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John Buckley 
PPL’S DESIGN STRATEGY DIRECTOR 

• Co-developer of PPL’s project approach 
model 

• Supports all design teams achieve project 
goals 

• Provides in-depth oversight on specific 
projects

Today’s Presenter  
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About PPL ▸ Our Mission
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• First nonprofit policy-design 
lab for US public sector 

• Partner with government 
agencies and NGOs 

• Design both policy and 
services  

• Focus on experiences of low-
income and marginalized 
people 

http://publicpolicylab.org
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About PPL ▸ What We Do
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▾ POLICY DESIGN▾ SERVICE DESIGN

▾ PRODUCT DESIGN ▾ CHANGE MANAGEMENT ▾ COMMUNITY ENGAGEMENT▾ RESEARCH & EVALUATION

http://publicpolicylab.org
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About PPL ▸ Our Practice Areas

Children & Families Education Health & Accessibility

http://publicpolicylab.org
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Housing & Homelessness Justice & Violence Veterans

About PPL ▸ Our Practice Areas

http://publicpolicylab.org


8

About PPL ▸ Our Design Approach 
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Co-Creative

Material & Iterative 

Time-Based & Holistic 

Human-Centered

Adapted from Stickdorn et al.

http://publicpolicylab.org
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‘CHANGE’ & ‘CHANGE 
MANAGEMENT’
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http://publicpolicylab.org


The act of making something 
different 

• Ideally, through a human-centered 
innovation process 

• Commonly outsourced to design 
agencies 

• Outputs not always implemented 
as intended once design team 
step away
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‘Change’ & ‘Change Management’ ▸ Definition

Change

⏶ DESIGN COUNCIL’S DOUBLE DIAMOND

http://publicpolicylab.org


publicpolicylab.org  |  @publicpolicylab 11

‘Change’ & ‘Change Management’ ▸ Other Change/Innovation Models

⏶ NNGROUP.COM ⏶ IDEO ⏶ STANFORD SCHOOL

The act of making something 
different

Change

http://publicpolicylab.org
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‘Change’ & ‘Change Management’ ▸ Definition

The process of considered 
implementation of a change 

• Many methodologies—most focus 
on communication & coordination 

• Commonly overseen by in-house 
teams 

• Top-down approaches suffer from 
a lack of consideration of the 
realities of front-line staff

Change Management

⏶ PROSCI’S ADKAR MODEL

http://publicpolicylab.org
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‘Change’ & ‘Change Management’ ▸ Other Change Management Models

The process of considered 
implementation of a change

Change Management

⏶ KOTTER’S 8-STEP CHANGE MODEL⏶ LEWIN’S CHANGE MODEL

http://publicpolicylab.org
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‘Change’ & ‘Change Management’
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Sticking with the status quo = bad

http://publicpolicylab.org
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‘Change’ & ‘Change Management’
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Sticking with the status quo = bad

A poorly planned change = bad, bad, not good

http://publicpolicylab.org


Determine if you actually need a change 
project or a change management process
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‘Change’ & ‘Change Management’ ▸ Key Early Step

You don’t have a clear 
‘good’ process/tool/
policy/service 

Change Project

You have something 
that works or could 
work but it is 
inconsistently applied

Change Management 
Process

No clear need for 
change or you lack 
resources to 
implement a change

Neither

http://publicpolicylab.org
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CHANGE 
MANAGEMENT AT 
PPL
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Change Management at PPL ▸ Initially Solely Focused on the Product/Service Change
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Change 
Product or Service

http://publicpolicylab.org


Change Management at PPL ▸ Then Ensured Designs Considered Ease-of-Implementation
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Change 
Product or Service

Change Management 
Considered Process

http://publicpolicylab.org


Change Management at PPL ▸ Process Shifts from Product/Service to Implementation Focus 
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Change 
Product or Service

Change Management 
Considered Process

http://publicpolicylab.org


Change Management at PPL ▸ Developing Model Where We Center Implementation from Very Beginning
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Change 
Product or Service

Change Management 
Considered Process

http://publicpolicylab.org


Change Management at PPL ▸ PPL’s Release Model
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Monitor & Evaluate
R7

Redesign
R8

Integrate
R9

Co-Design
R5

Launch
R6

Research
R3

Synthesize
R4

Scope
R1

Prepare
R2

Scale & Share
R10

RESEARCH DESIGN DEPLOY SCALEPLAN

http://publicpolicylab.org


Change Management at PPL ▸ PPL’s Release Model
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R5
Research

R3
Synthesize

R4
Scope

R1
Prepare

R2

RESEARCHPLAN

Monitor & Evaluate
R7

Redesign
R8

Integrate
R9

Co-Design
R5

Launch
R6

Scale & Share
R10

DESIGN DEPLOY SCALE

http://publicpolicylab.org
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Change Management at PPL ▸ PPL’s Release Model
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R5
Research

R3
Synthesize

R4
Scope

R1
Prepare

R2

RESEARCHPLAN

The design process includes 
contextual research of front-
line staff and service users.

http://publicpolicylab.org
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R5
Research

R3
Synthesize

R4
Scope

R1
Prepare

R2

RESEARCHPLAN

• Involve front-line staff and 
service users in developing 
the outcome. 

• Work with operational 
teams to prepare for an 
isolated pilot. 

• Work with agency 
leadership for approvals.

http://publicpolicylab.org


Research
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Scope
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Prepare
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RESEARCHPLAN

Change Management at PPL ▸ PPL’s Release Model
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Monitor & Evaluate
R7

Redesign
R8

Co-Design
R5

Launch
R6

DESIGN DEPLOY

Integrate
R9

Scale & Share
R10

SCALE

• Oversee a live pilot to 
identify issues with the 
products/services and the 
implementation needs. 

• Redesign the products/
services for scaled launch. 

• Use pilot findings to inform 
a scaling plan.

http://publicpolicylab.org
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Change Management at PPL ▸ PPL’s Release Model
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Monitor & Evaluate
R7

Redesign
R8

Co-Design
R5

Launch
R6

DESIGN DEPLOY

Integrate
R9

Scale & Share
R10

SCALE

• Broadcast changes to 
wider staff. 

• Integrate new products/
service processes into 
systems, trainings and 
workflows. 

• Onboard and train relevant 
staff. 

• Sunset old systems/tools/
processes to encourage 
adoption.

http://publicpolicylab.org
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CASE STUDY: 
PREVENTION 
PATHWAYS
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Case Study ▸ NYC Administration for Children’s Services (ACS)
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Case Study ▸ Project Goal
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ACS PREVENTION PROGRAMS 
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Case Study ▸ Multi-Agency Initiative
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ACS PREVENTION PROGRAMS 

NYC AGENCY

NYC AGENCY

NYC AGENCY

http://publicpolicylab.org


Case Study ▸ Key Action 1
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1. Identified a partner with shared 
vision and objectives 

• ACS Prevention works with many 
City agencies to increase referrals 

• NYC Health & Hospitals (H+H) 
recently invested in their office of 
Child Abuse Prevention and 
Treatment  

• H+H committed to referring to 
Prevention services where 
possible

http://publicpolicylab.org


Case Study ▸ Key Action 2
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2. Ensured inclusive, transparent 
communications 

• H+H leaders were included in all 
project meetings 

• All conversations of consequence 
included representatives from 
both agencies

http://publicpolicylab.org


Case Study ▸ Key Action 3
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3. Co-designed and tested change 
with staff and users of both 
agencies  

• Staff and family-centered outputs 
(Prevention → Family Support) 

• Unified process ensured both 
agencies were on shared journey 

• Regionalized pilot highlighted need 
for simplified materials and 
misalignment between partners

http://publicpolicylab.org


Case Study ▸ Key Action 4
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4. Integrated staff at multiple levels 

• Pilot launch held at H+H hospital 
with networking for social workers 
on ACS’ & H+H’s sides 

• Redesigned referral pathway and 
trainings encourage social worker 
interactions  

• Implementation requires 
collaborating from operational and 
staff in both agencies

http://publicpolicylab.org


Case Study ▸ Key Action 5
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5. Leaned into the grunt work  

• Vast majority of effort goes to 
working with product owners, 
operational leaders, support staff 

• 1,000s of hours go into training 
decks, outreach emails, screener 
forms, coordination, template 
copy, policy clarifications, legal 
reviews, systems access, etc. 

http://publicpolicylab.org


Case Study ▸ Key Action 6

publicpolicylab.org  |  @publicpolicylab

6. Leveraged proven change 
management methods 

• Developed an action plan following 
Kotter’s 8 Steps for H+H system-
wide roll out 

• Built ACS’ system-wide rollout with 
ADKAR method in mind

http://publicpolicylab.org


39

PPL TOOLS
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Service Managers

Program Leadership

Public Officials

Frontline Staff

SERVICE OPERATIONS

SYSTEMS & RULES

POLICIES

SERVICE DELIVERY

PPL Tools ▸ Public Policy Layer Cake

http://publicpolicylab.org
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PPL Tools ▸ Healthcare Communications Flow Chart

http://publicpolicylab.org
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QUESTION AND 
ANSWER
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WAYS TO WORK 
WITH US
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Ways to Work With Us ▸ NYC Service Design Partnership
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In collaboration with the NYC 
Service Design Studio, PPL now 
offers funded capacity building 
and human-centered design 
services to City agencies.

PARTNER & FUNDER 

• NYC Service Design Studio / NYC Mayor’s 
Office of Economic Opportunity 

• Research Foundation of CUNY Institute of 
State and Local Governance

http://publicpolicylab.org
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Ways to Work With Us ▸ NYC Service Design Partnership
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The partnership allows us to offer NYC public agencies:

CAPACITY BUILDING 
WORKSHOPS

COLLABORATIVE DESIGN 
PROJECTS

OFFICE HOURS

http://publicpolicylab.org
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Ways to Work With Us ▸ Contact Information
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• Staff of NYC Agencies, email: 
info@publicpolicylab.org  

• All others, email: 
jbuckley@publicpolicylab.org 

http://publicpolicylab.org
mailto:info@publicpolicylab.org
mailto:jbuckley@publicpolicylab.org
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THANK YOU
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