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CREDITS
Contributors to this report from UNICEF: Vanni Heng, Maria Ieroianni, Refiloe Moruti, Jonathan Muthebi, Mishiko Seino, Kym Smithies, 

Yiming Qu, Timothy Takona and Alfonso Vacaflores.

About the UNICEF Community Case Studies
The UNICEF Community Case Studies are in-depth explorations of how UNICEF staff are leveraging an online social platform, Yammer, to interact with 

colleagues around the globe. Together, they learn, exchange news and ideas, and share useful documents. The case studies reflect section, regional and 

headquarters strategies for knowledge management and field support that illustrate the integration of dialogue, information sharing and collaboration. 

They have been commissioned by the Learning and Knowledge Exchange Unit, Division of Data, Research and Policy, to call attention to the value that 

a community-focused strategy brings to UNICEF’s work, to provide examples of best practices, and to highlight the opportunities and challenges of 

stimulating global conversations.

Communities are in a constant state of evolution. These case studies reflect a point in time, in mid-2017. Please send your feedback to: pstorchi@unicef.org



INFORMING AND BRINGING TOGETHER 
STAFF FOR UNICEF OPERATIONAL 
EXCELLENCE

COMMUNITY HIGHLIGHTS
Offer real-time support for the adoption of new internal systems and tools

Simplify the means for problem solving

Make the online community integral to the communication and support strategy around new systems and tools

Provide useful resources and tools to help members make the most practical, relevant use of the community

Community Purpose: Provide real-time support for the adoption  
and on-going use of internal systems and tools. 
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The UNICEF world is large: 190 countries and territories, and 13,000 employees, 
both staff and consultants. All depend on the “back office” functions that keep 
the lights on, pay staff, maintain computer networks and track resources. 

As is true in any large organization, ICT systems challenge users to learn new 
tools and solve technical problems. Help desks, training and custom apps are 
among the traditional means of assistance. But an additional channel is now 
opening—the online community.

At UNICEF, the Customer Care Community has become an active support  
for users faced with keeping up with technology and changes in operations.  
It supports several operational systems: 

• ViSION
• inSight
• The Global Shared Service Center (GSSC)

INTRODUCTION
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THE BASICS:  
BUILDING A COMMUNITY

Online communities have become a common 

pillar in customer support for a large range 

of industries. They typically serve as a critical 

adjunct to formal problem-reporting or help 

desk systems, which can be costly and require 

repetitive responses to the same questions. 

In 2011, UNICEF began rolling out VISION, a 

single enterprise resource planning system. 

Streamlining multiple business processes—for 

finance, human resources, a global supply 

system, and so on—into one system was a huge 

strategic undertaking.

Equally challenging: VISION would touch 

almost all UNICEF staff. They needed to be well 

equipped to make the transition and make the 

best use of this powerful technology. 

To prepare for a 2012 launch, the VISION project 

team created a Yammer community. It was 

geared towards the fact that financial, budget 

and operations staff are often highly technical 

users familiar with data management tools. Yet 

many other UNICEF staff without this familiarity 

needed to use VISION to track programmes 

and guide decision-making. They had many 

questions; the community was an efficient way 

to answer them.

Juliette Haenni

How can I allocate funds to future years? The new 
country programme is under development. How 
can we get an accurate picture of current and 
future funding gaps?

Andrea Brilli

Dear Juliette, you can re-phase funds to future 
years only when the new country programme is 
created in the Programme Planning Outline.

Jeanne-Pierre Kabutako

Rephasing is the process to allocate funds 
to future years and/or programme cycles. To 
calculate funding gaps, you need to figure out in 
reverse the funding currently available, and out 
of that identify multiyear funding usable in future 
years. You might need to apply “funds utilization 
cubes” from inSight. Should you need further 
details, feel free to contact me.
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In 2014, a second Yammer community became a 

primary support and communication channel for 

users of inSight, UNICEF’s flagship performance 

management system. inSight provides 

programme and operations performance 

information through dashboards, management 

reports, data cubes and assessment modules, 

feeding UNICEF’s Transparency Portal, where 

anyone can view how money is raised and spent 

to help children around the world. Over 5,000 

staff use the component at least once a month. 

The community provides a place to ask technical 

questions or raise issues when problems 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. 

In 2015, the GSSC Yammer community 

formed, modelled on the existing experience 

with the VISION community. It responded 

to the centralization of finance, payroll, data 

management and human resources functions in 

the new GSSC in Budapest. VISION transactions 

would be processed there, while each country 

office would designate local focal points charged 

with submitting requests to the centre for 

processing. The GSSC also became the global 

help desk for IT and business services. The 

process came with concerns about job losses on 

top of the need for staff to learn new tools. 

Staff from the Field Results Group, the Business 

Intelligence Team/ICTD and DHR have played 

key roles in supporting the three elements of the 

Customer Care Community. In line with the four-

pillar BUILD model for communities, all three 

offer multiple channels for support, but Yammer 

is the primary point of engagement. It is a locus 

for exchanges about technical issues as well as a 

provider of announcements about new systems 

releases, technical webinars and documentation. 

VISION: 1,275 members
inSight: 948 members
GSSC: 1,389 members

Today, the Customer Care Community groups 

together have more than

3,000 members.



7

COMMUNITY ACHIEVEMENTS

SOLVING PROBLEMS

In the beginning, the primary purpose of the 

Customer Care Community was to solve the 

multitude of technical questions and issues 

that arose. Since many people had the same 

questions, the community offered an efficient 

means to respond to them all at once. It also 

allowed people to ask questions in the midst of 

everyday work and problem-solving, with the 

expectation that an answer would come quickly 

from someone else in the community. 

Refiloe Moruti, the budget focal point in Lesotho, 

has turned to the community whenever he has 

a question on inSight reports. When he asked 

about filtering out carried forward amounts, 

for example, he quickly received suggestions 

from two other users. A detailed technical 

exchange followed, leading to discussion with 

headquarters on possible system enhancements.

Having seen the value of the community as 

a source of knowledge tailored to what he 

needs to know at any given moment, Refiloe 

is also quick to respond to requests from other 

community members.

Refiloe Moruti

I wish to check if anyone has already figured 
out how to filter our carried forward amounts in 
the utilization reports to report only allocation 
commitments and actual for the current year? 
This information is more often needed to review 
implementation level against the current annual 
work plan activities as per the AWP allocations. 
Available reports combine both carried forward 
amounts with the current year accounts, which 
give higher values depending on how much was 
carried forward for a specific activity/WBS. If you 
have tips to share, I would highly appreciate.

Sunitha Balraj

Is there a report that we can use to generate all  
delegated FRs to India County Office from 1 January 
2014 to date? Is there a T-code in SAP for this?

Refiloe Moruti

Possibly there is another way, but I normally use 
FMX3 and filter by action office (2040* in your 
case) to see all FRs (type Y9) that came to my 
office. From this list, you can filter only the ones 
for 2014 after downloading to Excel.
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TRUST THROUGH  
JOINT LEARNING 

A primary value of online communities is joint 

learning, which occurs within the communities—

and beyond. Vanny Heng, the Senior Budget 

Control Assistant in Cambodia, visits the 

Yammer group three to four times a week, 

including to share experiences related to critical 

issues in VISION. As the local VISION/inSight 

“super user,” she relays what she learns back to 

the country office team.

A strong sense of community generates trust 

that makes it easy for members to check whether 

others are having issues when a system is not 

functioning normally. Communities with a strong 

sense of trust enable people to quickly share 

and search for solutions, inspire and empower 

one another, and maximize their contributions to 

making systems like VISION deliver the best value.

In the wake of the GSSC transition, Jim Protos, 

a human resources consultant on the transition 

team, has used the Yammer community to 

continue communicating with local human 

resources focal points and foster knowledge-

sharing among them. They talk about system 

and process changes related to new tools and 

ways of administering services.

DID YOU KNOW? 
55 per cent of respondents to a 2016 McKinsey 

Survey say that real-time interactions with 

others and the ability to collaborate with 

specific groups of individuals are the most 

important capabilities of social tools

—McKinsey Quarterly, June 2016

Jonathan Mutebi

We are facing issues with FCs not being sent 
to the work flow. Is anyone else facing similar 
issues?

Elvana Pernaska

Give it some time. It resolves automatically, I 
think. They appear a bit late in the work flow. At 
least this is what happened to me.

Jonathan Mutebi

Thank you for this tip. Yes, we have checked and 
they are now in the work flow.
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SHARING NEW IDEAS 

While most questions are related to technical 

or user interface issues, some point to user 

needs and suggestions for new capabilities or 

functions. After reviewing a request for a  

change to the Regional Dashboard in inSight,  

for example, the Business Intelligence Team 

acted to implement it a little over a month later.

The GSSC community has provided a way to flag 

new and existing resources on the GSSC portal. 

A query about a SharePoint error was a chance to 

steer attention to the local focal point online guide.

Sharing and learning from each other can 

motivate members to tune into the community 

more often. Collectively, they demonstrate 

the strong ties between community and 

communication, change and exchange. If we 

communicate our experience fully and accurately, 

we may find our own attitude toward the 

experience changing. 

“There is no power for change greater than  
a community discovering what it cares about.” 

—Margaret J. Wheatley

Kym Smithies

The error does not impact your payment. We 
are working on resolving this. I’m providing a 
link to the online guide for local focal points that 
explores the different status definitions. Hope 
that helps!

Joseph Segodi

Thanks a lot. This prompts me to visit the GSSC 
portal often.

Kym Smithies

That’s great Joseph. We are constantly looking 
for ways to improve our communication and 
web presence, so check in whenever you can. 
The local focal point online handbook is also a 
great resource for new focal points to learn about 
MyCase and the different elements in their role.

Vanny Heng

Dear Team: I checked in the Regional Dashboard 
- > Grant overview - > Grants Management and 
found very useful information on expired grants 
not fully utilized this year and grants reaching 
financial closure within three months. If we could 
adjust our system and just click on each line for 
the total number in each category, we could see 
all the details on the grant reference and total 
amount under each grant.
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Kym Smithies, one of the drivers of the GSSC 

community, shares the impression that the 

community has improved the perception of the 

GSSC, particularly at a time when staff buy-in 

was critical to launching the centre. Since it is 

located in Budapest, with a new cadre of people, 

existing UNICEF staff around the world have 

mostly not had a chance to interact in person. 

“The GSSC is faceless,” Smithies says. “But the 

community gives people confidence.” They can 

ask questions and engage with each other.   

In regularly affirming their reasons to learn 

together, community members are driven to 

help each other, follow up on ideas, exchange 

resources and maintain a social space. The 

community manager has a key role in 

encouraging members to participate by posing 

questions that prompt them to share their 

knowledge. Managers can act as role models 

for the community by listening, being respectful, 

and contributing relevant experiences and 

stories on key topics. 

GIVING A FACE TO THE GSSC



MAKING IT WORK
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A CLEAR PURPOSE

In order to succeed, communities need to be 

focused on specific challenges. The Customer 

Care groups are a great example of having a 

clear business purpose with potential value 

and results understood by leaders, community 

managers and members. Each group clearly 

specified their activities and deliverables, and 

the problem-solving they would support.

A 90-DAY PLAN

The GSSC community manager and team 

developed a 90-day plan clarifying the 

community’s purpose, and identifying 

resources required to make it a success. The 

plan is relatively brief, but specified strategic 

objectives, processes and activities, platforms 

and metrics. The team recruited and engaged 

a core group of about 20 members as active 

participants, and gave the online community 

a “health check” every month to ensure it was 

making progress on the chosen goal.  

The groups defined responsibilities, set goals, 

and analysed workloads and processes, aiming 

to convey to members that they have been 

heard and their concerns are being addressed. 

A combination of speed, accuracy and impact 

leads to productive interaction, and opens 

opportunities down the road.

DESIGNATING SUBJECT 
EXPERTS

Each of the three Customer Care Community 

groups designated a number of local users as 

subject matter experts to provide the first line of 

support in answering questions. Subject matter 

experts are knowledgeable about technical 

topics related to the systems and responsible for 

providing official responses to the community. 

They investigate questions, acquire information, 

and interpret evidence from multiple tools 

and systems to determine the legitimacy 

of responses. They have made invaluable 

contributions to the growth and health of the 

Customer Care Community.
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KNOWING WHAT  
USERS WANT

Yiming Qu from the Field Results Group has 

found that exchanges in the community serve 

as a kind of regular “market survey.” They help 

the group understand what users want, and give 

“insight into the daily work practices so we can 

see how to improve the system to benefit others.” 

A special effort has also been made to reach 

out and understand who the community 

members are. Managers have conducted 

interviews to find out more about members, 

what they care about, and how they would get 

the most value from the community.

TARGETED MEMBERSHIP

Initially, membership of the GSSC group was 

limited only to people transitioning into new 

positions, as a way of establishing common 

bonds and a sense of community. A further 

decision was to make Yammer the only vehicle 

for asking questions. There was otherwise no 

email or phone number for support. Community 

managers worked to ensure that all questions 

were answered within 24 hours. 

Although staff still had the option of using 

an IT service manager tool, quick responses 

on Yammer assured community members 

they were not alone in getting used to a new 

approach. Local focal points began helping each 

other, and subject matter experts were regularly 

encouraged to post answers to questions. 

Requests to join the community started to come 

in as more regions transitioned to using the GSSC.

INSTILLING A SENSE  
OF COMMUNITY

The Customer Care groups have worked hard to 

instill a sense of community among members, 

who feel that they own the communities. As they 

get to know each other, they may communicate 

with each other outside of Yammer. The more 

they help each other, the more empowered 

they are to use VISION and other tools more 
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effectively. Community managers have 

stimulated online and face-to-face participation 

and contributions by members by seeding 

activity, posting messages, asking questions, 

and sharing insights and relevant content. 

MOVING TOWARDS 
SELF-GOVERNANCE

When the inSight Yammer group was first 

launched in 2012, subject matter experts 

answered questions on specific topic areas. But 

as Yiming Qu from the Field Results Group says, 

“the group has over time become more self-

governing and people really help each other.” 

Alfonso Vacaflores from the Business 

Intelligence team sees the trend towards self-

governance as positive. While the team the 

team monitors the posts and is committed 

to answering all questions in the community 

within a day, he has personally “held back” from 

answering a question immediately to see if 

someone from the user community will answer 

first, a strategy aimed at strengthening the sense 

of community and peer-to-peer learning.

STRATEGIC 
MANAGEMENT

The dedication and skill of the people who 

nurture the community drive its success. Many 

communities fail not because members have lost 

interest, but simply because nobody takes care 

of logistics and maintains space for inquiry. 

All three Customer Care groups have embedded a 

community focus in their overall communication 

and advocacy strategies, as shown in the figure 

here for the inSight group. Further, Yammer has 

become a cornerstone for efforts to link different 

sources of learning, in line with the BUILD model. 

A new inSight user support portal, with both a 

problem-reporting tool and a knowledge base, 

has been established, while training sessions and 

regularly scheduled webinars are opportunities 

to bring staff into the community, and bolster 

engagement and learning.

Global & 
Regional 

workshops

Webinars 
& videos

Improve user 
experience

Increase 
# of users

Knowledge 
community 
(Yammer) 

User support 
& resources  

(FAQs)

Impact on results 
& performance mgt

Mishiko Seino from the Field Results Group relates that 
leveraging online community platforms such as Yammer is 
an integral part of inSight’s communication and advocacy 
strategy, shown here.



LOOKING AHEAD
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Much of the success of the Customer Care 

Community stems from the technical and 

practical nature of all three groups. It’s easy 

to get an answer to questions about how, for 

example, to submit software requests to get 

payee names. By the same token, the period 

of introduction and transition for the Customer 

Care Community has gradually come to a close. 

Use of Yammer for technical assistance has 

begun to wane. The three groups now seek to 

evolve as places primarily to provide mutual 

support for best practices, and to share ideas for 

product and service enhancements. 

While technical support issues continue to 

be raised, community managers are pushing 

forward to bring the community alive with 

regular exchanges on interesting developments 

at UNICEF. The Yammer communities 

increasingly serve as broadcast mechanisms 

for announcements about webinars, training 

sessions, new releases, and new topics in the 

user support portal knowledge base. Messages 

sent via email communications, such as global 

broadcasts, and from mailing lists for field 

offices, are also shared as a way of doubling up 

on outreach to target audiences. 

The inSight portal has a direct link to the Yammer 

group as part of the user support features, and 

can be accessed from every application.

For the GSSC, attention has turned to keeping 

the group alive and thriving. One possibility may 

be to have two groups, with a first involving local 

focal points, and a second GSSC staff, many of 

whom are new to UNICEF. The posting of videos 

of members of the GSSC community has been 

one attempt to highlight a human element.

One innovation by the Business Intelligence team 

and FRG was opening a user support portal 

called UserVoice. It integrates a knowledge base 

and a trouble-ticket system so that users trying 

to find out how to do something or to report a 

problem will be able to first scan or search the 

knowledge base. If they do not find the answer, 

they can submit a ticket. Tickets are monitored 

for issues or solutions that should be added to 

the knowledge base. 

However these communities evolve, they have 

shown that an additional channel for dialogue 

can make a significant contribution to the 

introduction of new operational tools and 

processes. Having backed successful business 

transitions, they are now challenge to leverage 

what they have achieved in ongoing work 

towards continuous improvement.

DID YOU KNOW? 
62 percent of respondents to a McKinsey 

Survey say that social technologies have 

significantly changed work processes—

particularly in developing customer insights 

and competitive intelligence. Where social 

tools are used most often, they tend to be 

integrated more deeply into day-to-day tasks—

suggesting that companies must adjust to get 

full value from these technologies 

—McKinsey Survey, 2015
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