Re-imagining
UNLOCK

Phase 1: Exploration - Identifying the needs and challenges for members of the
Wikimedia Movement to innovate in Free Knowledge

Re-imagining UNLOCK is a pan-Movement initiated and led by the team Innovation Engine by Wikimedia
Deutschland (WMDE).



UNLOCK Innovation in Free Knowledge

In order for the Wikimedia Movement to stay relevant, to become
more diverse, more resilient, and adaptable to societal changes,
Movement stakeholders need to find ways to overcome the
limitations of Wikimedia projects.

The Movement strategic direction talks about removing technical
and social barriers to people joining us from all over the world.
And at the same time, projects and people also need to unlock

and develop new and innovative ways and culture of promoting,
accessing and contributing to Free Knowledge.

#
#


https://meta.wikimedia.org/wiki/Movement_Strategy
https://meta.wikimedia.org/wiki/Movement_Strategy/Recommendations/Innovate_in_Free_Knowledge

Overview: Exploration

The problem The goal

There are numerous stakeholders within the The goal of the exploration phase was to
Wikimedia Movement who are facing understand

different challenges and hurdles with regards e who are the stakeholders in the

to innovation. Movement invested in “Innovation in

Free Knowledge"
How might we design a meaningful “format”* . hat inn t'gn means in the elobal
that facilitates innovation within the WHACHEROVALO e g

Movement? context of Free Knowledge
e what the challenges are that hinder
innovation activities
e what the needs of the identified
stakeholders are in order to innovate.

* “Format” is considered as a placeholder for the final output that will be created during the Re-imagining UNLOCK process. In this process, we follow a more holistic and systemic ecosystem approach.



Understanding
the users

Semi-structured interviews e Survey



The exploration process

1. 2. 3.

Preparation & Interviews & Analysis &

alignment survey Synthesis

e Defining goals and e Conducting e Unpacking data
research questions semi-structured e Affinity mapping

e Identifying the interviews with e Formulating insights /
stakeholders and actors open-ended questions problem statements
in the Wikimedia e Running survey with
Movement dealing with open-ended questions
“innovation”

e Designing and running
information sessions to
engage the stakeholders
and actors



Prep & alignment: Stakeholders

Projects/Orgs
Within & beyond
Wikimedia

Wikimedia'
Chapters

Innovate in
‘ Free Knowledge
Regional

user groups stakeholders and actors
Wikimedia
Foundation
Thematic
user groups

‘Advancement - Community

Stakeholder mapping

Presentation map will give us an
overview of the ecosystem of
stakeholders involved in "Innovate
in Free Knowledge".

Identifying stakeholders and actors:

We talked to peers @Wikimedia Deutschland

We scoured baserow - a collection of MS-implementation activities
gathered at the Wikimedia Summit 2022

We searched through MS Forum

We scanned the list of communities / members of the Movement
who prioritized and voted for recommendation 9 during the
Movement Strategy prioritization events

Stakeholder map version 1:

https://commons.wikimedia.org/wiki/File:Innovate_In_FreeKnowl

edge STAKEHOLDER_MAP V1 _Final extended.png
This stakeholder map is a living document. It will grow throughout

the Re-imagining UNLOCK process as we intend to engage closely
with Movement stakeholders and actors



https://baserow.io/public/grid/1QInEGZMJHSaMOHxPEPVo5DOr8woCxS1PbV0P1wE090
https://forum.movement-strategy.org/c/innovate-in-free-knowledge/14
https://meta.wikimedia.org/wiki/Strategy/Wikimedia_movement/2018-20/Transition/Prioritization_events/Table
https://meta.wikimedia.org/wiki/Special:MyLanguage/Strategy/Wikimedia_movement/2018-20/Transition/Prioritization_events
https://commons.wikimedia.org/wiki/File:Innovate_In_FreeKnowledge_STAKEHOLDER_MAP_V1_Final_extended.png
https://commons.wikimedia.org/wiki/File:Innovate_In_FreeKnowledge_STAKEHOLDER_MAP_V1_Final_extended.png

Prep & alignment: Information sessions

Open innovation café set up:

Two online calls - March 7th and 15th, 2023

An informal set up in which we shared our purpose and goals with

the community and and tried to recruit participants for the survey
e  Presentation:

https://commons.wikimedia.org/wiki/File:Open_Innovation_Caf%

Information sessions C3%A9_Presentation_March_2023.pdf
Presentation and call for

involvement

2 Open Innovation
Cafés

-l 6 Attendees


https://commons.wikimedia.org/wiki/File:Open_Innovation_Caf%C3%A9_Presentation_March_2023.pdf
https://commons.wikimedia.org/wiki/File:Open_Innovation_Caf%C3%A9_Presentation_March_2023.pdf

Semi-structured interviews

Semi-structured
Interviews

Interviews

-l 2 Interviewees

Interview set up:

We asked open-ended questions about their take on innovation and
the challenges and problems they face

We adjusted our questions depending on the role of the
interviewees (e.g. user groups, chapters, Wikimedia Foundation)
Interview questions:

Tell us about yourself

What does innovation in free knowledge/Rec.#9 mean to you?

Have you been working on any projects related to Rec.#9? If yes, could you tell us about it
What are the key drivers/motivation for you in the community atm?

What do you think are the challenges for individuals/members of the community to
innovate?

o O o0 o o

[Chapters] How do you support your community to innovate atm?

[Chapters] What are the limitations for facilitating innovation within your chapter?
What is missing in your context to empower you to innovate?

[Chapters] Do you know of any best practices in other organizations?

Is there anything else you would like to add?

Is there anyone you think we should talk to for this project?

O O O O O O



Survey

-l Survey
3-| Survey responses

Survey set up:

e The survey included open-ended questions that allowed
participants to elaborate on the challenges and problems they face
in their own words

e  Survey questions:

o

O O O O O

How are you associated with the Wikimedia Movement?

Are you actively contributing to Wikimedia projects? Which ones?

Which country do you reside in? / What country are you active in?

What does innovation in free knowledge/Rec.#9 mean to you?

Have you been working on any projects related to Rec.#9? If yes, please elaborate
From your view, what are the challenges for members of the Wikimedia
Movement to innovate?

What type of support is currently missing for members of the Wikimedia
Movement to innovate?

Please use this box for any additional questions and comments you would like us
to hear

e  We applied LimeSurvey as the tool.



6 8 Stakeholders

contacted

5 9 Persons

reached
(through
interviews,
information
sessions and
survey)




Synthesis

Unpacking data e Affinity mapping e Insight statements



Insight

Those who are new might not know how to

meaningfully get involved




Insight

There is need for creating a more welcoming

(tech, cultural etc.) atmosphere for newcomers

How might we encourage more ppl to join the

movement




Insight

There is a disconnect between those in the
movement and the outside world and other

movements




Insight

There is a avoidance to be political




Insight

How might we keep volunteers motivated to be

part of the movement?




Insight

How might we incentivise technically skilled ppl

to be part of the movement/stay in the movement?




Insight

There is a gap between having innovative idea and

the technical skills needed to realise them




Insight

There is a perceived lack of training opportunities

available to Movement members




Insight

How might the Movement stay on top of

technological advancements?




Insight

Financial resources are not accessible for

everyone within the movement




Insight

There is a gap between having innovative idea and

the resources needed to realise them




Insight

There is a lot of potential for innovation within

WM that many might not be aware of




Insight

Many things have been done already but there is a
lot of room for making things accessible and

adaptive to the needs of those underrepresented




Insight

There seems to be a one-size-fits-all approach that

does not consider context-specific needs




Insight

There is a strong desire to keep things how they

were "the wiki way" and not change




Insight

When there is no urgency, there is no incentive to

change




Insight

There seems to be no culture of embracing failure

and experimentation.




Insight

The current structure and governance model of
Wikimedia sometimes stands in the way of

innovation initiatives




Insight

People in the community tend to work in their

bubbles and not beyond




Insight

There is a lack of knowledge on how to get started

with innovation processes




Concluding the
exploration
phase



Bonus learnings

Things we would do again:

Offering different ways of engagement that
require minimal effort

Keeping an open mind and fighting your
bias

Using every opportunity as a learning
opportunity

Keep number of interview questions small
Being visible and engaging with
stakeholders directly

Things we would do differently:

Offering survey in several languages or
possibility of answering in mother tongue

Things we could use help with:

How to reach people on Meta?




What’s next?

e Expand our stakeholder map

e Work out How-Might-We-questions based on
the the insights statements

e Kick-start phase 2: Ideation & Prototyping
that will focus on the development of ideas
and on testing possible solutions to the
challenges in innovating that were

previously defined




Stay involved!


https://meta.wikimedia.org/wiki/Re-imagining_UNLOCK
https://www.wikimedia.de/unlock/unlock-blog/

Annex

More detailed information about the entire Re-imagining UNLOCK process



Towards
Wikimedia 2030

Purpose - Why are we doing this:

In order for the Wikimedia Movement to stay
relevant, to become more diverse, more resilient,
and adaptable to societal changes, Movement
stakeholders need to find ways to overcome the
limitations of Wikimedia projects. The Movement
strategic direction talks about removing technical
and social barriers to people joining us from all
over the world. But removing barriers will not be
enough, projects and people also need to develop
new and innovative ways and culture of
promoting, accessing and contributing to Free
Knowledge.

lllustrated by Jasmina El Bouamraoui and Karabo Poppy Moletsane, CCO0, via Wikimedia Commons



We are setting out
on an explorative
journey to build a
new “format” that
will foster
innovation.

llustrated by Jasmina El Boual

mraoui and Karabo Poppy Moletsane, CCO, via Wikimedia Commons



Format for
innovative ideas

Outcomes - What we want to achieve:

This format should encourage members of the
Movement to experiment with and create new
ideas on free knowledge.

It will be a space where we can think about and
build specific tools, technologies and projects.

#MovementStrategy
#recommendation #9

llustrated by Jasmina El Bouamraoui and Karabo Poppy Moletsane, CCO, via Wikimedia Commons



Format for
transformation

Outcomes - What we want to achieve:

We also want this to be a space for transformation
and learning that goes beyond the creation of new
gadgets. We want to create an environment that
strengthens the movement's capacity to be
creative and inventive.

It should equip people with toolsets, methods, but
also with the right mindsets that will help us be
more agile and resilient to change, but also simply
capable of transformation.

#MovementStrategy
#recommendation #9

llustrated by Jasmina El Bouamraoui and Karabo Poppy Moletsane, CCO, via Wikimedia Commons



Re-imagining UNLOCK

Process - What needs to be done:

#Purpose

#Outputs

Identify the needs and challenges
for members of the Wikimedia
Movement to innovate in Free

Knowledge

}

- Stakeholder map of people
invested in “Innovation in Free
Knowledge"

- Mapping that indicates what
challenges the Wikimedia

Movement faces in innovating

IDEATION &
PROTOTYPING

Develop ideas and test possible
solutions to the challenges in
innovating that were previously
defined

b

- Collection of ideas on how to
solve some of the challenges

- Two prototypes readily built and
tested within specific contexts

throughout the global Movement

Evaluate findings & formulate a
concept for a new innovation
format that is to be implemented

in 2024 onwards

\

- Finalized recommendation of
what a re-imagined UNLOCK
should look like a

- Roadmap for implementation



