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This series of case studies was produced by the Learning and Knowledge Exchange Unit 
in UNICEF’s Division of Data, Research, and Policy. Developing the case studies was a 
collective effort, with a team of people led by Paola Storchi contributing their research, 
data, insights, and stories.

The case studies should be viewed as a “living” community product. Stories and 
ideas stem directly from the real-time, online exchanges of UNICEF staff and partners. 
Together, they learn, share news and ideas, and empower one another with the 
knowledge they need to deliver the greatest results for children. Much is owed to their 
innovations, insights, and hard and inspiring work. This publication would not be the 
same without them! 

A huge thank-you goes to Patti Anklam, who conducted in-depth explorations of how 
groups of UNICEF staff are leveraging an online social platform, Yammer, to build 
communities and interact with colleagues and partners around the globe. Her research, 
analysis, surveys, and interviews of more than 100 colleagues were essential to building 
the case studies. Gratitude also goes to Carrie Basham Young, who provided powerful 
insights into and data on how worldwide trends on collaboration and community building 
are influencing the use of internal social media in the private and not-for-profit sectors, 
highlighting potential implications for UNICEF. 

The following colleagues and collaborators provided information on featured projects 
and programmes. From WASH: Md. Firoj Alam, Irene Amongin, Lizette Burgers, Christie 
Chatterley, Nick Chudeau, Carmelita Francois, Leisa Gibson, Michael Emerson Gnilo, Guy 
Hutton, Bernard Keraita, Mubashara Iram, Rolf Luyendijk, Bhawna Maheshwari Vajpai, 
Antonio Marro, Jolly Ann Maulit, Edson Monteiro, Salathiel Nalli, Nasratullah Rasa, 
Monica Serrano, Yodit Sheido, Bodh Narayan Shrestha, Brigitte Sins, Lavuun Verstraete, 
Brooke Yamakoshi. Contributions from partner agencies: Bijan Manavisadeh and Hanna 
Woodburn (Global Public-Private Partnership for Handwashing), Ina Jurga (Wash United), 
and Peter Van Maanen (consultant). From Communications: Penny Berns, Paloma 
Escudero, Tomiko Karino, Camille Maitre, Lei Pang, Dennis Yuen, Carolina Ramirez, 
Veronika Vashchenko, and Jessica Wright. From Internal Customer Care: Vanni Heng, 
Maria Ieroianni, Refiloe Moruti, Jonathan Muthebi, Mishiko Seino, Kym Smithies, Yiming 
Qu, Timothy Takona and Alfonso Vacaflores. 

Editor: Gretchen Luchsinger Graphic design: Cristina Ottolini

This publication is dedicated to all community leaders and members who are growing 
vibrant communities that connect people, share knowledge, and accelerate results for 
children and young people. 

We want to hear from you!

This publication is a living document that will evolve through consultation with 
colleagues and partners. We value readers’ opinions and want to know what we are 
doing right, what we could do better, and any other insights you are willing to share. 
Please send any comments to: pstorchi@unicef.org
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CONNECT, SHARE, 
TRANSFORM
How investment in UNICEF 
communities harnesses the power of 
connecting “everyone, everywhere”

The UNICEF mission depends on realizing the enormous 
potential of digital communication and collaboration. This is 
the way of a fast-arriving future, where a demographic shift 
towards younger workers combines with rising rates of mobile 
usage and a growing need for real-time information sharing. 
Online communities are the best way to connect people to 
each other and to the knowledge they need to deliver the 
greatest results for children.
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Fundamental to UNICEF’s mission is sharing its unique knowledge of children with 

the world. Drawn from the rich content and experiences of operations across 190 

countries and territories, UNICEF knowledge improves programmes and powers 

advocacy. It helps inspire experts, NGOs, governments, civil society leaders, busi-

ness people and others to take up children’s causes. 

Increasingly, drawing forth the full value of knowledge depends on communities. 

Since online communities of practice were introduced in 2008, they have come to 

nourish and shape “living knowledge.” This comprises the constant exchange of 

insights, experiences and evidence that are the basis for learning. 

Regardless of geographical distances or “silos” within the organization, members 

of communities can easily and openly ask questions and debate answers with their 

peers. What they learn becomes the basis for innovation and high-impact actions 

to improve children’s lives. 

Since Yammer was introduced as an online community platform at UNICEF in 2011, 

it has fostered a series of communities. Each has one or more community man-

agers responsible for membership, content curation and regular conversations. 

Training, coaching, user guides and other resources support community managers 

and members to use communities to cultivate networks and expertise, and expand 

UNICEF’s global knowledge base. UNICEF’s Community Management team is strongly 

committed to skillful community management, not technology alone, as the most 

important driver of community success.

By the end of 2017, 5,068 UNICEF staff were actively participating in communities, 

42 per cent of all UNICEF staff. A process of revitalization has clarified communi-

ty purpose and value. It has provided evidence to demonstrate their continued, 

far-reaching potential, and developed a simplified and visionary model, BUILD, for 

helping communities realize their promise. 

Social collaboration has earned its place as a conduit for transformation inside or-

ganizations. By 2016, 93 per cent of respondents to a McKinsey survey reported that 

their companies were using at least one social technology, and 74 per cent reported 

that social tools were being integrated into employees’ work.  Measured benefits 

range from a potential return on investment of up to 365 per cent, to increased work-

er productivity of up to 25 per cent, to the intangible but critical values of increased 

employee happiness, stronger and more diverse interpersonal relationships, and 

better cooperation in a crisis. 

“People have always had networks. We all talk to other people. Going online doesn’t 

replace personal interaction. But it does make the opportunities even bigger, be-

cause you can connect with more people and with a purpose.”

—Community manager

KNOWLEDGE FUELS OUR MISSION

http://buildunicef.s3-website-us-east-1.amazonaws.com/index.html
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Mid 2008:
UNICEF embraces 
Yammer

January 2016: 
1,000 Engaged Users

March 2016: 
Strategic 
Interventions, 
Education, and 
Consultations

February 2016: 
Review of 
Communities

November 
2016–Present: 
Work to Scale  
our Knowledge  
and Impact

 + Global Survey on Community Building 2017 

(under way) 

 + Global Survey on Community Building 2016  

(approximately 6.5% of UNICEF staff responded)

 + Research and Develop Case Studies

 + Rationale for Behavioral Analytics

 + Community Playbook 

 + Re-branding with simplicity – the BUILD model

 + 90-Day Plans

 + Yammer Network Clean Up

 + New member Welcome Campaign

 + Personalized Consultations for Key Teams

OUR PROCESS AND JOURNEY
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1&2 Paola Storchi and Carrie Basham Young, “Harnessing the Power of ‘Living Knowledge’ at UNICEF:  
A Journey of Becoming a Networked Organization through Social Technology and Community Management,”  
IKMAP, Kobe, Japan, 2016.

UNICEF needs to be agile and adaptive to meet the challenges faced by children 

everywhere. To achieve their mission, staff often depend on sharing informal knowl-

edge. A common work area typically leads them to exchange ideas and collaborate, 

but often mainly within formally established teams and through formal documents, 

such as email, policy papers and best practice guides. 

A significant amount of critical in-progress learning, information, questions and 

ideas is always constantly evolving, however. This tacit information, or “living 

knowledge,” is defined as “the unstructured, informal information that we build 

and create in every conversation we have, with every idea we spark, with every 

opinion we form, when we learn a lesson or debate a position, and when we think 

fast and on a whim without the fear of being judged.”2 

When people are not well connected to each other, living knowledge remains 

mostly undocumented and unknown, even though it can be extremely valuable in 

solving real-world problems. Communities have become the most effective means 

to unblock and accelerate the flow of living knowledge, across locations and orga-

nizational hierarchies.

Living knowledge is, in some sense, the life force of communities.

WHERE KNOWLEDGE LIVES

https://unicef.sharepoint.com/teams/Communities/Shared%20Documents/BUILD%20Resources%2028%20July%202018/IKMAP%20Harnessing%20The%20Power%20Of%20Living%20Knowledge%20%40UNICEF%202016.pdf
https://unicef.sharepoint.com/teams/Communities/Shared%20Documents/BUILD%20Resources%2028%20July%202018/IKMAP%20Harnessing%20The%20Power%20Of%20Living%20Knowledge%20%40UNICEF%202016.pdf
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Initially, the quality and use of communities at UNICEF varied. But since 

a revitalization initiative in 2016 began to further empower and energize 

communities and their leaders, communities have taken off.

 

By the end of 2017, monthly online engagement in Yammer has more than 

quintupled from 1,000 staff per month in January 2016 to over 5000 staff per month 

by end of November 2017. This constitutes a five-fold increase of the engagement 

rate due to sustained community management activities. Nearly 12,000 staff now 

have an account, and more than 100 new members join every month.

 

The number of Yammer groups has been reduced, while remaining groups have 

sharpened their focus and used new tools, such as the BUILD model, to fully 

harness the power of living knowledge.

 

A process of revitalization has clarified community purpose and value. It has 

provided evidence to demonstrate their continued, far-reaching potential, and 

developed a simplified andvvisionary model, BUILD, for helping communities 

realize their promise.

AN IDEA TAKES OFF

https://unicef.sharepoint.com/teams/Communities/Shared%20Documents/BUILD%20Resources%2028%20July%202018/UNICEF%20Community%20BUILD%20model%20ps%20June%202018.pdf
https://unicef.sharepoint.com/teams/Communities/Shared%20Documents/BUILD%20Resources%2028%20July%202018/UNICEF%20Community%20BUILD%20model%20ps%20June%202018.pdf
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3 Melissa Rosen, Yammer Group Insights: Opening the Door to Group Transparency, November 2017

Communities are available to anyone in UNICEF who would like to create a space 

to connect people, ideas and projects, in line with a well-defined purpose and stra-

tegic priorities for children. 

They fall in several categories covering all core dimensions of UNICEF work:

• Sectoral communities focused on thematic areas, including emerging issues.

• Customer care or functional communities that provide support regarding 

specific internal business and reporting tools.

• Regional communities that bring together regional expertise around  

a particular area of work.

• Country-level groups that provide connection, local information and  

language-familiarity to staff working in a specific country.

• Communities of interest focused on a particular/emerging topic not specifically 

related to a job or task.

• Communities actively supporting staff in an emergency context.

Dozens of community members have volunteered their time to learn about community man-

agement and participate in web-based training on issues such as heightening user partici-

pation and sustaining high-quality content. Self-service data extraction capabilities now 

allow more targeted engagement campaigns. Yammer recently introduced Group Insights 

—a simple, effective set of analytics. Group managers can now have a quick look 

into metrics for the groups they manage to get a feel for how much their members 

are posting, reading and liking the items posted in their group.3 

High-performing communities systematically foster collaboration, gather insights 

and disseminate knowledge that produces solutions. Case studies have showcased 

the achievements of some of these, such as WASH in Schools, Cats Connect, Digital 

Labs and Customer Care.

http://www.talksocialtome.com/blog/
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4 Paola Storchi and Carrie Basham Young, “Harnessing the Power of ‘Living Knowledge’ at UNICEF: A Journey of Becoming 
a Networked Organization through Social Technology and Community Management,” IKMAP, Kobe, Japan, 2016.
5Edward Marshall, “Building Trust at the Speed of Change. The Power of the Relationship-Based Corporation,” American 
Management Association, September 1999.

When they are intentionally led and driven by a well-defined purpose, communities 

deliver multiple benefits, including: better knowledge, more productive working 

relationships, and more efficient use of time and organizational resources.

Insights become actionable. Communities can transform informal networks into 

productive communities. Members translate living knowledge into living solutions. 

The immediacy of communication fosters rapid knowledge transfer as well as con-

textual dialogue around answers to common problems.

Increasing scope for innovation. The exchange of diverse ideas and solutions encour-

ages community members to think and create in new ways, and can spur innovation. 

Connecting people and ideas. Communities help members build connections across 

global professional networks, bridging organizational and geographic boundaries. 

This increases the likelihood of the cross-fertilization of ideas and the development 

of stronger relationships. 

The HBR, in looking at global companies, notes: “Many global employees report 
that internal social tools give them a window onto broader organizational discourse 
that is otherwise unavailable to them. In a dynamic and global marketplace, far-flung 
employees value this sense of belonging.”

Learning becomes inclusive. People who share interests or passions not only learn 

from each other, but also empower each other to perform better. Sharing a suc-

cessful project plan becomes natural – not as a way to promote oneself, but to give 

to others. Skillful community leaders help catalyse and maintain a productive and 

inclusive experience for other members.4 

High-quality content generates trust and strategic value. High-quality content, 

emerging from the constant sharing of insights and ideas, fosters engagement in 

communities. Trust grows, encouraging ever deeper involvement and creating stra-

tegic value. As Edward Marshall noted, “speed (and results) happen when people 

truly trust each other.”5 

DID YOU KNOW? 
Social channels can increase productivity by up to 23 per cent. —McKinsey, 2012
Workers are 17 per cent more satisfied when they have effective digital collaboration 

tools. They were 22 per cent more likely to believe their organization cared about 

their morale.  —Deloitte, 2013 

WHAT COMMUNITIES ACHIEVE

https://unicef.sharepoint.com/teams/Communities/Shared%20Documents/BUILD%20Resources%2028%20July%202018/IKMAP%20Harnessing%20The%20Power%20Of%20Living%20Knowledge%20%40UNICEF%202016.pdf
https://unicef.sharepoint.com/teams/Communities/Shared%20Documents/BUILD%20Resources%2028%20July%202018/IKMAP%20Harnessing%20The%20Power%20Of%20Living%20Knowledge%20%40UNICEF%202016.pdf
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 Very important 
 Somewhat important 
 Not important to me / I don’t use if for this

For each of the following reasons that you might use Yammer, indicate which are important  
to the way that you use it.

10%

0%

30%

50%

20%

40%

60%

70%

To connect 
with like-
minded people

To able to help 
others

To find people 
I might not 
know on the 
same kinds 
of things that 
I am

Learn about 
career oppor-
tunities or grow 
my skills

Share my work: 
knowledge 
products,  
good practices, 
or info about 
resources 
others may 
need to do 
their job

Look for 
solutions, 
suggestions 
and ideas: 
knowledge 
products, good 
practices, or  
info about 
resources that 
help me do my job

Share 
successes

To get specific 
answers to 
technical 
questions 
about tools I 
need to get my 
work done

Publicize 
webinars and 
encourage 
interactions 
among 
participants 
after webinars

Source: UNICEF Communities Survey, 2017

Less time is spent searching. Communities can be a ready, easy-to-access source 

of solutions, suggestions and ideas. Being part of a trusted community of peers 

makes it possible for staff to make direct requests to support their work, often re-

ceiving multiple responses almost instantaneously.

Avoiding duplication. As staff learn about initiatives similar to their own, they can 

not only learn from these, but also avoid overlap and better coordinate their efforts. 

Avoiding “reinvention of the wheel” can free up time and money.

Respondents to UNICEF’s 2016 Communities Survey affirmed the many benefits of 

communities. Overall, half of 733 respondents said they used Yammer. They noted 

benefits such as saving time and getting information or work products from other 

countries/regions. Those who used Yammer frequently also cited the importance 

of developing connections with colleagues that they would not otherwise have met. 

They agreed that the platform would be more useful if many more users were engaged 

and there was visible senior management support.

“I have a sensor that enables me to know what issues colleagues in my practice area 
are encountering and solutions they are sharing.” —Survey respondent

“I have learned more about what is going on in other parts of the organization.”
—Survey respondent

DID YOU KNOW? 
30 per cent to 35 per cent of staff time spent searching for information  

could be repurposed when the information is posted by default in an internal 

social network —Deloitte, 2015
Streamlining decision and information networks can help organizations realize 

time savings equivalent to 12 per cent to 16 per cent of the total hours put in 

by their workforce —Rob Cross 

WHAT COMMUNITIES ACHIEVE

https://unicef.sharepoint.com/teams/Communities/Shared Documents/UNICEF_CommunitiesSurvey May  2017_final (2).pdf
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In 2016, the Yammer communities had been in place for nearly eight years. It was time 

to take stock. 

After UNICEF embraced Yammer towards the end of 2008, initial uptake was char-

acterized by rapid, voluntary, bottom-up adoption. Staff organically created and 

joined thematic groups and discussions, and built connections with each other. No 

formal adoption campaign or organization-wide announcement propelled the shift, 

though both the Internal Communications and IKM teams were highly supportive. 

Within three years, 4,300 out of some 12,000 employees had joined Yammer. By 

2011, the network contained approximately 280 public and private collaboration 

groups. While some staff were actively collaborating, however, many others were 

not aware of Yammer’s existence.

UNICEF’s Learning and Knowledge Exchange team, working closely with community 

managers, began a concerted revitalization effort to assess progress and mobilize 

deeper, broader engagement. When a revitalization process began, engagement 

was still low by industry standards. Approximately 1,240 of 9,500 registered user 

accounts were engaged, a rate of 13 per cent, and only 80 of 450 Yammer groups 

were active. By the end of 2017, community engagement—defined by the percent-

age of members logging into the network and taking part in any way—had reached 

a record high of 42 per cent; adoption had grown by over 400 per cent over the 

previous year. 

The Learning and Knowledge Exchange team’s commitment to reigniting Yammer 

started by fostering the spread of human-centric, storytelling practices across the 

entire network, aimed at improving the quality and appeal of content in the com-

munities. High-functioning communities were identified and studied to identify the 

sources of their success. The goal overall was to create a tangible model of success-

ful collaboration where dialogue-based exchanges of living knowledge were valued  

and encouraged. 

Some specific strategies employed in the revitalization included:

Empower functioning informal networks to cooperate online. A series of interactive 

webinars, more than 80 one-on-one Skype calls and three face-to face immersive 

workshops in New York brought in external expertise (Ernst & Young, World Bank, 

UNDP and others). Yammer groups (and, in some cases, SharePoint sites) were 

integrated into specific daily workflows and communication programmes. 

Investing in fostering engagement. Fostering and sustaining engagement in an 

online community hinges on the ability to craft good posts, questions and answers 

to bring people in, encourage responses, and build trust and engagement. A series 

of learning examples of powerful posts were developed, along with an “anatomy 

of a good post.” These showcased the key elements that make posts engaging, 

meaningful and attractive.

OF LIVING KNOWLEDGE
REVITALIZING THE EXCHANGE
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Welcome campaign. Web-based training taught a dozen volunteers about effective 

ways to greet new Yammer members. These champions provided personalized 

welcome messages and recommendations for content and relevant groups to all 

new users. Unexpected changes to Yammer’s cloud-based software, however, 

halted this programme.

90-day plans. Community managers directly engaged eight key communities/

networks and their leaders to develop 90-day plans to map out business value and 

community management activities. This exercise was aimed at alignment with short 

and long-term strategic objectives. Each plan included member outreach tasks, 

core group participation expectations, methods for creating content, and topics for 

discussion, as well as resources and actions required to build a vibrant community.

Network clean up. Nearly 450 groups had been created on the Yammer platform, 

yet less than a third were active by 2016. Search results often produced inactive, 

duplicative or unmanaged groups. A process of deleting 114 fully inactive groups 

began after a notice period to users, while an additional 100 groups were evaluat-

ed to determine next steps. Some issue-based groups were merged, such as eight 

groups about “collaboration” and 20 operational groups. The result was a simpler, 

better curated and more valuable set of communities with higher quality content 

and more visibility to larger audiences.

Communities mapping and prioritization project. The team conducted a review  

of all UNICEF online communities to determine the strongest candidates for 

personalized coaching around strategies and next steps. Selection was based on 

division priorities, the extent to which a community embraces external collaboration, 

and the influence/impact that the community have on UNICEF’s strategic programme 

priorities and functions.

 

Measuring community/network impact. To capture the contribution communities 

make to UNICEF’s work and to identify lessons learned and good practices, case 

studies of large existing groups with an explicit investment in community manage-

ment were developed. Over 100 interviews were conducted with staff across the 

organization, and a global survey to understand the best tools and technologies 

to support communities was implemented. Modern tools continue to be explored, 

with an emphasis on those that are simple but powerful, along with individual and 

group messaging and call/video/streaming capabilities. 
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A centerpiece of the revitalization strategy was the development of the BUILD model. 

It captures and simplifies a set of activities required to create and engage consis-

tently successful communities. The model and associated web site were developed, 

branded and marketed in mid-2016, with an emphasis on the promise of people first 

and technology second. 

In January 2017, without being officially publicized, the BUILD website received 5,195 

hits and was visited by 3,708 unique users, indicating interest and rapid adoption.  

The BUILD acronym brings together the core elements of community infrastructure:

B:  A billboard, such as an ICON story or global broadcast messages, that gets  

  important messages about the community out to everyone at UNICEF 

U+I:  User interaction (literally, “you and I”) through regular opportunities for  

 community members to interact and develop relationships, such as in  

 webinars, workshops, training and events

L:  A library that is carefully designed and curated, ensuring that members have  

 ready access to essential research, reports, guidelines, templates, examples  

 and source materials for learning

D:  Dialogue to learn and build relationships via an online community platform  

 such as Yammer groups

Successful communities blend these elements so that they complement and rein-

force one another, and encourage repeated, consistent engagement. For example, 

many communities have built membership through a regular seminar series, com-

mitting to monthly or quarterly schedules. Similarly, training sessions and face-to-

face workshops provide opportunities to meet in person, which everyone acknowl-

edges to be the most valuable interactions. Many communities turn to Yammer for 

planning prior to events and then use it after to distribute summaries or materials 

shared during the event.

BUILD: A MODEL THAT PUTS PEOPLE FIRST

https://unicef.sharepoint.com/teams/Communities/Shared%20Documents/BUILD%20Resources%2028%20July%202018/UNICEF%20Yammer%20deck%200618%20pstorchi.pdf
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6Paul Leonardi and Tsedal Neeley, “What Managers Need to Know About Social Tools”, Harvard Business Review, 2017

Backed by the findings of leading global research, the community revitalization 

process affirmed a number of elements that shape successful communities. 

Define the purpose: If staff don’t understand the use of social tools, they may avoid 

or misuse them. The HBR found that internal social tools become most useful once 

a critical mass of employees is actively involved.6 Managers and the organization as 

a whole need to proactively define the value of these tools, make their benefits clear 

and regularly reinforce their use. Further, while not all communities may address 

immediate and critical organizational functions, all should be identified strategically 

in sector, functional, regional and division knowledge management plans. 

Prioritize high-quality content. Setting up an online community with a clear stra-

tegic purpose is a starting point. Beyond that, it is vital to “seed” the community 

with high-quality content. This may come through a well-designed, intuitive Library 

website that becomes a repository for archives and essential resources. Regular 

newsletters can summarize key topics, highlight new techniques, spotlight the latest 

resources and ask questions for discussion on Yammer. 

Strengthen awareness. Internal marketing campaigns, messages from leadership 

and training can all clearly articulate a focus on the core purpose and value of 

communities, galvanizing members to get and stay involved. At the same time, a 

powerful “ambient awareness” can grow from management recognizing the value 

of friendly, informal interaction, even when it is not always directly related to work. 

People will start making new and potentially fruitful connections. Occasional re-

minders can reinforce understanding of how even details that are not immediately 

relevant may be useful later on, contributing to a fuller knowledge of the work and 

the organization. 

Empower community managers. Online community management is a professional dis-

cipline that requires familiarity with the technology, and skill in relationship-building 

and personal networking. If community management is not adequately resourced, 

the community will fail.

The manager may attend to business, strategic and technical tasks, while also 

participating actively by posting information, asking questions and encouraging 

participation. Personal outreach is particularly important in emerging areas where 

there is not yet a cohesive community, and individuals are educating themselves 

and trying to connect.

Only a few UNICEF communities have had an individual whose only role is that of 

community manager. Most managers are technical specialists in a given function 

who have taken on or been assigned to manage a community as part of their com-

munication and outreach responsibilities. 

MAKING THE MOST OF COMMUNITIES

https://hbr.org/2017/11/what-managers-need-to-know-about-social-tools
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Recognize champions. Champions are role models for other members of a community.  

They help to raise its profile and collective knowledge, energizing it and expanding 

its value. Their role may be informal, or a group leader may deliberately identify 

and recognize champions. 

Spell out the rules. Concerns about communities include issues around confiden-

tiality and complying with organizational policies. Clear guidelines need to specify 

what can and cannot be shared.  

Support emerging communities and social tools. Living knowledge is, by its nature, 

emergent. It is always coming into being, but is not always immediately ready for

quantification, categorization or action. While communities aligned with high-priority

programme, practice and policy areas can always be readily identified, emergent

ideas that attract small but passionate discoverers also need to be systematically

supported, as these can be rich sources of new thinking and innovation.

Social tools are also emergent, with people continually trying new ways of capturing

knowledge, such as through mobile phone apps. Organizational tools and policies

need to be flexible enough to nurture such emergent practices.
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The WASH in Schools Community

RAISING EVEN MORE CLEAN HANDS BY WORKING ACROSS, COUNTRIES, 

ORGANIZATIONS, EXPERTISE

The Global Partnership for Water, Sanitation and Hygiene in Schools (WinS for short) 

is dedicated to making sure every child, everywhere has access to water, sanitation 

and hygiene education. It involves 80 organizations in over 80 countries committed 

to this goal. The community, under UNICEF’s collaborative leadership, has extended 

relationships with partners, harnessed the power of collaboration and effectively 

applied the BUILD model, with regular exchanges among community members on-

line and offline, such as through webinars and working groups. Participation in the 

Yammer group grew nearly 30 percent from July 2016 to July 2017, reaching around 

450 members. The community is the only source of global knowledge specifically 

geared towards people on the ground making sure that WinS reaches every child.

CATS Connect

ACHIEVING SANITATION AND HYGIENE FOR ALL

CATS Connect is a community of WASH staff implementing Community Approaches 

to Total Sanitation – CATS in short. The community mobilizes people around two 

collective goals: end open defecation, and achieve sanitation and hygiene for all. It 

responds to a common problem at UNICEF. With people implementing programmes 

in countries around the world, learning about on-the-ground, practical implementa-

tion experiences in other countries has traditionally been difficult, outside time-con-

suming outreach to individual offices. Forming an online community and discussion 

forum was a way to tackle this issue. When WASH officers start new programmes 

now, they can go straight to Yammer to quickly find existing experiences and ideas. 

Initially, 54 UNICEF staff signed on to a new Yammer group designed specifically for 

information sharing. Today, CATS Connect is a vibrant community: 180 members 

strong, spanning 6 regions and 38 countries.

TO NEW HEIGHTS 
BRING PROGRAMMES AND OPERATIONS
IN PRACTICE: HOW COMMUNITIES 

Interviews with more than 100 community members at UNICEF informed a series of 

case studies of individual communities. Four best practices follow, demonstrating 

ways to create the greatest impacts, including in terms of sharing knowledge, 

creating a connected organization, preventing duplication and fostering innovation.  

https://unicef.sharepoint.com/teams/Communities/Shared%20Documents/BUILD%20Resources%2028%20July%202018/UNICEF%20Yammer%20deck%200618%20pstorchi.pdf
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Digital Labs

Care Community

MOBILIZING MEDIA ENTHUSIASTS THROUGH A COMMUNITY,  

A COFFEE SHOP AND A LIBRARY

For UNICEF communications officers, websites and social media tools like Facebook 

and Twitter have become a powerful means to raise public awareness and mobilize 

action for children. The Digital Strategy Section in the Division of Communication 

was charged with setting the “rules of the game” for this unfolding digital transfor-

mation. It took up the challenge of making sure UNICEF would thrive in the digital 

ecosystem, remaining secure as well as nimble, relevant and timely. Digital Labs, 

combining a Yammer group and a Sharepoint Library, has invested in high-quali-

ty content and innovative ways to build relationships and common digital media 

practices around the globe. From 2016 to mid-2017, group membership soared by 

150 people, reaching 750 in total. Digital Labs has become a unique global hub for 

critical information in the fast-changing, ever-evolving digital world.

INFORMING AND BRING TOGETHER STAFF IN A TIME OF TRANSITION

As UNICEF embarked on sweeping changes to the systems that manage its oper-

ations, through the introduction of VISION and the Global Shared Services Center 

(GSSC), the Internal Customer Care Community became a vital source of support 

for users faced with keeping up. From the start, it has had a clear purpose: to offer 

real-time support for the adoption of new internal systems and tools, and to simplify 

and expedite problem solving. It provides a place to ask technical questions or raise 

issues as they arise. Users learn from and help each other, and, in the process, build 

a sense of community among a far-flung group of people who otherwise would not 

have known each other. The community quickly became integral to communications 

around the roll-out of new systems and tools, and to provide useful resources and 

tools. Today, three groups, covering VISION, the InSight component of VISION and 

the GSSC, have more than 3,000 members.
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Community-building takes time: to cultivate relationships, make people comfortable 

with tools, and become a widespread and habitual part of how people do their work. 

This process is well underway at UNICEF, but a few persistent challenges need to 

be addressed. 

Stimulating participation. Community managers have uniformly wished for greater 

participation by members. But an ongoing issue is the lack of understanding about 

what Yammer is and what value it can deliver, a result in part of the lack of a Yammer 

induction or onboarding process. Among respondents to the Community Survey 

who do not participate in Yammer groups, a third said they did not know how to 

use Yammer or find it difficult to use. 

When asked about participating more in Yammer, the leading response entailed 

a willingness to do so with more time. One issue may be workload, but staff also 

reported believing that managers consider using Yammer a social activity. They 

do not value (or have not seen the evidence for) tangible outcomes in time-savings 

and learning. 

Support from higher management. Senior management support is critical to 

the success of online communities. Managers ideally help ensure that people 

get training to use available tools, and appoint qualified, committed staff as 

community managers. They also need to publicly articulate that they expect staff 

to participate in communities, and participate themselves occasionally, modelling 

desired behaviour. If they mostly post formal announcements, for instance, staff 

will see the community as a means to broadcast information from the top down, 

rather than as a forum for vertical and horizontal exchange and communication. A 

more interactive approach comes from a manager asking the community for ideas, 

or engaging in the community with another member who has posted a good idea.

Accountability. UNICEF’s commitment to transparency is part of its organizational 

DNA. UNICEF managers should expect a return on investment for staff they assign 

to community management, but they must also support that investment by ensur-

ing that assigned staff can do the work well, including through necessary training 

and allocations of time and other resources. 

Few statistical tools are available on Yammer to track membership, engagement, 

participation and results from communities. Yammer provides statistics on mem-

bership and engagement but only on a monthly basis, and with no longitudinal 

analyses on membership growth. 

A FEW CHALLENGES

https://unicef.sharepoint.com/teams/Communities/Shared%20Documents/UNICEF_CommunitiesSurvey%20May%20%202017_final%20(2).pdf
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7 Bryan Walker, Sarah A. Soule, “Changing Company Culture Requires a Movement, Not a Mandate”, Harvard 
Business Review, June 2017

UNICEF culture. Organizational culture at UNICEF still poses barriers to communities 

through its traditional hierarchy, which can discourage staff from venturing outside their 

area of work. Hierarchy also plays a role in hindering participation when community 

members do not see their managers getting involved, or when managers do not see 

the value of communities. With careful planning, resources and a deliberate vision, 

communities can be a catalyst for cultural change, demonstrating in real terms the 

value of collaboration and how it can power greater results.

“Culture is like the wind. It is invisible, yet its effect can be seen and felt…For 

organizations seeking to become more adaptive and innovative, culture change 

is often the most challenging part of the transformation… (It) can’t be achieved 

through top-down mandate. It lives in the collective hearts and habits of people 

and their shared perception of ‘how things are done around here’.” —HBR, 2017 7

INVESTING IN VALUE:  
WHERE DO WE GO FROM HERE?

COMMUNITIES: WELL ALIGNED WITH THE UNICEF STRATEGIC PLAN

Specific points of community alignment with the Strategic Plan include:

121. Enhancing knowledge and information systems for programme  

results and organizational efficiency and effectiveness: As UNICEF 

strengthens its position as a knowledge leader and advocate for children, 

it will require continued investment in knowledge-sharing and information 

management.This includes building digital engagement and fundraising 

platforms and leveraging social media to catalyse millions of volunteers 

for the cause of children. 

122. To facilitate knowledge transfer and exchange, UNICEF will provide 

staff with the tools needed to support interactions and active collaboration 

with other United Nations system staff, partners and others, and will work 

to improve knowledge resources.

The revitalization of the communities and the clearer understanding of their purpose 

has laid a foundation for further tapping their value, in line with commitments made 

in the current UNICEF Strategic Plan. It aims to connect staff everywhere, in every 

role. Investment in communities directly targets areas dealing with digital engage-

ment, catalysing people for children, effective knowledge exchange and building 

more efficient ways of working.

https://hbr.org/2017/06/changing-company-culture-requires-a-movement-not-a-mandate
https://www.unicef.org/publications/index_102552.html
https://www.unicef.org/publications/index_102552.html
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The return on this kind of investment can be high, as the 2016 State of 

Community Management Report from Community Roundtable affirms. 

Calculations are based on staff time saved by getting answers to questions in a 

community, sharing documents, and/or having access to experts who frequently 

share information and answer questions. 

Moving forward, the Learning and Knowledge Exchange team will invest in several 

key accelerators that can leverage progress. These comprise: behavioural analytics 

for evidence, mobile device usage for expanded collaboration, improved community 

management to further boost the quality and frequency of participation, fostering 

collaboration and creating community branding. 

Advancing behavioural analytics. To guide quality outcomes from a community, 

managers need enhanced measurement tools. Recent analysis found that UNICEF’s 

online communities, overall, are at a maturity level consistent with industry bench-

marks. But they lag significantly behind in analytics and measurement. The Learn-

ing and Knowledge Exchange team is currently bringing in-house a community 

analytics tool that will provide quantitative measures and behavioural insights into 

how communities are operating.

SWOOP Analytics is a proprietary social analytics solution that maps the human 

social network, providing real-time data. Applied to the Yammer groups, it 

will make visible patterns of adoption, cross-group collaboration, user profiles, 

and the most influential people and topics. It will enable managers to see 

where communities are delivering benefits, where engagement and education 

programmes can be most effectively directed, and how communities can best 

mobilize expertise and ideas. 

Building on a data-driven collaboration persona for each individual and group on 

Yammer, based on conversations, influence and one’s role in the overall network, 

SWOOP Analytics will also provide community managers and members with the 

ability to assess and measure their own goals and progress. 

The plan is to use behavioural analytics in conjunction with qualitative methods to 

provide insight into the relationships that are at the heart of community building. 

Case studies of successful groups will be continuously generated, with an explicit 

focus on community management. Detailed interviews with staff across the orga-

nization will be combined with targeted surveys to capture community value along 

with the best strategies and tools for support.

Community Roi by community use case:

Overall

Internal

Both

External

942%

1113%

1085%

697%

https://communityroundtable.com/what-we-do/research/the-state-of-community-management/socm2016/
http://www.swoopanalytics.com/
http://www.swoopanalytics.com/
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Do you use a mobile device for communicating with colleagues and/or accessing UNICEF’s intranet?

Yes, an iPhone, 
Anroid or other  

smart phone
67%

No
12%

Other 
Mobile Device

5%

Yes, iPad or other 
tablet device

12%

581

136 108
41

Source: UNICEF Communities Survey, 2017

Going mobile. According to the latest research, 50 per cent of all digital media time 

is spent on a mobile phone. Further, 37 per cent of the global workforce is now 

mobile, and 30 per cent of full-time employees now do most of their work outside 

of the employers’ location, according to a study by Deloitte (2016).

Given these trends—which are at work at UNICEF, as shown in the Communities 

Survey—as well as desktop connectivity challenges in many parts of the world, 

mobile phones will play a rising role in how staff connect with each other. More can 

be done to make effective use of existing mobile apps, including one for Yammer 

that is not widely enough known, and to explore other apps for collaboration.

DID YOU KNOW? 
71 per cent of Best in Class Communities measure the value of their community, 

according to the 2017 State of Community Management Report. 

https://communityroundtable.com/what-we-do/research/the-state-of-community-management/socm2017/
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Notable shares of respondents expect social tools will enable better communication and, 
more broadly, that organizations (and work) will become much more fluid. Executives at these 
companies are more likely to expect that in the next three years, work can become more project 
based; 66 percent say so, compared with 48 percent of all respondents (chart below). More 
dramatically, 72 percent at companies using next-generation tools expect social technologies  
will enable teams to self-organize, compared with 40 percent overall.

% of respondents All Respondents, n=2,286                              Respondents at organizations using 
next-generation tools, n=50

Structural and management changes that social tools are expected  
to bring about, next 3 years1

1 Respondents who answered “none of the above” or “I don’t know” are not shown

Source: McKinsey& Company

Enhancing community management. A fresh and powerful community management 

programme will continue to emphasize community value and alignment with stra-

tegic business goals. It will seek to further elevate the quality of conversation and 

knowledge synthesis, and the application of evidence in driving change for children. 

This will entail ongoing use of the 90-day plans, the introduction of 30-day plans 

and enhanced training as well as steps towards formalizing the role of community 

managers in job descriptions. 

Fostering greater collaboration. Through a new self-assessment tool, community 

managers can rate their communities along a number of benchmarked dimensions. 

This Community Scorecard was field tested with community managers and refined 

based on their feedback. It is aligned with a new step-by-step playbook outlining 

actions that any staff member can take to improve performance in the realm of 

collaboration. Community managers can share these actions within communities 

to cultivate growth. Each action is aligned to specific behaviors that have proven 

successful in online communities; all steps track the SWOOP Analytics package, 

providing a definitive way of measuring online behaviour. 

Creating community branding. Thinking of each community as a mini-brand 

and planning to create its own identity, messaging and imagery that needs to be 

marketed/communicated across the organization is a future area of work, aimed at 

demonstrating value to everyone involved. Branding builds common understanding 

and alignment among members, stakeholders and business units as well as external 

partners. It backs a shared sense of purpose and engagement, fosters trust and 

relationships, and deepens learning and collaboration.

Employee can communicate more often 
with others in different teams, functions, or 
business units. 

Day-to-day work can become more project 
based, instead of team or function based

Teams can self-organize

Boundaries between employees, vendors, 
and customers can blur

Organization’s formal hierarchy can become 
much flatter or disappear altogether

66 64

48 66

40 72

30 21

25 23

https://www.mckinsey.com/business-functions/digital-mckinsey/our-insights/how-social-tools-can-reshape-the-organization
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In a complex world, one now committed to the high aspirations of the 2030 Agenda 

for Sustainable Development, much will depend on the quality of information, the 

agility of its exchange, and the validation of evidence on the most transformative 

paths forward. Communities contribute to all of these aims. They build from the 

most powerful asset of all—people, with their commitment to continually share and 

learn, to trust, to innovate, to dream. Connecting everyone, everywhere at UNICEF  

will create a more informed and agile organization, one fully equipped to realize the 

rights and needs of children today, and for generations to come.

A FINAL INSPIRATION
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CONNECT, SHARE, 
TRANSFORM
How investment in UNICEF 
communities harnesses the power of 
connecting “everyone, everywhere”

Annex
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Context. UNICEF has been utilizing online community platforms for the purpose of 

virtually sharing knowledge between staff for more than 10 years. The main digital 

platform, called Yammer by Microsoft, was modestly used through 2015. We’re 

proud to report that in 2016–2017, an organized effort to re-invigorate the UNICEF 

Yammer community led to a fivefold increase in its engagement rate — from 1,000 

participating staff members per month to over 5,600 per month; this is more than 

46 per cent of all UNICEF staff. This growth and engagement milestone represents 

a shift in the way that teams are communicating across the globe. Well-managed 

communities have become a valid, productive method for performing work at 

UNICEF, helping to drive faster and better results for children.

Benefits. These benefits have been achieved through sustained community man-

agement efforts, which can be described as the “intentional nurturing of collab-

orative behaviors inside online platforms”. The Community Management team, 

seated within the Learning and Knowledge Exchange group, also developed a 

proprietary collaboration teaching model called BUILD, which sets out a simpli-

fied set of activities for building successful online communities (both internal 

and external). This exercise has yielded many lessons on building strong com-

munities for work collaboration, and it also confirms that when communities 

are intentionally led and driven by a well-defined purpose, they deliver multiple 

benefits — better knowledge and evidence, greater collaboration and more pro-

ductive working relationships, more innovation, and more efficient use of time  

and resources. 

Gathering Data. To measure Yammer’s impact on UNICEF, the Community Man-

agement team conducted interviews with more than 100 community members 

at UNICEF. The data and their responses helped to build a series of case studies 

focused on how communities operate in bringing programmes and operations to 

new heights, both inside UNICEF and with partners. 

KEY BENEFITS OF WORKING AS  
A COMMUNITY (INSIDE AND OUTSIDE) 

QUALITATIVE DATA. Respondents to UNICEF’s 2016–17 Communities Surveys af-

firmed the many benefits of communities, with over half of the respondents saying 

they noted benefits such as time-saving and gathering information on work products 

from other countries and regions. They also cited the importance of developing con-

nections with colleagues and partners whom they would not otherwise have met. 

Outlined below the benefits of successful UNICEF communities, which are applica-

ble to new initiative, such as the Global Development Commons. 

A SYNOPSYS OF UNICEF  
COMMUNITY CASE STUDIES

http://buildunicef.s3-website-us-east-1.amazonaws.com/about.html
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Insights become actionable. Members translate knowledge into living solutions. The 

immediacy of communication fosters rapid knowledge transfer as well as contex-

tual dialogue about answers to common problems. Over 1,000 WASH practitioners 

and partners collaborate online, 24/7, regardless of distance or time zone, to share 

questions and lessons across sectors to achieve access to water and sanitation for 

all children.

Increased scope for innovation. The exchange of diverse ideas and solutions encour-

ages community members to think and create in new ways, and can spur innova-

tion. Nearly 800 people in various countries and regions are being empowered with 

the knowledge and skills to communicate UNICEF’s work digitally and consistently 

through the Digital Labs Community.

Communities help members build connections. These are forged across global 

professional networks, bridging organizational and geographic boundaries. This 

increases the likelihood of the cross-fertilization of ideas and the development of 

stronger relationships. A 2017 evaluation of the Supply Community strategy found 

evidence that it has improved the availability of required skills in the organization, 

contributed to knowledge sharing, and improved the system of career progression. 

The community has cultivated a greater sense of identity among 1,000 supply pro-

fessionals, especially across different offices. 

Learning becomes inclusive. People who share interests or passions not only learn 

from each other but also empower each other to perform better. Over time, around 

450 WASH in Schools members developed trust based on their ability to learn togeth-

er — to care about the shared focus, to respect each other as practitioners, to expose 

questions and challenges, and to provide responses that reflect practical experience.

Engagement fosters high-quality content. The constant sharing of insights and 

ideas encourages ever-deeper involvement and creates strategic value. Peer sup-

port and the exchange of country examples have a proven record in enhancing the 

quality of UNICEF sanitation strategies. 

Less time is spent searching. Communities can be a ready, easy-to-access source 

of solutions, suggestions, and ideas. Being part of a trusted community of peers 

makes it possible for staff to make direct requests to support their work, often re-

ceiving multiple responses almost instantaneously. Over 3,000 people in the UNICEF 

Customer Care Community are helping each other 24/7, offering real-time support 

for the adoption and ongoing use of new internal systems and tools (and reducing 

duplicative Q&A to official technical teams).

Duplication is reduced. As staff learn about initiatives similar to their own, they also 

avoid overlap and better coordinate their efforts. Avoiding “reinvention of the wheel” 

can free up time and resources. When WASH officers start new programmes, they 

go straight to Yammer to quickly find existing examples.
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LESSONS LEARNED FOR FUTURE 
APPLICATIONS 

Global Development Commons can benefit from the robust learnings of the LKE 

Community Managers. Here are nine important considerations — based on what 

we have learned at UNICEF — for maximizing results for children through Global 

Development Commons:

Have a clear vision. It is important to know what we expect will happen through 

collaboration over an established period of time. This requires short-term and long-

term planning. Planning also gives the time necessary to organize for success. A 

clear strategic purpose is the starting point.

Build trust. Demonstrate trustworthiness through good community management 

and communicating authentically and transparently. Trust is the basis of a strong 

collaboration. As Edward Marshall noted, “Speed (and results) happen when people 

truly trust each other.”

Stay focused. With a narrow, simplified focus, partner organizations avoid com-

plexities and intricate structures, resulting in very lean management hierarchies. To 

compensate, we can diversify geographically, differentiate the results of collabora-

tion, and build its scalability.

Seek to ensure collaborators’ success. It is important to know what partners need. 

Also, partners must understand that for collaboration to succeed, it must be fulfilling 

for each member. We can build in regular intervals for dialogue about what works 

and what can be improved.

Take stock. Assess organizational strengths, as well as weaknesses worth strength-

ening into assets. From this exercise, we can evolve to create something better or 

different than what we have. It’s easier to collaborate knowing in advance what we 

need to invest in. 

Build strong feedback loops. Knowledge flow loops should be short in order to 

facilitate timely learning and course corrections. Furthermore, knowledge needs to 

be relevant, rigorous, and readily accessible.

Take a portfolio approach. Establish a number of high-functioning Global Commons 

that have the potential to generate new value. Build a portfolio by prioritizing promis-

ing projects and collaborators that best match the collective vision, values, and goals. 

Be open to nontraditional partners. Collaborations with nonprofits, businesses, aca-

demia, and startups, both inside and outside the main topic, may develop new value. 

Keep partners abreast of collaborations. Simple communication helps these proj-

ects to generate potential fundraising opportunities to sustain collaborations.



33

PARADIGM: WASH GLOBAL EXTERNAL 
COMMUNITY LED BY UNICEF 

The WASH in Schools (WinS) community is dedicated to making sure that every 

child, everywhere, has access to water, sanitation, and hygiene education. It involves 

80 organizations in over 80 countries that are committed to this goal. As a model 

for Global Development Commons, lessons learned can accelerate progress and 

reduce pitfalls.

The WASH community, under UNICEF’s collaborative leadership, has extended re-

lationships with partners and harnessed the power of collaboration, with regular 

exchanges among community members online and offline, such as through webinars 

and working groups. Participation in the Wash in Schools online Yammer platform 

grew nearly 30 per cent from July 2016 to July 2017, encompassing around 450 

members. The online community is the only source of global knowledge specifically 

geared towards people on the ground making sure that WinS reaches every child.
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