessibilty,
equity and knowledge.

Ensure that the “space” s accessible to and benefits
the entire Movement.

Exchange knowledge and learn innovative models
and tools.

Qlimate change coud become a good fistcandidte fo thi'space’

The target for 2026 are based to fi d implement
forward and propose and share these i e o the wider Wikiverse.
“This apool relevan d proposing new

ohiieon o othe saente pav(ners Wikimedia CH allgns self Wit the Movements 3030
Strategy looking into developing new software functionalities for its projects;if possible,
better integrating various tools in the editing experience; establishing partnerships with
other free knowledge projects; and improving its policies to include more diverse knowledge
domains. The overall aim, of course, i to deliver knowledge as a service for al”



inovation as enabler

nedia CH strategy 2022-202:

It possibl impact direction but a bler. In this imis

to” ikimedia CH (and Swi P expetise toimprove imova-

tion and to emb d learnin our

Key enablers We want to e apen to expermenting with new nodas oo every
further align

imenraChe programmes and undenakmgs e

The way forward is to:

Defini

ly the concept of d movement, Wikime-
dia CH submitted a survey to the community from 23th February to 8th March which
received 263 answers. In this short survey the goal was to define the meaning of “Innova-
tion” in Wikimedia movement.




oice M W i | |m | m| ML

“https://wwwideatovalue.com/inno/nickskillicorn/2016/03/innovation-15-experts-share-innovation-defiition/




Inleresllng the sscond qusston: ahnut the aspects to be included in this innovation pro-

is ly
‘it the possbily o incubate and o new ideas ily with finan-
cial support.

In this case is clear that the directions are two:

~Incubate new ideas during the whole lfecycle;
new butalso

s e

About f i topics presented by
the community that can be grouped in some areas:

O - Usability and simplification of the user interface of Wikimedia projects;

[E[ {? - Simplified content for different target of users;

Yi - Fake news and quality of the content;




the concept that equently ith Wikipedia and

consider this
Interesti

point the questi innovation in

In this case is clear that the directions are two:

- Incubate new ideas during the whole lifecycle;
bate and i ily new butalso

previous ideas).

topics presented by

out of
the community that can be grouped in some areas:




donewith dditional inputs that can b ized like that.

® Whatisi i identificati Ive. Wikimedia CH should
limit this i the p . This is the model of
instance prope ich are problems.

® Listen to people and to“actual” users. If we focus on what we already know, we risk
to don't focus in what is unknown.

® Some people can have good ideas to solve a problem but not the technology to
realize great ideas but not the problems.

® Wealready see innovation in Wikimedia projects and Wikimedia CH can helpto
is already present. In
terms of endorsement to help existing solutions.

® Multi-year perspective to have an efficient innovation.



Definition of innovatiol n of CEOs and experts

di CEo: innovation are helpful

to close the circle®. Interesting the concept that behind these

Inlerv]ews conducted ln 2016 and in the 2022 there ls lhe need
combining male

Interesting the aspe(( that the first iti the y
tis y selected more per-
spective than addlng Normalina P
organization.
between innovation and creativity (i.. collection of ideas) or
inventi

The quesuon about the missed actions to support innovation presents some interesting
feedbacks.
In this case it's clear that what is the main risk i to don't put the required level of suppmt
Coming up with ideas i relatively easy, fast, and cheap, but then those ideas need to
executed. This is where companies often fail, by not providing the required level of tims
and budget to take a rough idea, refine it, experiment on it, and finally turn it into a real
solution. If the resources are low, the level of mediocrity in a solution is around the corner.
At the same time the concept of multi-year project s always missed because it's not suffi-
cient to have a version 1 of a product to have an innovation, because this is only the first
step.

Sometimes the energy s used to have more and more ideas and that causes more noise,
while the best i to focus only on the right ideas,
\nthlscase it's crucial innovation to train the impor-
tance o d ab In this case it is stressed tha
mnovanon isnotonly related toa pmduct, butit's also related to structure and to company

Aot that g in innovation
lysa safe environment Vet possbleto make mistakes and learn fromboth doing and
failure. d incl




The context

Innovation and Switzerland

Income Group

RavicEconcmy Strength/Weakness

Strength/Weakness  Score

1 Switzerland Strength Strength 655

United States of America  Strength
Republic of Korea

Finland

Denmark

11 France




Institutions
@ Politcal enviroment
‘* Regulatory enviroment
@ Business enviroment

Human capitaland research

iy tuca
e one desiopment (D)

o Investment
© Trade, diversification
‘market scale

Businesssophistiation
wiedge
ot
 Knowledge absorption

Knowledge and
technol

o Inm-gnble et
ive goods and services' 0 o
S nimecoandy

‘Source: Global Innovation index 2021, WIPO.

Looking at the intemational innovation index, Switzerland remains always on the top
countries, anyways first in Europe:

Large and small country ranking

[ Rank | Country | Overall | Innovation inputs | Innovation performance

2 Japan

4 Switzerland
6 China

8 lceland




Vi d name of the programme

This strategic document pursues the following vision of Wikimedia Switzerland:

Through
upport

Considering ol suggestions the name of the novation programme shovid bt
Innovation Lab and in short version Innolab.

The reference to Wiki should be present like suggested also by members and i this case
can be “Wikimedia CH Innovation Lab" and in short version “Wiki Innolab’,

Wikl
INNOLAB




Six principles and four main areas

Seven principles have been ids

are areas of activity (P1, P2, P3 and P4), and three concern’ WMCH 's organization and vela-
tionships (PS, P6 and P7).

The incubator s the area where new deas are selected and experimented and accelerated.

is area an idea butalso anew
methodology ora new process or also a new solution.
Forinstance, it will model of ed i new

solution for the cummunlty
Like incubator, it will help to dmlop the idea by providing a fullscale range of services

strting with taining and encing withfunds n this incubstorsso existing solutions nthe
Wikimedia
The acceleration is the pra:ess Tohaves a
Inthis area the output i abuays a prograrmeorthe community n general.

‘the usual incubator Acceler-
ator of Wikimedia Germany''.

Newdeas wil b6 mainly allected using nformation n Wikimedia pojects but lso orga-
nizing hackathons.

"https:/Awwwwikimedia defunlock/



When a product or a solution has been released, the innovation

is not finished because to innovate the process should be a multi-year process.

In this case the concept behind this area s to be like 2 pit-stop where solutions can be
updatedorupgeciedorresngincere

In some cases, they can also be subsfituted by new and more fresh solutions.

Following the strategy of Wikimedia CH, in this case successful solutions can be scaled-up.
The concept of pitstop helps lso o centraizethetechroloqy and the developmentina

single s hori
programme has fovad benchasts solution, why not giving the e ot S
programme?

The risk in innovation is to operate like a here aprog their own
developers and technologies while another programme has n

Inaddition, the solution to have a pit-stop in the innovation pmgramme toserve other pro-
grammes helps the other to focus in their core more
tieslike that of that can

planning in case of problems.

[P3] Factory: host projects and give tech support / ]’F/mrm I

The factory is an area where there are
Aspecific field s the climate change where the knowledge of technology and science is
more present and requires a specific target of users or some specific activities like pl
contests where the use of some tools can help the innovation programme to experiment
solutions.

The factory can al idetech support o other d specifically around
to0ls which e elesced o other progra

This spacifc action can be useful when t 1 required  strong technical knowledge.
Another advantage for the Innovation programme to have dedicated projects s to use
these project as sandbox to experiment solutions that can be afterwards released to other
programmes.

[P4] Tech community: recruit and support tech members

Computerand datascentists and engineers arethe main key actorsin any innovation envi

ronment. They catalyst that

and tools into opportunities and activties.

The key toa deep and Sustanable impact i innovation i having tech members on board

mainly mputer scentist tion will im to
ivated and mpower them, fostering their

auloncmy in integrating Wikimedia projects in their pmfesslonal activities.




This specific finda jia CH that can value
th ile the i fer them a safe space to experi-
mentand to pmpose new solutions.

Using Tech hackathons or specific days dedicated to Wikimedia projects, and specifically to
same types of Wikimedia projects like Wikidata, can help to get in touch with these poten-
tial members outside the movement.

prm——————

! ( e
[P5] Safe space: create a'safe space for collaborators ?\rg% 8‘

People working in innovation should be in a psychologically safe environment where is
possbl to make mistakes and earn fom both doing and fllure.

The development of an mtema\ team helps also to vnlemallze knowledge and to reduce the
risk of tech partners or suppliers not supportive anymore.

To focus on the project there are several recent models (.. SCRUM) protecting the team
from disruption or external bad influences.

In this case it's important that there is a trusted relationship between the programme
leader and the team. In this case the programme leader selects the team, and the team has

only relationship with the programme leader.
@ (=
[P6] Partnerships: select and define tech partners @

Motivated and creati the catalyst f jies, platforms
and content nto innovative opy s atalllevel
Long-term tech partnerhips SRowith suppliers, will help to reduce risks and blocks of

nther innovation the strategical partnerships are crucial. Mainly in software development,
these lutions but the risk of these partners to don't be
supportive is high.

An agreement or a service level agreement can help to reduce these risks.

In addition, the help other plan

activities wlthoul sacrificing a specific programme.
[P7] Wikimedia movement: share in Wikimedia movement |/ ‘<:‘

Within the Wikimedia movement, different associates have developed and are developing
different approaches and practices, not only through their innovative projects, but also by
how they manage partners and collaborators.

Innovation are not frequent in Wikimedia affiliates and the programme of
Wikimedia CH can generate more interest in the Wikimeda tech community.

"https:/Awwwwikimedia defunlock/



Relationships with other programmes

The Innovation programme has its own projects grouped under the factory but has other

two areas at other specifically and the Pt stop.
‘The Incubator provi to other through exper d reali-
zation of ideas.
The itstop_s the rea f updating and upgrading existing slutons

also tech support for ist affil

ates that want to use Wikimedia CH tools.

the y relat
gmmme it operates in the technolngy o scmee o bl vohmeers and coyatora-
‘tors that will support the programme.

({ ,E =

s SO |

To support all th ion is to h gle entity
ion includi tsstrcly related i

grammes and not strictly related to a smgle programme.

In adiition, it helps other programmes tofocus in ther ore activties and not to fllow the

for all other pro-

Having a central point to managy it can hel
d to plan a better istributing resources in a better way..



Scenario 1:

in prog , uses its own jes, and defin
its own solutions.

I i i ing is in the h:
manager butit's terms of costs ninflate and it ineffcient
because thy i ictin terms of

n addition the risk s that every programme can focus only i a product and to use all
energies for this product prog: ina andto
focus on the lifecycle of a product.




In this case the Innovation i jies, the d the
luti d pr ts and tools. The costs are lower because

if they use the same resources.

Programme 1 Programme2 [l Programme3 Innovation

ey —

Considering the presence of Innovation programme and of IT area, the areas of compe-
tence should be defined.

While [T thei d servers, Innovation progr
astrict connection with software development.

The relationship with IT area is very strict because the Innovation has a huge involvement in
Digital Innovation and sometimes the Innovation requires specific IT architectures.

An'T strategy in Wikimedia Ch is not present yet, but we recommend to setup this strategy
as soon as posslble also involving Innovation programme to better setup a strategy that

can serve | ina better way and indi ther program
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