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• Fundraiser for 16 years 

• Father of 3 

• Vinyl Fanatic 
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Mike 
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• Fundraiser for 20
years

• Father of 3 (2 cats, 1 
dog)

• Might like triathlon



Today’s Focus

• Global F2F Code of Conduct

• UNICEF Guidance on F2F Fundraising

• Quality control innovation and measuring 

audience experience

• QC process and qualitative fundraiser KPIs



1. Frame
2. Wheels
3. Tires
4. Handlebars
5. Brakes
6. Pedals
7. Chain
8. Gears
9. Saddle
10. Fork
11. Crankset
12. Derailleurs
13. Shifters
14. Brake levers
15. Seatpost
16. Accessories



Where EVERY CONVERSATION matters







F2F Quality 
Challenges



1. Many donors cancel too early in their journey

2. Motivated fundraisers could be under trained & 

underskilled

3. Cannot truly measure the donor experience the fundraiser 

is creating

4. Difficulty identifying the parts of the dialogue that will 

improve donor experience  



2019 Do you currently use mystery 
shopping as a method of quality control ?



With approx. 2500 

fundraisers, no unified 

WOW or overarching 

risk management 

strategy and with 

serious complaints 

inevitable we needed 

to make a change…

UNICEF: 44 
F2F Markets



F2F 

QMS: Objectives,

Goals



Main Objectives

1. Facilitate the launch, integration, & optimization

of a Quality Management System [QMS] in our F2F

operations

2. Establish a clear process around what we are

saying and how we saying it and check is

everything we are saying is actually happening



• Setting high standards for behaviours and 

knowledge raises expectations of F2F and 

brings clarity

• Standards are the starting point to be able 

to implement effective quality control 

procedures

1. Set universal 
fundraising standards  



• The Code and Guidance will empower

teams to monitor compliance and good

practice to the Code and universal training

needs set out in the Guidance

• The QMS provides the supporting guides,

processes, and training to help run the

quality control processes

2. Establish quality 
control systems



• Quantifying skills and knowledge allows

performance management in these critical

areas to help fundraisers access their potential

• New quality metrics;

o speed up fundraisers' development

o access full potential sooner

o result in better donor experiences

o increased income from the channel 

3. Performance manage 
skills and knowledge 
KPIs



• The new quality metrics will allow F2F

managers to measure fundraisers' skill and

knowledge levels to improve dialogues

and the donor experience

• Markets will be able to begin to track

overall in-house and/or agency

qualitative performance

4. Improve monitoring, 
reporting, and feedback



• The results from quality control testing will
help fundraisers upskill, leading to increases
in PnLTV, increased retention, and increased
positive feedback

• Preserve the integrity of the UNICEF brand
by reducing the risk associated with under-
trained fundraisers

• New quality KPIs will help deliver a more
accurate analysis of current performance

5. Improve overall 
fundraising performance



• UNICEF will lead fundraising practice across

the sector and be the first NPO to deliver a

Global F2F Code and Guidance to self-regulate

F2F

• UNICEF will create the systems and structures

to allow F2F to thrive and set the example for

other F2F operators to follow to optimize F2F

standards and quality control

6. Self-regulation



What is the F2F QMS?



F2F QMS

9. Continous 
Improvement

1. Define 
universal 

standards and 
expectations

2. Define QMS 
processes

3. Management 
and resourcing

4. Fundraiser 
focus

5. Audience 
focus

6. Planning and 
execution

7. Monitor, 
measure, 
quantify

8. Fundraiser 
feedback

QMS STEPS…



• Every UNICEF fundraiser must be in tune with 

UNICEF’s strategy and desire to improve, and donor 

satisfaction must reign supreme

Quality management can and will work 



QMS Step 1 - F2F Universal 
Standards



Identifies unified agreed compliance 

principles and good practices around 

acceptable fundraising behaviours

Removes current inconsistencies 

between markets.  

Captures existing good practices across 

all UNICEF market and from various self-

regulatory F2F governing bodies. 

Global F2F Code of 
Conduct





• Defines the recommended processes and 
standards to plan, develop, train, and 
monitor F2F Fundraising. 

• Mitigates the risk of fundraisers 
communicating with donors without
sufficient knowledge or skills

• Requires markets to monitor compliance
with local processes and the Code

UNICEF Guidance on 
F2F Fundraising
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Section 9, Guidance

Prior to commencing fundraising work, all F2F Fundraisers:

Complete mandatory training identified by PFP’s Individual

Giving team, including:

F2F Fundraising and the F2F Code of Conduct and this

guidance;

Child safeguarding;

Ethics and integrity at UNICEF.

Prevention of Sexual Exploitation and Abuse (PSEA)

Information Security and Data Privacy training

Fraud awareness F2F fundraisers

Are able to explain the key concepts identified in Annex 2 to

donors regarding: UNICEF, the use of pledge or one-time

donations, the fact that they are paid, and data privacy.



But how do we manage the 
universal standards?



QMS Step 2 – QMS Processes 



QMS Templates,
Checklists







Matrix slide



QMS Training Map





Quality Control
2 ways to test knowledge + behavior:

1. Fundraiser Support Interviews

2. Audience Experience Score



Knowledge Management

Knowledge Block 1: Code, Guidance & F2F 

Knowledge Set Content Source 

KS1 F2F Code of Conduct Agora + KS1 Template 

KS2 F2F Guidance KS2 Template 

KS3 F2F Fundraising [Local] + KS3 Template 

Knowledge Block 2: UNICEF, Long-Term Giving & Pledge 

Knowledge Set Content Source 

KS4 UNICEF [Local] + KS4 Template 

KS5 Regular Long-Term Giving [Local] + KS5 Template 

KS6 Pledge Process [Local] + KS6 Template 

Knowledge Block 3: Child Safeguarding, Fraud 

Knowledge Set Content Source 

KS7 Child Safeguarding Agora + KS7 Template 

KS8 Fraud Awareness for F2F Agora + KS8 Template 

Knowledge Block 4: Data Protection, Information Disclosure 

Knowledge Set Content Source 

KS9 Data Protection [Local] + KS9 Template 

KS10 Annex 2: Information Disclosure [Local] + KS10 Template 

 



Digital

Knowledge Manual



FamilyID=Office_ArchiveTorn

UNICEF France - Guide de mediateur



Compliance, 
Good Practice
Excellence



2 ways to test knowledge, skills, 
and behavior 



QMS Step 2 – Fundraiser Support 
Interviews



FSI Process

• Audio capture

• [Optional] Transcript
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- Test knowledge and skills you cannot capture in a 

mystery shop

- Quantify e-learning F2F knowledge to ensure 

knowledge is fresh

- Sub channels: Door to Door

- More detailed analysis, more flexibility

- Facilitated by F2F skilled managers or trainers

- No mystery, but less cost

- Produces valid quantified quality metrics



QMS Step 2 – Audience Experience 
Score (Mystery Shopping 2.0)





What have we learned since 
markets started to integrate the 
QMS?







Management & 

Resourcing

- Who can facilitate the QC process? 

- Who will process the results? 

- Who will deliver the feedback to the fundraisers? 
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Do you currently use mystery shopping as a method 
of quality control ?

BIG F2F Survey 2023







Questions / discussion



Thank you. 



If Then

If you want to run optimized quality control, then you need to define your universal 

standards

If you want to implement universal 

standards,

then you need to train all your fundraisers on 

the standards 

If you want to test your fundraisers in a QC 

process

then you need to have trained them on 

everything you will be testing them on

If you want to further professionalize & 

constantly optimize your fundraiser and 

donor experience 

then you need a clear, accessible system and 

structure in place that provides a quantifiable 

result that enables constant feedback to be 

used for further iterations and optimizations 

QMS Algorithms 


