
Making it count
Create programs that your local community needs



Agenda

● Introduction: Understand your 
community (6 minutes)

● Setting goals and targets for your 
challenges (15 minutes)

● Choosing a program to address 
the challenge (20 minutes)

● Draft your program plan (13 
minutes)

● Conclusion: Share reflections (9 
minutes)



Understand your 
community



Activity 1: Define 
your community 
(3 min)

● How many languages do you work 
with?

● Is there any preference for working? 
Editing Wikipedia, uploading media, 
coding, etc

● Are your volunteers highly involved? 
Do they focus on a specific theme?

● What would you say are your biggest 
challenges? How do you see that your 
community and project can improve?

Public Domain, Stephen Ausmus



Set your goal 



What are goals?
Goals are broad and future-oriented 
statement(s) of the desired 
condition(s). Key characteristics:

● Identifies the target group(s) for 
the goal

● Provides the “what” as distinct 
from the “how”

● Describes a positive change in  
concise, jargon-free, and easy to 
understand terms.

Examples:
● Building and engaging 

community among Tamil 
speaking editors

● Increasing accuracy of 
information on French 
Wikipedia

● Making contributing fun for 
editors in Johannesburg

● Recruiting new contributors for 
WikiProject Women Scientists



“I want to do _____ so that 
_____ happens.

Right now, _____. 
After this, I hope _____.”



Example 1: 
Wiki Loves Africa

“I want to host Wiki Loves 
Africa so that more articles 
about African culture can be 
illustrated.

Right now, only 20 of 300 
articles about Ghanaian Fashion 
have images. By the end of this 
project, we hope 70 of 300 
articles have images.”

By Dili Osuhor, CC BY-SA 4.0, via Wikimedia Commons



Activity 2: Set your 
goal (5 min.)

CC-BY-SA 3.0, Tomás Castelazo

1. Go back to your notes on 
your community’s 
characteristics, and the 
challenges you identified.

2. Based on this information, 
create one goal you would 
like to focus on.



Choose a program and 
set your objectives 



What will you do in order to 
achieve your goal?

Objectives are the building blocks 
or steps towards achieving a 
program's goals.  They define a 
specific expected change in 
measurable terms.  

Some key characteristics are:

● Identifies the target group (Who 
and/or what will change?)

● States the expected result (How will 
it change?)

● Specifies the degree of change in 
measurable terms (How much it will 
change? How will the change be 
measured?)

● Identifies the timeline for the 
change (When will the change have 
happened?)



Goal Objective

Building and engaging 
community among Tamil editors

Within 2 months, 100 editors on Tamil 
Wikipedia, Wikisource, and Wiktionary will 
thank an editor they have never left a talk page 
message.

Increasing accuracy of 
information on Hebrew 
Wikipedia

By the 12th month of the project, 20% fewer 
articles written by students on Hebrew Wikipedia 
this year will be deleted than the same time last 
year.

Making contributing fun for 
editors in Johannesburg

80% of editathon attendees in Johannesburg 
from June 2017 to June 2018 will report a they 
had a positive experience and “had fun”.

Recruiting new contributors for 
WikiProject Women Scientists

20% of the tasks completed by WikiProject 
Women Scientists in 2018 will be completed by 
people who are not yet members in 2017.



How do I know how to 
estimate my targets?
Program data and shared learning!



$: $0 - $9 per person, <$20 per page; $$: $10-$50 per person, <$50 per page; $$$: $100+ per person, >$50 per page

Program Data



$: $0 - $9 per person, <$20 per page; $$: $10-$50 per person, <$50 per page; $$$: $100+ per person, >$50 per page

Program Data





Learning Patterns Program Toolkits.



Activity 3: Chose a 
program and set 
objectives. (20 min)
1. Based on your goal and the program 

data, chose 1 program. 

2. Draft 2 - 3 program objectives that 
will help you reach your goal.

3. Objectives can be written in 3 broad 
categories: process 
(outputs/immediate outcomes), 
outcome (short and intermediate 
outcomes), and impact (long-term 
outcomes)

Public Domain, War Office official photographer



Break! =)
15:15 - 16:45



GLAM

● How would your programs change if you 
target them to a specific audience?

● How to tailor activities to meet the goals of 
external audiences?

Join this group to work with specific audience 
groups in GLAM, designing a program that is 
relevant to them. 

● What other possible goals can you create for 
your education programs?

● How can student-focused goals change your 
approach to an education program?

Join this group to work on imagining new goals 
for the education program, designing a program 
that responds to those needs. 

Education
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Education - Goals
Learning and Innovation

Projects where these outcomes are best 
demonstrated: 

Examples from the newsletter, blog or country 
pages:

Skills:
● Creativity and innovation
● Working creatively with others
● Implementing innovations

Information, Media and Technology

Projects where these outcomes are best 
demonstrated: 

Examples from the newsletter, blog or country 
pages: 

Skills
● Information Literacy
● Media Literacy
● ICT (Information, Communications and 

Technology) Literacy



eval@wikimedia.org 
https://meta.wikimedia.org/wiki/Learning_
and_Evaluation 

mailto:eval@wikimedia.org


Appendix.



Open Conversation: Discuss your 
program plan

A few guiding questions:

● What will you need to start? 

● How will your community support you? Identify roles and 
tasks.

● What specific activities will you carry out?



Challenge statements SHOULD 
focus on one issue

How do I get more 
volunteers and 

encourage them to 
volunteer more?

How do I get more 
volunteers?

How do I encourage 
volunteers to 
volunteer more?



SHOULD NOT include more than 
one criteria

How do I attract 
additional 
volunteers that are 
more experienced?

How do I get 
additional volunteers?

How do I attract 
experienced 
volunteers?



SHOULD NOT 
make judgements

How do I attract good 
volunteers?

[LICENSE]

CSIRO [CC BY 3.0], via Wikimedia Commons



Wiki Loves Monuments
Metric Low Middle High Middle

Total Participants 75 363

New Users 42 215

Existing Editors 26 88

Existing Active Editors 3 23

Pages Created 1700 8382

Articles  Improved 172 1411

Unique Images Used 4.4% 18.8%

Editing Workshops
Metric Low Middle High Middle

Total Participants 10 25

New Users 0 4

Existing Editors 2 5

Existing Active Editors 1 4

Pages Created 0 1

Articles  Improved 0 4

Other Photo Events
Metric Low Middle High Middle

Total Participants 1 11

New Users 0 1

Existing Editors 1 5

Existing Active Editors 1 3

Pages Created 31 681

Articles  Improved 4 162

Unique Images Used 5.7% 34.8%

Writing Contests
Metric Low Middle High Middle

Total Participants 11 31

New Users 0 2

Existing Editors 11 20

Existing Active Editors 8 16

Pages Created 19 225

Articles  Improved 49 448

Pages of Text Changed 134 521

Edit-a-thons
Metric Low Middle High Middle

Total Participants 7 22

New Users 0 6

Existing Editors 5 15

Existing Active Editors 3 9

Pages Created 0 7

Articles  Improved 1 35

Pages of Text Changed 6 49

GLAM Content Release
Metric Low Middle High Middle

Total Participants 1 1

New Users 0 0

Existing Editors 1 2

Existing Active Editors 0 1

Pages Created 83 966

Articles  Improved 38 340

Unique Images Used 2.4% 42.7%



Learn how to read the numbers 
and graphs
● Review the reading guide to understand the numbers and graphs 

presented and the brief review of how to interpret them.

● Be aware of:
● Potential context differences in monetary value and community 

goals. 
● Using the median and median range rather than mean average.

https://meta.wikimedia.org/wiki/Grants:Evaluation/Evaluation_reports/2015/Reading_guide
https://docs.google.com/presentation/d/1e9t6xnrVn_jsIMsmiTJVwbmd-S5LIXtVW_P6qDbv79I/edit#slide=id.g9c75c5e8f_1_51

