
8 STEPS TO HARNESS 
THE POWER OF 
LIVING KNOWLEDGE

Everyone, 

everywhere 

connected

Paola Storchi

Knowledge Management Specialist, UNICEF New York 
pstorchi@unicef.org

mailto:pstorchi@unicef.org


Five-fold increase of the 

engagement rate since 

January 2016

Almost 13000 staff 

have an account, 

and more than 100 

new members join 

every month.



Becoming a networked 

organization through 

community management 

and social technology



2008 Internally designed platform launched and widely used [+4K]  

2008 Yammer bravely introduced. Organic adoption, no sponsorship

2011-14 Changes to UNICEF and to Yammer after its acquisition by Microsoft 

UNICEF introduces a “vision” for 

online communities for the first time

CONTEXT



2016

Only 1,240 users are active on Yammer. The UNICEF’s Learning and Knowledge 

Exchange (LKE) team intentionally leads an investment in global community 

management, hires a community strategist, and begins an intense effort to assess 

and revitalize the Yammer community. The team expands and brings in a social 

network analyst, surveys the network twice, undertakes a series of case studies.

Re-Igniting Online 

Communities at UNICEF

CONTEXT



Curation and 

collaboration

Behavioral

analytics

High quality 

content

Where Do We Focus?

Radical 

simplicity

Business 

value 



STEPS



STEP #1

TEND THE GARDEN

Problem

Inactive/unmanaged groups,

unanswered questions, lack of 

connectedness 

Solution

Deleted 114 fully inactive groups, 

evaluated an additional 100

groups and merged nearly 20

other similar groups together



STEP #1

TEND THE GARDEN

Solution

Deleted 114 fully inactive groups, 

evaluated an additional 100 

groups and merged nearly 20 

other similar groups together

EXAMPLE



STEP #2

RE-BRAND WITH SIMPLICITY

Solution

Created the BUILD model 

focused on people first and 

technology second. 

Introduced 

a simple lexicon.

Problem

Staff reported being confused 

with the myriad tools available 

for collaboration at UNICEF







STEP #3

FIND AND SUPPORT CHAMPIONS

What we did

Personalized support and 

1-on-1 consultations, 

interactive webinars, 
90-day plans, face-to-face 

workshops

Opportunity

Key functional groups existed: 

WASH,VISION, Insight, Digital 

Labs, and more



STEP #4

FOCUS ON USER NEEDS

Solution

Two global surveys, over 100 

of interviews, a series of case 

studies  

Problem

Active users on Yammer found 

value in the platform, but we 

needed to learn more about 

why and how. 



STEP #4

FOCUS ON USER NEEDS

Solution

Two global surveys, over 

100 of interviews  

Three key learnings

People come to Yammer for the purpose 

of learning

Users want content to be work-related 

and high quality 

Only half of users accessed Yammer on 

mobile devices



For each of the 

following reasons that 

you might use Yammer, 

indicate which are 

important to the way 

you use it

# EVIDENCE

Benefits of Yammer 2018 



+67%

Enhancing knowledge exchange across UNICEF 

and creating a more connected organization

+70%

Being part of communities with a clear purpose 

and relevance to their work

# EVIDENCE

Why people join online communities?



Knowledge sharing

# EVIDENCE

Four ways to create greatest impacts

Creating a connected organization

Preventing duplication

Fostering innovation



The benefits of successful communities

Developing connections with colleagues and 

partners whom they would not otherwise have 

met 

Time-saving and gathering information on work 

products from other countries and regions

# EVIDENCE



WASH IN SCHOOLS

Paradigm: WASH 

global external 

community led by 

UNICEF 

The WASH community, under UNICEF’s collaborative 

leadership, has extended relationships with partners and 

harnessed the power of collaboration, with regular exchanges 

among community members online and offline, such as 

through webinars and working groups. 

The online community is the only source of global knowledge 

specifically geared towards people on the ground making sure that 

WASH in Schools reaches every child!



CATS CONNECT

Paradigm: Constant 

sharing encourages 

deeper involvement 

and creates 

strategic value

Connecting close to 200 UNICEF staff working on 

sanitation and hygiene worldwide to exchange 

insights, ideas and knowledge for better programs.

Peer support and the exchange of country examples have a proven 

record in enhancing the quality of UNICEF sanitation strategies. 



CUSTOMER CARE

Paradigm: Less time 

is spent searching. 

Fostering a culture 

of “help-seeking” at 

UNICEF 

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).

Being part of a trusted community of peers makes it possible for 

staff to make direct requests to support their work, often receiving 

multiple responses almost instantaneously

75-90% of helping starts with a 

request—Adam Grant



DIGITAL LABS

Paradigm: 

Advances digital 

transformation. 

Catalyst: Social 

networking… is not 

social media

Mobilizing media enthusiasts and empowering 

+ 800 people
In countries and regions with the knowledge and skills to 

communicate UNICEF’s work digitally and consistently.

Communications professionals across the globe learn together—

a plus for them and for UNICEF as a whole.



STEP #5

DEMOCRATIZE KNOWLEDGE

Solution

The BUILD website enables 

anyone at UNICEF to find 

practical guidance and best 

practices on online 

communities

Problem

How can we coach/support 

every single use case at 

UNICEF looking to integrate 

Yammer into their daily 

workflows?



STEP #5

DEMOCRATIZE KNOWLEDGE



STEP #6

PROMOTE CONTENT

What we did

Curated newsletters showcased 

the best content in Yammer, 

role-modeled 

collaborative behavior 

Opportunity

An exponential increase in 

Yammer users happened once 

we formalized our content 

strategy in Yammer



STEP #6

PROMOTE CONTENT

What we did

Curated newsletters showcased the 

best content in Yammer, role-

modeled 

collaborative behavior 



About BUILD 
Insights

BUILD Insights is a quarterly newsletter produced by the 
Learning and Knowledge Exchange team. It highlights the latest 
insights, trends, and stories from UNICEF online communities.

UNICEF has created a variety of resources designed to support 
community managers create effective knowledge sharing, as 
well as presentations, case studies, and a proprietary self 
assessment tool designed to improve collaborative work within 
and across teams. These resources are available to browse, 
download and utilize for any groups and teams interested in 
better collaboration. Visit our BUILD website where you can find 
key resources on Community management at UNICEF.

We’ve launched a BUILD Group dedicated to support Yammer 
Community Managers and Champions. We started the 
conversation by asking “how did you get into community 
management. Was it on purpose, by accident, or some other 
way?” 

Follow this thread and tell us your story! 

Thank you!

Tell Us What You Think!

Send your feedback to: pstorchi@unicef.org

https://unicef.sharepoint.com/teams/Communities/SitePages/Home.aspx
https://www.yammer.com/unicef.org/#/threads/inGroup?type=in_group&feedId=13366204
https://www.yammer.com/unicef.org/#/threads/inGroup?type=in_group&feedId=13366204&view=all
mailto:pstorchi@unicef.org


NEW

Download the 
Cheat sheet

Download the 
Orientation 
Package

https://hbr.org/product/creating-business-plans-hbr-20-minute-manager-series/16998E-KND-ENG
https://hbr.org/product/creating-business-plans-hbr-20-minute-manager-series/16998E-KND-ENG
https://www.yammer.com/unicef.org/#/uploaded_files/142988007?threadId=1126873488
https://hbr.org/product/creating-business-plans-hbr-20-minute-manager-series/16998E-KND-ENG
https://hbr.org/product/creating-business-plans-hbr-20-minute-manager-series/16998E-KND-ENG
https://www.yammer.com/unicef.org/#/uploaded_files/143164356?threadId=1127536682


STEP #7

PROMOTE AND MEASURE GROWTH

What we did

Created a scorecard that looked 

across more than 10 areas critical 

to group success to help group 

leaders scaling their 

communities

Opportunity

Collaborative performance is 

becoming a

key indicator of organizational 

performance



STEP #7

PROMOTE AND MEASURE GROWTH

What we did

Monthly map of group targets, 

based on specific use case, using 

benchmarks we developed, to 

watch for trends and areas of 

impact.

Opportunity

Streamline the process for 

measuring groups and helping 

them to grow



UNICEF Reaches 
300+ Active Groups!

More than 300 Yammer groups have been active during the past 
year, but sustained engagement posts and replies, likes, and 
reads of messages is still a work in progress for many. 

What are the top groups? Below is the ranking for May, showing that 
month’s rank and the previous month’s -- the ranking is based solely 
on new posts and replies (not likes or reads). Note that it is natural for 
groups to have varied levels of activity, depending on the time of year, 
relationship of content to organizational events, and so on. (See the 
article in this issue, “Communities are Not All Alike”.) The size of the 
group is also a factor in the activity.

The Supply Community 

has over 670 members 

and has been in the top 3 

“most active” list the past 

three months.



STEP #7

PROMOTE AND MEASURE GROWTH

What we did

Map monthly Group Measurement 

Targets, based on group’s specific 

use case, using benchmarks we 

developed, to watch for trends 

and areas of impact.

Using Yammer strategically to connect and build 

relationships

Strengthen our ability to uncover data, patterns 

and insights from Yammer

Shifting from connecting and sharing knowledge 

to acting on that shared knowledge, to create 

value

Behavioral Analytics



SWOOP 
ANALYTICS

DRIVING 
ENGAGEMENT WITH 
DATA

Providing Community 
Strategists with high-
level insight into how 
users are connecting 
and collaborating 
across UNICEF and 
discussing certain 
topics

Enabling Group 
leaders to see how 
their efforts to foster 
collaboration and 
engagement are 
working 

Empowering staff to 
learn about their 
“collaboration persona” 
in order to improve the 
way they work openly 
to value to the UNICEF 
community

Easy benchmarking 
and comparing 
performance of groups 
with similar use cases

SWOOP is the only 

analytics platform that 

maps and visualizes 

cross-team collaboration

patterns



STEP #8

VISIBILITY OF OUR WORK

What we did

Publish newsletters and write 

reports for leadership. Pushed 

Yammer to be featured on the 

new ICON Intranet homepage 

starting in May 2018

Opportunity

Improve internal 

recognition



STEP #8

VISIBILITY OF OUR WORK

What we did

Shared our case study at industry 

events like PRSA and ALI. 

Alerted Microsoft of 

our successes

Opportunity

External recognition



Microsoft Ignite 2018

KM World 2018

ALI Conference, San 

Francisco 2017

IKMAP, Japan, White 

Paper 2016

Engagement with 

Academia and 

Private sector



Putting it all together



It Takes Time

Be patient for growth—

but impatient for lack of 

collaboration.

# INSIGHT



A Powerful Motivator: 

Helping Others

Success is not about 

competition—it's about 

contribution.@adamgrant

# INSIGHT

https://twitter.com/AdamMGrant?ref_src=twsrc^google|twcamp^serp|twgr^author


Challenges/Opportunities

Senior engagement

33% of survey respondents don’t 

want to use Yammer on their 

mobile devices

Tool confusion

Culture of formality that still 

doesn’t fully embrace the value of 

“living knowledge



Paola Storchi

Knowledge Management Specialist, UNICEF New York  

pstorchi@unicef.org

Thank you!

Tell Us What You Think!

Send your feedback to: 

buildcommunities@unicef.org

mailto:pstorchi@unicef.org
mailto:buildcommunities@unicef.org

