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At the heart of the roundtable “Collect-

ive Intelligence vs Artificial Intelli-

gence” was a simple but urgent ques-

tion: What happens to the Wikimedia 

Movement when AI stops merely 

reading Wikipedia and starts repla-

cing it as a key source of knowledge?

A new “knowledge loop” is emerging 

in which access to knowledge is in-

creasingly intermediated by AI tools 

and machines are becoming as im-

portant as humans as users of know-

ledge. This creates a serious risk that 

knowledge commons like Wikipedia 

and other Wikimedia platforms will be 

used for the benefit of AI development, 

without companies giving back to 

them. 

Our core thesis is that Wikimedia 

must redefine its role in the age of AI 

as the backbone of a public, human-

governed knowledge infrastructure.

To this end, Wikimedia CH, Open Fu-

ture and IMD Business school organ-

ised a roundtable on 4 November 2025 

in Lausanne, Switzerland. The “Collect-

ive Intelligence vs Artificial Intelli-

gence” roundtable brought together 

20 Wikimedians, AI developers, data 

scientists, data governance experts, 

journalists and researchers. The in-

sights from the event will inform the 

development of a white paper that will 

shape the Wikimedia Movement's 

shared position on generative AI tech-

nologies.



Context
The Peak Wikipedia 
moment is now
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The AI ecosystem stands at a pivotal 

moment. The existing ecosystem of 

the Open Web, with search engines 

playing the key role, is waning. And the 

rules, economic models, and power 

structures of the new knowledge loop 

— which will shape the knowledge 

ecosystem of the future — are cur-

rently being defined.

Wikipedia, at 25 years, is at a tipping 

point. On one hand, this is the online 

encyclopaedia’s peak moment as a 

major global platform with a validated 

model of developing a knowledge 

commons. Wikipedia has never been 

so widely used, not only by billions of 

humans, but also at massive scale by 

machines. 

But despite its peak strength and use, 

there is a growing sense that the influ-

ence of Wikipedia— and therefore the 

entire Wikimedia Movement— might 

be in decline. Wikipedia could increas-

ingly become an invisible layer of the 

AI ecosystem: heavily used as training 

data and as a live API endpoint, but no 

longer visible to, or directly visited by, 

human users. Wikipedia would con-

tinue to feed AI systems, but risk losing 

editors, resources and ultimately its 

power to shape how knowledge is pro-

duced and governed. 
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This moment is both a challenge and a 

strategic opportunity. There is an un-

precedented — and limited — window 

of opportunity for Wikimedia to adjust 

to the changing landscape, establish 

its position in the new knowledge loop, 

and influence its evolution before it 

crystallises around proprietary models 

and profit-driven logics.

Our goal through the roundtable and 

the forthcoming white paper is to pro-

pose ways in which AI solutions can 

support — not replace — collaborative 

knowledge creation, while safeguard-

ing Wikimedia’s role as a source of ori-

ginal, human knowledge. We also aim 

to develop policies and norms that will 

ensure sustainability of the new know-

ledge loop.



Wikimedia platforms as a product 
of collective intelligence

Why 
Collective 
Intelligence?
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Collective Intelligence is the shared cog-

nitive capacity that emerges when indi-

viduals collaborate, pool knowledge, or 

coordinate efforts to solve problems or 

make decisions. It is human-driven, re-

lies on collaborative decision-making, 

draws from diverse knowledge sources, 

operates through decentralised pro-

cessing, and benefits from error correc-

tion through diversity.Collective intelli-

gence is what emerges on Wikimedia 

platforms, as editors collaborate and 

seek consensus on a body of trusted 

knowledge. In this sense, Wikipedia is 

not just a website or a collection of art-

icles, but a living infrastructure of col-

lective intelligence. Given that generat-

ive AI uses the outputs of this collective 

work for training and inference data, any 

sustainable approach to AI must recog-

nise, protect, and strengthen this hu-

man process.

Human-driven collaborative 
decision-making dialogic 

process diverse knowledge 
error correction through 

deliberation transparency and 
accountability

Machine-driven centralised 
decision-making overriding 

authority monolithic 
knowledge prone to 
hallucination opacity

VS

Collective 
intelligence

Artificial  
intelligence
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Anna Jobin, Vice-President of the Board 

of Wikimedia CH, in her opening state-

ment said that collective intelligence 

emerged on Wikipedia from the very 

beginning. Collective intelligence not 

only fosters the quality in a way that 

Wikipedia and the Wikiverse demon-

strate, it also fosters trust. This reliability 

and trust cannot be delegated to ma-

chines. 

Thinking of Wikipedia as an outcome of 

collective intelligence allows us to com-

pare its creation to that of generative AI 

technologies. There is a tension 

between the collective effort of building 

a knowledge commons and the central-

ised effort of developing closed, propri-

etary AI systems. In an era where gener-

ative AI is rapidly reshaping how know-

ledge is produced, validated, and dis-

tributed, it is essential to critically exam-

ine how collective intelligence can inter-

act with, and benefit from, the use of AI 

tools. 



Roundtable 
Insights
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Wikipedia’s 
knowledge 
production 
at a crossroads

At the roundtable, Prof. Misiek Piskor-

ski, Dean of IMD Business School, 

spoke about emerging trends related 

to generative AI and their impact on 

Wikipedia.  In recent years, the devel-

opment of LLMs has enabled a strange 

new content production loop to 

emerge. LLMs are trained on Wikipe-

dia articles and can therefore produce 

similar content — only not as trust-

worthy. Disintermediation of Wikipe-

dia by AI technologies means that 

users no longer need to visit Wikipedia 

directly to obtain information from the 

platform. 

There are signs that Wikimedia’s posi-

tion— established over more than two 

decades — as one of the most popular 

web platforms and a unique source of 

trusted knowledge, is beginning to 

erode. 

The clearest sign of this shift is recent 

data showing an 8% decrease in user 

traffic, combined with 50% growth in 

overall traffic attributed to bots.

Looking forward, the balance between 

human and machine uses of Wikipe-

dia is the key strategic challenge. For 

the first twenty-five years, Wikipedia 

grew to be a site used and read by over 

a billion humans every year. Recent 

years have seen increased machine 

use of Wikipedia, as bots download its 

content in bulk, and agentic tools like 

AI search access Wikipedia in real time. 

In the coming years, various futures 

are possible. A positive scenario would 

be that controlled use of generative AI 

tools supports human editors and 

readers, and machine uses are prop-

erly governed, so that they stay sus-

tainable. Already, various bots have 

been created to support the work of 

human editors — a balance of human 

and AI that can serve as a reference 
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point for future directions. However, 

two negative scenarios are possible as 

well. In one, the only “visitors” to Wiki-

pedia are AI agents, which fully replace 

human users. In another, AI increas-

ingly writes Wikipedia.

The current moment creates an op-

portunity for Wikipedia to become a 

verification layer— the source of 

“ground truth” for technologies that 

still hallucinate. As Wikipedia’s main 

assets are its neutrality and verifiability 

thanks to human oversight, its com-

munity of editors is key to ensuring its 

future. A strategic posture towards 

generative AI therefore requires estab-

lished rules for machine uses of Wiki-

pedia and other Wikimedia platforms.
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Wikipedia, 
democracy 
and information 
integrity

Lucy Crompton-Reid, Executive Dir-

ector of Wikimedia UK framed the is-

sue based on her organisation’s vision 

of a more informed, democratic and 

equitable society through open know-

ledge. In her view, the challenge goes 

beyond the well-being of an online en-

cyclopaedia— it’s that access to reli-

able, representative and free know-

ledge is one of foundations of demo-

cratic society. The threat of increased 

bot traffic and decreased human visit-

ors is less fundamental than the threat 

caused by a transformation of how 

knowledge and information are pro-

duced, consumed, and trusted. This 

has implications for civic life, equity 

and democracy, and applies well bey-

ond the boundaries of Wikimedia pro-

jects, across all knowledge ecosys-

tems. 

The strategic challenge then becomes 

one of upholding the integrity of free 

knowledge in an information ecosys-

tem that is increasingly shaped by 

generative AI technologies. The much-

critiqued opacity of most AI systems is 

the antithesis of Wikimedia’s commit-

ment to transparency. Meanwhile, 

Wikipedia’s collective knowledge pro-

duction is the opposite of generative AI 

solutions that are starting to be seen 

as a single, authoritative source. Wiki-

media’s strategy needs to support con-

tributors as they navigate this new 

space of knowledge production, while 

also modelling a values-driven and in-

clusive approach to AI and promoting 

it among Wikimedia’s audiences and 

partners. 

In other domains— from journalism to 

public-interest research— organisa-

tions are already describing this situ-

ation as a “collapse of the commons.” 

Wikimedia has the opportunity, and 
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arguably the responsibility, to become 

the clearest and most principled voice 

articulating what is at stake for public 

knowledge in the age of AI: not only 

access to information, but the very 

possibility of a shared, publicly gov-

erned understanding of truth.



Challenges

Roundtable participants identified 

various challenges related to AI de-

velopment and deployment, but 

also to the broader changes in on-

line information and knowledge 

ecosystems. We were particularly 

interested in building a more ex-

pansive understanding of the is-

sues, going beyond a focus on tech-

nical strain on Wikimedia’s infra-

structure or the relatively well-iden-

tified challenges related to automa-

tion of knowledge production on 

Wikimedia.
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Use of Wikimedia content by the 

largest AI companies is a prime ex-

ample of how knowledge equity is 

hindered by disparities in power. Tradi-

tional forms of openness — described 

as “radical open access” — can lead to 

a sense that free knowledge is being 

exploited or even stolen. Therefore, 

Wikimedia needs to acknowledge 

these limitations to open licensing and 

consider evolving the concept and the 

mechanisms of ensuring openness. 

The Wikimedia Enterprise project is a 

first step in this direction. 

Licensing frameworks should be re-ex-

amined if AI use is compliant with 

open licensing terms, but still harmful 

Dealing with 
the paradoxes 
of openness1
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to the knowledge commons, or the 

community that stewards these com-

mons. For example, the Wikimedia En-

terprise project is already establishing 

new boundaries and leverage to en-

force conditions on commercial users, 

for example through API and robot 

policies. The overall challenge is to de-

velop a model that ensures sustainab-

ility without abandoning, or limiting, 

openness. Wikimedia also needs to ad-

dress the sustainability of the broader 

ecosystem of knowledge organisa-

tions, media and other information 

providers. An ecosystem approach 

should use a combination of solutions 

such as governance standards, tech-

nical solutions, or regulation, including 

taxation schemes.



Collective intelligence vs artificial intelligence - Report from the roundtable on Wikimedia and AI

0018

Wikipedia is a “mountain of gold” for AI 

training and development, because its 

data is verified by humans. There are 

challenges to the sustainability of pro-

ducing human knowledge which is 

then is transformed into data for AI. 

But this is also an opportunity for Wiki-

media to develop and promote new 

approaches to data creation and gov-

ernance in AI development, based on 

collective intelligence. Work done by 

Wikimedia Deutschland on the 

Wikidata Embedding project is a first 

step in this direction. 

There is rising demand for data cre-

ated by humans, largely due to the im-

portance of model post-training pro-

cesses, where such data can play a key 

role. Existing means of creating this 

data — often by startups touting 

Wikipedia as a 
data commons2
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“human data” — are very different 

from collective intelligence efforts like 

Wikimedia platforms. They are indi-

vidual, outsourced, top-down, and 

aimed at minimising costs, rather than 

collaborative knowledge develop-

ment. There is space to offer an altern-

ative data pipeline, based on a vision of 

collective intelligence. 

While synthetic data might seem like 

the antithesis of human data, it is an 

increasingly important resource for AI 

development that helps ensure quality 

or protect privacy. Just as with human 

knowledge work, Wikimedia could of-

fer a model synthetic data pipeline 

that is collectively developed and gov-

erned. 

Finally, public debate often paints 

Wikipedia as a complete resource for 

AI training, and AI models as trained 

on “all of world's data.” In fact, there are 

large knowledge gaps both in Wikipe-

dia and in AI training datasets. Also, 

there are big differences between the 

different language Wikipedias and 

how they are impacted by AI. While 

the public debate focuses on the 

largest Wikipedias, smaller ones can 

play a key role in developing truly di-

verse and multilingual AI tools. Know-

ledge work needs to include ways of 

mapping and representing gaps, as 

well as degrees of certainty. Wikipedia 

is not a monolithic body of knowledge. 

The differences between Wikipedias 

provide an opportunity to create more 

nuanced and dynamic representations 

of knowledge.
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Generative AI development puts in 

sharp contrast the divergence 

between proprietary and public know-

ledge. The former — data held by any 

commercial platform or AI company — 

is growing rapidly and sees much in-

novation but remains inaccessible to 

the public. Private organisations are 

actively collecting and managing bod-

ies of “private truth” that contribute to 

concentrations of power, and a sense 

that public knowledge is being ex-

ploited for private gain.

While public knowledge has value, its 

modes of production and consump-

tion are outdated, and lack of access to 

private data limits the possibilities of  

growing the body of public know-

ledge. 

Public 
and private 
knowledge3
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Patterns of knowledge consumption, 

and of reaching consensus as to the 

validity of knowledge, are not keeping 

up with rapid technological change, 

while rise of disinformation challenges 

integrity of the information ecosystem. 

Generative AI models are opaque 

sources of knowledge that ultimately 

are shaped not through public debate 

and with public oversight, but by 

choices sometimes made by individu-

als in positions of power. 

As a result, there is a risk of the public 

knowledge ecosystem collapsing, and 

fragmenting into bodies of private 

knowledge, and fractured views of the 

world and of what truth is. Amongst 

these challenges, Wikipedia remains 

the prime — and proven — example of 

how knowledge can be collectively de-

veloped, verified and stewarded. The 

erosion of trust in public knowledge 

and institutions that create them is a 

major challenge for Wikimedia. In this 

environment, Wikipedia can focus on 

its value as a source of “ground truth”: 

a body of neutral, verifiable knowledge 

built through consensus. 

To remain relevant, Wikimedia also 

needs to be more innovative to adapt 

to shifting patterns of knowledge con-

sumption, and to the risk of disinter-

mediation by AI systems. There is a 

need to consider new interfaces and 

new modes of interacting with Wikipe-

dia. Ideas include video formats or ma-

chine learning solutions such as chat-

bots, MCP servers, or editing inter-

faces.  
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4
Wikipedia is facing a challenge of dis-

intermediation by AI services, with 

users increasingly relying on AI tools to 

obtain information that they would 

previously seek on Wikipedia. As a res-

ult, the original feedback loop at the 

heart of Wikipedia’s sustainability as a 

project of collective intelligence is 

breaking with decreasing overall visits, 

fewer users are inclined to become ed-

itors. The fundraising model, reliant on 

views of the fundraising banners, is 

also at risk. The recently reported 8% 

yearly drop in visits by human users to 

Wikipedia is a sign of this challenge. 

In recent years, Wikipedia has largely 

relied on Google search to drive traffic 

The new 
knowledge 
loop
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to its website. This symbiotic relation-

ship is now fracturing. Furthermore, as 

the knowledge ecosystem reacts to 

the challenge of generative AI, many 

organisations are limiting or closing 

access to their resources. This can have 

a negative effect on Wikipedia, as edit-

ors rely on access to these primary 

sources.    

Knowledge

Hum
an traffic - New editors - Donations

Open
web

Machine 
traffic pressure 

on Infrastructure

Decrease in human traffic

decrease in editors and donations

Training and 
realtime data for AI

Generative AI 
disintermediates

Open
web

Original 
knowledge loop

New 
knowledge loop
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To address this challenge, Wikimedia 

needs to understand the new know-

ledge loop that is emerging, with AI 

services as key actors that intermedi-

ate access to knowledge. Understand-

ing the shape of the new, emerging 

online ecosystem is a prerequisite to 

action. Dealing with this challenge also 

requires an ecosystem perspective, in-

cluding partnerships with other know-

ledge organisations facing the same 

challenge: media and journalists, lib-

raries, and other collective intelligence 

efforts. 

Wikimedia needs to decide where it 

wants Wikipedia to sit in this emerging 

architecture: as a passive data source, 

or as an active shaper of standards, in-

terfaces, and governance norms for 

how AI systems access and represent 

knowledge. It also needs to under-

stand who its partners are, which inter-

mediaries can support Wikimedia’s 

mission, and under what conditions. 
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As the Wikimedia Movement seeks 

to address these challenges, it will 

face various tensions that it needs 

to navigate. 
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vsReuse of Wikimedia 
content 

AI development leads to the 

reuse of Wikimedia content 

at an unprecedented scale — 

seemingly in line with its 

mission.

Incentives to contribute
to Wikimedia platforms

Pervasive reuse, at mass 

scale, can threaten 

motivations and incentives 

for contributing to 

Wikimedia projects. 

Disintermediation by AI can 

lead to fewer users reaching 

Wikipedia and going on to 

become editors.

2

vsWikimedia’s mission of 
knowledge equity

Wikimedia is committed to 

knowledge equity and 

providing free content.

Strain on Wikimedia’s 
infrastructure

Infrastructural costs put a 

strain on efforts to deliver 

free knowledge as a service. 

The principle of openness 

conflicts with power 

imbalances, as shared 

knowledge is exploited.

1



Collective intelligence vs artificial intelligence - Report from the roundtable on Wikimedia and AI

0028

4

vsWikipedia as free 
knowledge 

For AI developers, Wikipedia 

is valuable as a source of 

high-quality data for AI 

training. Over time, its value 

could decrease if knowledge 

can be produced cheaply by 

LLMs.

Wikimedia as a 
collaborative community

Wikimedia platforms’ 

continuing advantage lies in 

their collective intelligence: a 

process of human-centric 

deliberation and content 

production.

vsWikimedia engaging with 
AI development  

Wikimedia needs to actively 

engage with AI 

development, if it wants to 

influence the emerging 

ecosystem and its norms. 

Wikimedia not giving in 
to AI hype

Many in the Wikimedia 

Movement are anxious 

about giving in to AI hype. 

Dealing with this tension 

means finding the right mix 

of human activity and 

automated functions.

3
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5

vsWikipedia 
as a destination 

For the last 25 years, 

Wikipedia has been the 

source of first resorts for 

users seeking information on 

the Web. Its sustainability 

depends on being a 

destination site for human 

users. 

Wikipedia 
as ground truth

Wikipedia might become a 

“source of last resort,” a 

reference providing ground 

truth to AI systems. A new 

mode of sustainability would 

be required, which accounts 

for Wikipedia's value being 

distributed across the new 

information ecosystem.

6

vsCentralised action by 
Wikimedia Foundation 

As Wikimedia seeks 

solutions to AI-related 

challenges, there is a 

tendency to centralise since 

many of the potential 

solutions are technical or 

infrastructural and require 

expert knowledge. 

Collective action by 
Wikimedia Movement 

Decentralisation remains a 

key advantage of the 

Wikimedia Movement, 

which should seek multiple, 

local approaches to these 

challenges. Uncovering how 

various Wikimedia entities 

are complementary is key to 

dealing with this tension.



The time for 
change is 
now
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It was noted in the roundtable that the 

discussion — and the Wikimedia 

Movement in general — lacked sense 

of urgency. It is possible that in five 

years, no one will visit Wikipedia, or 

that in 10 years, the platform might no 

longer exist. This sense of urgency is 

clear in other organisations working in 

the public knowledge ecosystem, for 

example in newsrooms. 

The Movement’s lack of urgency might 

be because Wikipedia itself was a force 

of disruptive innovation that changed 

the existing knowledge ecosystem — 

much like the LLMs today. Unlike more 

established organisations that had to 

navigate the transition from analogue 

to digital, Wikimedia projects have 

never experienced massive changes in 

ways of working with knowledge. 

There is a lack of experience of change 

and, possibly, a sense of invulnerability. 

There is an urgent need to move bey-

ond describing the challenges of AI 

and the crisis of sense-making, to-

wards a shared strategy and coordin-

ated action. Without this shift, Wiki-

media risks becoming a highly used 

but politically weak infrastructure: in-

dispensable to AI systems, but increas-

ingly invisible, underfunded, and un-

able to defend the public interest.

Wikimedia is big enough to help 

shape the new knowledge ecosystem 

— but it needs to act now. It needs to 

be the voice of the open web and the 

knowledge commons, presenting a 

different vision of AI based on core 

principles and collective intelligence.

To achieve this, Wikimedia needs to 

align closely both with other stewards 

of the knowledge commons and de-

velopers of open source and public AI, 

such as the Swiss Apertus. Together, 

they should propose an approach cov-

ering the full life cycle of AI develop-

ment and deployment, ensuring that:

Wikimedia content is used in a 

sustainable way

The collaborative vision of Wikime-

dia is present in various stages of 

AI development

Mechanisms ensuring sustainabil-

ity of the knowledge commons are 

in place

There are normative alternatives 

to the dominant generative AI 

models that can augment the col-

lective labour of building Wikime-

dia 



Next Steps
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Building on the outcomes of the 

roundtable, Wikimedia CH will publish 

a white paper in 2026 outlining its vis-

ion for Wikimedia’s role in AI develop-

ment and in the new knowledge loop. 

It will offer the Wikimedia Movement 

and its partners a proposal for a “Wiki-

pedia in the era of AI” mission and 

strategy, including: 

a shared policy position on AI 

governance 

a funding proposal for sustain-

ing the mission 

and a vision for developing tech-

nical elements and tools for a 

Wiki AI stack

The challenges that Wikimedia faces 

are significant. Yet the Wikimedia 

Movement, acting together in the 

spirit of collective intelligence, can suc-

cessfully face this challenge. Wikipe-

dia’s 25th Anniversary is a great oppor-

tunity to launch a new mission.
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