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CHAPTER

4

Welcome back! To recap, we’ve just run a Lean Participatory Design 

workshop, and we came away with a lot of feedback from families.  

Now, our job is to take all of those critical learnings and bring them 

to life in what we’re building.

You’ve said goodbye to all the families and the workshop room is 

empty, except for your team. First, take a second for high fives all 

around, because you should be celebrating right now. You’ve gained 

a whole lot of insight from the people you’re serving, and now you 

get to figure out what to do with everything you’ve learned. There 

are three steps you’ll need to follow after a workshop to make sure 

all the feedback makes it to the right places: debrief, distill, design.

DEBRIEF
When it comes to debriefing, there’s no time like the present. 

Debriefing right after the workshop is essential to ensure you get 

feedback while it’s fresh in everyone’s minds.

The debrief will need to be about an hour-long meeting with 

everyone who helped make the workshop happen, especially 

Group Facilitators and Note Takers. Your goal in this session is 

simple: hear from everyone about how their groups went, and 

get general feedback on the workshop. Here are some things you 

might ask during this session:

 > How did your groups go?

 > What did you think went well? What was difficult?

 > What were the overall sentiments of your group?

 > What would you change next time?

After this, be sure to collect notes from the Note Takers before 

sending everyone on their way.

In this chapter, you’ll learn how to debrief 
and iterate after the workshop to incorporate 
family feedback into the final community & 
home designs. More specifically, here’s what 
we’ll cover:

 > What to do when the workshop 
is over

 > Creating a new master plan

 > Planning with empathy

 > Following up after you build
We’re thrilled to be so close to the end of this 
journey — which is really just the beginning. 

AFTER THE WORKSHOP
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DISTILL
Within a couple of days after the workshop, use the notes to distill 

salient pieces of feedback down into a few actionable points. Here 

are a few examples of what that might look like:

 > Most people said they wanted more green space

 > In general, families asked for larger larger living 
spaces over larger bedrooms 

 > Families told us about a flood zone in the area

Not every point of feedback will have a clear action step, and that’s 

okay. The goal is to create a simple feedback document highlighting 

the major points of input from the families, which you’ll then give to  

the urban designer or architect. Make sure to include some general 

ideas about what families wanted, as well as very specific feedback 

on each of the concepts the urban designer has already created.

DESIGN
With your workshop summary in hand, it’s now time to take 

everything you’ve learned back to the urban designer and architect 

who created the original designs. Rather than simply telling 

them what changes to make, it’s important to loop them in on the 

specific feedback families have given. The designers are smart, 

they know their craft, and more than likely they’ll have great 

ideas about how to solve the problems presented. It even helps to 

connect them directly to the Lead Facilitator for the workshop, so 

they can share feedback and answer questions directly as needed.

Ultimately, the architect and designer will be the ones taking all the 

learnings and modifying the home and community plans accordingly. 

It may take a couple rounds of feedback and iteration, but you should 

end up with new designs that adequately represent the needs and 

wants of the home recipients.

Once you have the new designs, remember to share them with any 

other project stakeholders so you can incorporate their input as 

well. For us, those stakeholders are typically our in-country partners 

in the project, local governments, and contractors or builders. It 

usually takes a few weeks to get to a compromise on our 

recommendations and family priorities alongside government 

priorities and budget. It always takes some work, but it is possible to 

balance needs and arrive at the best outcome for all parties involved.

Once we have the go-ahead from all parties, we can move forward 

with beginning to build. 

Summarizing Learnings
Take your learnings and put them into a summary 
document. It’s a pretty simple document, but 
we’ve included a workshop summary template to 
make things easy.

Before you build
If you have the ability, we strongly recommend 
holding a third meeting with families before you 
build, to let everyone know the final results of 
the workshop, and the designs you intend to 
implement. This can greatly increase trust in 
the community.
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WORKSHOP SUMMARY TEMPLATE

Complete Workshop Summary

[Community Name] 

[Date]

Words/phrases used to describe what families are looking for in 

their new home/community:

Statements from families designing their community. 

“We would like…”:

 >  

 >  

 >  
 

Next, you’ll provide family feedback on each of the designs the 

urban designer already made.

DESIGN 1:

DESIGN 2:

DESIGN 3: 

DESIGN 4:

This document is intended to provide a loose 
format to use when compiling feedback after 
an LPD workshop. Use this to distill the Note 
Taker’s notes, summarizing feedback from 
the community, and give this to the urban 
designers and architects on your team. On 
this page we include a list of the questions 
alone. In the course resources, you’ll find 
examples of things families might say.

Here you might include some photos of  
the family ’s drawings or maps they made,  
to help provide clarity. 
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Once the construction is underway, and your successful workshop 

is complete, you’ll have the exciting task of assigning families to 

homes. Like any other step in the building process, this step should 

be done with empathy and thoughtfulness. 

If you or I bought a new home, we would almost certainly ask about 

the surrounding area. We know the people and things near us can 

influence our lived experience and well-being. We may place a  

priority on living in a quiet neighborhood near friends — or on a busy 

street, because it’s easily accessible. When housing communities 

are built for families in need, homes are often randomly assigned, 

without consideration for preferences or priorities. We don’t think 

that’s the best way to show honor to the home recipients, so we 

try to be as sensitive as possible to individual family needs. We 

believe social cohesion is paramount for safety and happiness, so 

we’ve learned to consider placement preferences as part of the 

participatory design process. 

We know we can’t give every single person exactly what they want, 

but we try to consider things like:

PLANNING  
WITH EMPATHY

FAMILY COMPOSITION:
What considerations are 

important for single mothers? 

Families with many children? 

Individuals with disabilities?

PREFERENCES: 
Is the family scared of a nearby 

ravine or do they see it as an 

opportunity for easy water 

access for their animals?

OCCUPATION: 
Is access to a major road 

important for livelihood? Are 

they a fishing family who would 

prefer to be close to water? 

Where should their home be 

located to best support income 

opportunities?

SAFETY:
Should a family with small 

children be located close to 

a large road? What about the 

elderly?

CONVENIENCE: 
Should families with children be 

placed closer to schools? Do  

certain families want to be 

placed near one another to help 

with childcare?
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By taking these felt needs into consideration, we can help 

structure a community designed to accommodate not just general 

values, but the actual lived experience of each family. The thinking 

behind these decisions is simple: when your preferences are 

priority, you are assigned dignity. Lean Participatory Design is 

so much more than a workshop; it’s a human-centered design 

process, created to help enable families to thrive. 

In our experience, there are varying levels of involvement you can 

take in the assignment process. 

The most involved option would be to host a placement session, 

similar to your LPD workshop, in which you gather feedback 

from families about their needs and where they’d like to live. 

Secondarily, you could ask each family individually during the 

intake process, as you prepare to assign families to homes. Finally, 

you can also rely on local leaders to give you insight into the 

community based on what they’ve heard and learned about the 

people who live there. Whichever option you choose, keep in mind 

that the goal is to make sure families’ voices are heard.

When you design with LPD, you design with empathy, and you send 

this message loud and clear: we are listening to you because your 

voice matters. 

We know a perfect community isn’t possible — but we seek to always 

iterate and adapt based on lessons from the field, so our outcomes 

get better with time. For us, that means developing a data 

program, capturing information before and after we build to learn 

more about our actual impact on the families we serve.

For example, in Labodrie, Haiti, we surveyed families before the 

build and asked them if they felt safe in their homes. With no locking 

doors or windows, it’s not surprising that only 25% of families 

reported they felt safe in their own home. After the community was 

completed, we returned to ask the same question again — this time 

to find that 96% of families now feel safe inside their homes. A 

victory worth celebrating, and one we would have never known if 

we hadn’t asked. Additionally, a shift like this also prompts us to 

further research: why exactly do families feel safer, and what can 

we do to ensure this is true in all our communities going forward?

AFTER YOU BUILD
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Data like this can show us what we’re doing right, as well as what 

we need to improve. Not all impact data are positive; sometimes we 

learn about big problems still in need of fixing — such as the fact that 

there is a serious mosquito problem in the community of Labodrie, 

due to the location of the build. We’re now working with local 

partners there to find a long-term, sustainable pest control solution, 

as well as learning how to avoid this problem in future builds.

A large part of human-centered design is thinking beyond the initial 

build to consider how our work impacts a community long term.

Thoughtful impact surveys have shown us our blind spots, and shown 

us where our own biases might prevent us from serving families 

well. With data-backed findings, we’re able to learn and effectively 

implement change across our communities. We’re also able to 

partner with the right community co-creators to help solve issues 

where we lack sufficient expertise — as in the case of Labodrie’s 

mosquito problem. 

The way we see it, impact data isn’t an optional step at the end of 

the LPD process. Rather, it’s the necessary final piece of the 

human-centered design puzzle. If we want to have a truly positive 

impact wherever we work, we have to be willing to humbly go back 

and ask the right questions.

Impact data makes 
long-term thinking possible.

A Tool Designed for Impact
To measure our work more effectively, we’ve 
developed a survey tool designed specifically for 
data capture in the context of the field. We 
created it to make impact data as user-friendly 
and streamlined as possible. So far, it’s made 
our survey process 400% more efficient. 

If you’re interested in bringing this tool to your 
organization, we’d love to talk. Reach out to  
impact@newstorycharity.org. 
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We can’t wait to see what 
amazing things you’ll build.

As you begin to implement these processes, there will undoubtedly 

be some moments of tension or uncertainty, as with anything new. 

Here is something to remember above all else: human-centered 

design is exactly as it sounds — human. Though we’ve learned a lot 

and we keep learning, the lines are not always clearly drawn, and 

the process can sometimes be messy. Being committed to this way 

of building means being committed to taking the “human” road, 

even when the faster road or the road of less resistance seems 

more appealing. 

Ultimately, the results will show the truth: designing with empathy 

is the best way to ensure a better outcome. Giving stakeholders 

a voice not only shows you their preferences, it clarifies our blind 

spots and teaches lessons it would’ve otherwise taken us years, 

and a lot of money, to learn.

The journey to becoming more “human” in our design process has 

been an imperfect one, but we’re wholeheartedly committed to 

designing communities built to thrive. We are thankful you chose 

to walk this journey with us. 

WHAT WILL YOU BUILD?
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WORKSHOP DAY SCHEDULE

BEFORE THE WORKSHOP
Set up sound system or megaphone for Lead Facilitator

Prepare refreshments for participants

Prepare toys & games for kids group

Set up tables and chairs - 8-10 chairs at each table

Each table has adhesive, scissors, markers, and craft paper

Each table has a blank map, along with one of each community 
design concepts

Each table has enough home cutouts to represent the number of 
homes to be built in the community

Lead Facilitator (LF) and workshop organizer review the 

schedule of the day with volunteers & give assignments

LF to remind everyone specifically about expectation 
management, not to make any promises we can’t keep

LF to share details of community design concepts

LF assign 2 volunteers to check-in duty

LF assign 2 volunteers to refreshments duty

LF assign 2 volunteers to entertain children

LF assign 1 volunteer to divide participants into groups on paper 
during check-in

ARRIVAL & CHECK-IN     20 M IN
2 volunteers handling check-in process

1 volunteer sorting participants into groups on paper
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INTRODUCTION & DIVIDING INTO GROUPS  15  M IN
LF welcome everyone & give explanation about the workshop

LF to set clear expectations: all ideas are welcome, not all can 
be implemented, along with some expectations for timeline and 
next steps

LF introduce the team of volunteers

LF call out names to divide into groups

LF send children to child-specific group

LF wait for everyone to be seated before giving instructions for 

what’s next

Group Facilitators (GF) take a seat, one at each table, and 

welcome their group to the table as they come

OPEN CONVERSATION     15  M IN
Participants will offer general ideas to groups about their 

homes & community

Note Taker (NT) taking detailed notes from this point forward 

during the workshop

GF make sure to reiterate that there are no bad ideas

LF give a 2-minute warning before it’s time to wrap up this phase

DESIGN YOUR OWN COMMUNITY   20 MIN
Participants will use a blank map of the land and home cutouts 

to build a community

GF prompt conversation about different features of the community

GF explain the blank map, pointing out familiar landmarks and 

streets, so families have context

Again, make sure each table has: 1 blank site map, enough home 

cutouts for each home in the community, and craft supplies

DESIGN INSPIR ATION    15  M IN
LF introduce this phase

GF will introduce  urban designer's community concepts

GF will talk through features of each concept, showing the 

differences 

GF make sure participants know these are only concepts and 

ideas, they don’t have to pick one
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DESIGN MODIFICATION    30 M IN
Participants will make modifications to their community map 

based on what they’ve seen

Each table will need plenty of craft supplies for this phase

GF will help each group choose a representative to present ideas 

to the larger group

IDEA-SH ARING & DEBATE   30 M IN
Each group will send a representative to present the ideal 

community map from their group

Representatives will talk through their ideas & the larger group will 

offer questions and input

LF will emcee and help direct the conversation

WR APPING UP THE WORKSHOP   15  M IN
LF summarize some of the main ideas and themes that have been 

shared 

LF thank everyone for coming and give expectations about what 

comes next

DEBRIEF SESSION      6 0 M IN
LF & workshop organizer lead a guided conversation about the 

workshop

Talk through insights from participants

Talk through the general feeling in each group -- how did they go?

NT give notes to workshop organizer



LPD Field Guide



LPD Field Guide

LPD Q&A Do I need to hire someone to do this?
There needs to be a dedicated team member to ensure that the 

process goes smoothly, but they do not need to be full time. 

Depending on their role, LPD could take 30-50% of their time for 

a few weeks. You simply need someone to take ownership of the 

project from an internal standpoint, recognizing that you’ll also be 

bringing in facilitators for the day of the workshop to carry some 

of the weight as well. 

How do I know if Lean Participatory Design is right for 
our organization?
We believe LPD is right for any organization. Anytime you’re looking 

for a solution to a complex problem, it’s important to engage the 

people who are experiencing the problem firsthand. You’ll always 

be well-served by taking time to listen to their input.

Once I’m doing LPD, how do I know it’s working?
The first point of realization will probably be during the workshop. 

After some trial and error, the conversation will eventually get 

moving, and you’ll start to know things are working. You’ll hear 

suggestions from participants that are smart, tactical, and 

insightful — things you couldn’t have thought of or known without 

their input. 

In the long term, measuring impact data is a great way to 

understand the success of the project. We developed a simple 

tool to make impact data capture easier for your team. Want more 

info? Reach out!

What if families argue during the workshop?
This is a great opportunity for facilitators to step in and be leaders. 

The initial impulse will be to be concerned or scared of the conflict, 

but keep in mind that conflict reflects passion and investment in 

the topic at hand. It’s great for participants to be fully invested in 

the conversation, so it’s up to facilitators to stay calm and 

conversational. They can ask careful questions to get to the bottom 

of the emotions people are expressing, and suggest that participants 

speak one at a time. If needed, facilitators can take a vote on the 

topic in a group, and eventually direct the conversation to the next 

topic, acknowledging both sides have been heard.

67



LPD Field Guide

What if families don’t have “good” feedback or we 
can’t meet their requests?
When the participant feedback seems to be lacking, the first thing 

we ask is, ‘are we asking the right questions?’ Typically, nonspecific 

or vague feedback reflects poor question asking on our part, and 

shows us we need to dig into the “why” behind what people have 

to say. If people are intimidated or overwhelmed by our questions, 

we need to step back and break them down a little more, allowing 

for better answers to our questions.

Another reason families might not be forthcoming in their feedback 

is because they may have an underlying fear of being denied a 

home. Make sure it’s clear from the very beginning: your feedback 

will not disqualify you here. If participants feel confident their 

feedback won’t affect their ability to receive a home in the long run, 

they’re more likely to be honest in the process.

Finally, expectation setting is a huge part of the workshop 

process. We should make it very clear at the very beginning that 

not all requests will be able to be met. Throughout the workshop, 

families are welcome to vocalize any dreams they have — like a pool 

in every yard, or a massive community garden — recognizing that 

these may be “future dreams” rather than something we can build 

right now.

What if I can’t find an urban designer or architect to 
work with?
There are so many urban designers and architects in the world, we 

have complete confidence you’ll be able to find one who’ll be excited 

to work with you. Keep in mind, you’re offering them the chance to 

participate in something with a meaningful, long-term impact. It’s 

your job to really sell them on that excitement -- and to be persistent 

in your pursuit of working with them.

At times, we’ve sent as many as 5 or 6 follow-up emails before 

hearing back from someone. Sometimes, the answer was still a “no,” 

in which case we say thank you and respectfully move on. Sometimes, 

however, it took 6 follow-up emails to finally get a “yes,” — and an 

enthusiastic one, too. Remember, these are busy people, and your 

persistence shows them you really do care about having them 

work with you, and you’re going to do a good job following through 

with them throughout the project.
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Lastly, if you haven’t had any luck finding someone, don’t be afraid 

to look in unexpected places: the university and graduate schools 

in the area, other cities or even other countries, and referrals from 

friends are all good places to go looking. In our experience, there 

is always someone out there who’s excited to help — you just have 

to be persistent in finding them. 

How much does it cost to do Lean Participatory 
Design?
In our experience, the only unavoidable cost of doing LPD is the 

school supplies for the workshop day. We usually spend about $50 

USD on those, and then reuse them as much as possible.

Depending on your arrangement with the urban designer, you may 

need to pay for the printed maps and designs, which can cost $20 

USD or so. If you provide refreshments during the workshop, you’ll 

need to plan for that cost as well.

Overall? LPD doesn’t cost much. In exchange for the long-term 

value it provides for the community, the monetary cost of LPD is 

almost nonexistent. If you’re running into problems in this area, 

feel free to reach out with questions, and we’ll see if we can help 

problem solve with you.

Will you come run my workshop for me?
We wish we could be at every single LPD workshop with you. Since 

we can’t, we’re here to provide hands-on support and make sure 

you have everything you need. Reach out to us and we’ll set up a 

time to chat.

What if there’s language barrier between me and the 
people I serve?
You’ll definitely need to find workshop facilitators who speak the 

local language. We work with our trusted local partners to find high 

caliber workshop facilitators who are not only fluent, but also who 

have all the other important qualities facilitators need.

What if families don’t agree on a solution?
Great question. The goal in a workshop is not for everyone in the 

workshop to agree on a solution, rather, the goal is to get lots of 

ideas that’ll help form your plan of action going forward. It’s actually 

very important not to come to any agreements or make promises 

on the workshop day, in case the ideas somehow get filtered out in 

the design process. Having lots of input and understanding family 

thinking is the general goal of a workshop day, so it’s totally fine if 

participants don’t come to a consensus.
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What if families don’t show up for the workshop?
If families don’t show up, we’d first ask ourselves, “did we do 

everything in our power to make sure families could be here?” Did 

we communicate clearly about the time and date? Did we pick 

a good location? Should we have provided transportation? All 

mishaps are an opportunity to learn, so we’d spend some time at 

the drawing board, figuring out how to avoid this in the future. 

That said, even if a couple of families show up, you don’t need a 

large group for a great workshop. If you get 10 people, or even 5, in 

a room, make the most of what you have — then consider running 

another workshop with another small group, after the fact.

How do I invite the families to the workshop?
This will be different in every community. As a baseline, wherever 

you are, make sure families know far enough in advance that they 

can plan accordingly, and then remind them 2-3 days ahead of time 

so they remember to come. In most places, you may be able to use 

text message communication with families, and that works well in 

our experience. Some places where that’s not possible, you may 

need to go door to door, letting families know about the workshop 

and inviting them to come. You can also post big signs to remind 

everyone of the date and time. Ultimately, however you choose to 

communicate, just make sure your communication is clear and 

timely, giving families all the runway they need to plan accordingly.

I can’t find a meeting location close to their homes. Help!
Don’t panic — there’s always a solution. Remember that meeting 

locations can be very informal, and the space beneath a large shady 

tree will work in most cases. If need be, you can do several workshops  

with smaller groups in an outdoor location. Wherever the community 

might usually gather — or in a neighboring area if you can provide 

transportation — is a good place for a workshop to happen.
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What are some things New Story has learned since 
first starting to use LPD?
We’ve learned a lot. Here are just a few of the things we’ve seen 

time and time again...

We’ve learned that people are generous and willing to help, more 

than you might initially expect. We’ve had so many incredible skilled 

workers and volunteers join forces with us along the way.

We’ve learned that LPD can be as informal as a conversation on 

someone’s porch, and still be very effective and meaningful. We’ve 

had conversations with families while they did their laundry or cooked 

their dinner, and gathered insights we needed to move forward. 

We’ve learned that families have a lot more to say than we could 

have imagined. Continually, their ideas outpace and outshine our 

own. Their input always goes above and beyond what we could 

have built without them.

We’ve learned that LPD bridges more than just our own knowledge 

gaps. Workshops almost always serve to bring together members 

of the community who might not already know or trust one 

another. The process of building a community together provides 

a unique opportunity to see each other as teammates in the work, 

instead of strangers. 

And we’ve learned that gaining involvement from more stakeholders 

is almost always better. If the contractor, the local partner, and the 

home recipients can all be in on the conversations from the 

beginning — the more, the merrier. Involving all project stakeholders 

in the process allows for greater buy-in and a better “team” mentality 

from everyone involved, which is priceless. 
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ABOUT NEW STORY

New Story is a housing nonprofit working to create a world where 

no human lives in survival mode. We believe a home is the foundation 

for the economic uplift families need to move out of poverty and 

into stability over time. Since our founding in 2014, we’ve built 16 

communities in 4 countries, seeing over 10,000 lives changed.

We believe in pioneering solutions for human-centered 

communities. As a housing nonprofit, the challenge we face is 

monumental; there are more than a billion people across the globe 

living without safe shelter. To even make a dent in that number, 

our ability to scale up has to change — from traditional models, to 

quicker, more affordable solutions. Steady, linear improvements 

will never reach the total addressable market of families in need.

As we find breakthroughs in affordable, high-quality housing, we 

plan to share everything we learn with the social housing sector as 

a whole. Change is an open-source pursuit, and our hope is to see 

exponentially more lives impacted with safe, long-lasting homes.
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