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About Pro Bono Net

Our programs:

• Help individuals access, understand, and
exercise their legal rights

• Make it easier for legal advocates to do the
most good

• Support national and regional efforts to
expand access to justice
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About the New York Justice Initiatives 

New York State has long been a leader in the
access to justice community. From New
York City to rural upstate, Pro Bono Net’s
New York Justice Initiatives (NYJI) play a
transformative role in how legal help
reaches the underserved across the state.
Anchored by LawHelpNY and the LiveHelp
online chat programs, NYJI also includes NY
Crime Victims Legal Help, Tenant Help NY,
and Pro Bono NY.
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5 Key Stages for a Successful Access to 
Justice Program or Initiative
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#1: Planning and 
Initiation 
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Project Planning and Initiation

• Concept and initiation 
• What is the problem or need you’re trying to address? 
• What will success look like, short and long term?

• Needs assessment
• Who is the target audience? 
• What are their concerns, needs and preferences?
• How many people need this service? 
• What data already exists about this issue that we can learn from? 
• Is any other organization already providing this service to 

litigants or working on this issue?
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Project Planning and Initiation

• Stakeholder analysis & engagement 
• What other people or groups can impact - or be impacted - by the 

project? 
• How you can best engage and collaborate with them now, and 

throughout the project lifecycle? 
• Stakeholders can include litigants, other community members, court 

staff, community partners, subject matter experts, researchers 

• Defining the scope 
• Given this learning, what aspect of this issue is your program/project 

best suited to address? What resources and funding is needed to 
undertake it? 
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Practical Tools and Tips

CDC logic model template

DOJ Elder Justice Initiative Logic Model 

Create a simple logic model to capture how your activities will lead to your intended 
outcomes. It’s a great planning tool, and also can serve as the basis for your project 
evaluation efforts. 
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https://www.cdc.gov/tb/programs/evaluation/Logic_Model.html
https://www.justice.gov/elderjustice/sample-generic-logic-model


Practical Tools & Tips

Potential data sources for needs 
assessment: 

• Existing program and litigant 
data and feedback

• New York Courts Access to 
Justice Program publication 
data 

• Census.gov

• NTIA Indicators of Broadband 
Need Mapping Tool

National Telecommunications and Information Administration Indicators of Broadband Need Map
https://www.ntia.gov/press-release/2021/ntia-creates-first-interactive-map-help-public-see-digital-divide-across-country
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https://ww2.nycourts.gov/ip/nya2j/publications.shtml
https://www.census.gov/programs-surveys/acs
https://broadbandusa.maps.arcgis.com/apps/webappviewer/index.html?id=ba2dcd585f5e43cba41b7c1ebf2a43d0


Practical Tools and Tips 

Funding resources
• Grants and Contracts Office 

- Intranet (InsideUSC) link
- Public link

• Candid.org

• Talk to programs that secured funding 
for similar projects. Can they share their 
learning and offer suggestions?  
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http://inside-ucs.org/oca/grants/index.shtml
https://ww2.nycourts.gov/ip/jipl/membership.shtml
https://candid.org/


#2: Project 
Management, 

Governance & 
Execution  
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Project Management

• Scope
• Brainstorm with key stakeholders and participants to define 

what is and what is not within the scope of the project
• Cost

• Prepare a realistic budget by breaking down costs by 
categories such as personnel, technology, supplies, space, 
training, etc

• Time
• Create a schedule with milestones and deliverables
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Project Governance

• Assemble your team
• Includes sponsor, project manager, team leader & members

• Identify stakeholders 
• People who are involved or are affected by the project’s 

activities, who contribute resources,  and who will benefit 
from the project

• Internal, external, consultants, funders
• Assign roles

• Consider the MOCHA model
• Craft a communications plan

• Identify goals, members, frequency, and  tools
• At minimum, schedule weekly meetings
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https://www.managementcenter.org/resources/assigning-responsibilities/


Risk Assessment & Management

• Identify risks at the outset
• Build in extra time and costs to reduce risk and be 

transparent about this with the project team
• Make contingency plans for adjustments in scope, cost, 

or time to mitigate risks
• Review and evaluate along each step of the project and 

be prepared for tradeoffs
• Share progress and challenges with stakeholders 

regularly to help identify and manage risks 



Practical Tools & Tips

● Google’s Google Documents Project
Management Features
○ Create tables for better tracking of tasks

and roles
○ Track project management status with

labels and colors

● GooDocs
○ Find easy and free Google Document

templates for project management and
to-do lists

● Calendar Invitations (e.g., Microsoft
Outlook)
○ Schedule reminders for your team as

meeting invitations
○ Assign color categories to calendar

events to organize your projects
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https://thegoodocs.com/
https://support.microsoft.com/en-au/office/assign-a-color-category-to-a-calendar-appointment-meeting-or-event-750596d9-707d-4412-8c0e-7fdc0fc52527


Practical Tools & Tips
● Free Online Project Management Tools

○ E.g., Todoist - Create projects and subprojects,
manage to-do lists and add collaborators, add
dates and set up recurring tasks automatically

● Before starting a project:
○ Think about the different phases of the project and

organize tasks according to each phase
○ Tasks should be manageable and should have a

deadline to help everyone stay on track
○ Think about how you will communicate project

updates to your team and/or partners

● After the project:
○ Schedule a debrief meeting with your team to go

over what went well and review any areas of
improvement. It’s also a good opportunity to
celebrate all the work you did!
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#3: Pilot Testing 
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Project Pilot Testing 

Goal: Evaluate how your project will operate in real-time and identify potential issues or
areas for improvement before the project’s full-scale implementation. Consider the
following:

1. Participants - Select the people who will participate in
your pilot project. Are they part of your team? Will you
be recruiting people?

1. Pilot Guide / Technology - Develop a simple written
guide for partners or people that will be part of the pilot
testing. The guide can include step-by-step
instructions on what everyone will do, guiding
questions, screenshots (if applicable), and desired
results. If the project involves using technology, ensure
that the technology is working properly and that you
have tested it before the pilot.
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Project Pilot Testing 

Goal: Evaluate how your project will operate in real-time and identify potential issues
or areas for improvement before the project’s full-scale implementation. Consider the
following:

3. Feedback - Determine the way you will
collect and document feedback for review.

● E.g., Will you ask participants to complete
feedback forms? Will you interview them
and have someone take notes?

● Schedule a “post-pilot feedback session”
to go over the pilot results.
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Project Pilot Testing - Virtual Clinic Example 
● Project Pilot Testing Goal: To ensure that pro

bono clients can 1) successfully connect with
pro bono attorneys via video or phone and 2)
successfully share documents with an
attorney via the Remote Legal Connect
platform.

● Format and Duration: Mock virtual clinic, 2
hours (1 hour to go over instructions via
Zoom, 1 hour to conduct pilot and gather
feedback via the Remote Legal Connect
platform).

● Participants: 3 people from the partner
organization will act as the pro bono attorneys
and 3 people from Pro Bono Net will assume
the role of the pro bono clients. Everyone will
be set up with test accounts.
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Practical Tools & Tips

● Collecting Feedback During Pilot
○ One-on-one interviews
○ Free digital interactive whiteboards or 

apps like Google’s Jamboard or Miro 
○ Create feedback surveys with tools like 

Microsoft Forms (available to court staff 
via the  Microsoft  Suite), 
SurveyMonkey, Typeform, or Google 
Forms

○ Reach out to relevant stakeholders (e.g., 
legal aid organizations, community 
outreach leaders, organizations) who 
can provide additional insights and 
support during the pilot testing phase

● Checklists for participants to complete 
during the pilot, if needed 
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https://jamboard.google.com/
https://www.google.com/aclk?sa=l&ai=DChcSEwiklrbNqq3_AhUEt8gKHQf_D7YYABACGgJxdQ&sig=AOD64_3B1HPJ3DelKmf_jtmjLL80AnzR6A&q&adurl&ved=2ahUKEwiOlrDNqq3_AhXcD1kFHS2EA_AQ0Qx6BAgGEAE
https://login.microsoftonline.com/common/oauth2/authorize?client_id=c9a559d2-7aab-4f13-a6ed-e7e9c52aec87&resource=c9a559d2-7aab-4f13-a6ed-e7e9c52aec87&response_type=code%20id_token&scope=openid%20profile&state=OpenIdConnect.AuthenticationProperties%3DeyJ2ZXJzaW9uIjoxLCJkYXRhIjp7IklkZW50aXR5UHJvdmlkZXIiOiJBZVJPVE1jMWRlZ3g4RW9MVjI2Q2tCeF9rRjJOMWdyTjYxUXM5c0RRaXpQRTU2MjBPSFBfWnNiNkp5b3VmdHBBMWx4SFJyV094NFhGNjMxanJ6SF9FS3ciLCIucmVkaXJlY3QiOiIvUGFnZXMvRGVzaWduUGFnZS5hc3B4In19&response_mode=form_post&nonce=638218842030334129.M2E4NjEzYTMtMGYwMi00ZjY3LWFhNGEtMWRjMDUxMWExZjI1MmFlNDg4ODYtMWEyYy00M2ZjLWFmZDYtZGVhNjliYTc4ZGYx&redirect_uri=https%3A%2F%2Fforms.office.com%2Flanding&msafed=0&x-client-SKU=ID_NET472&x-client-ver=6.16.0.0
https://www.google.com/aclk?sa=l&ai=DChcSEwiY8Yjqrq3_AhUv68gKHTt6Cf4YABAAGgJxdQ&sig=AOD64_1Wn9tNmD-b_xIOEKaoq4IxLxsUbQ&q&adurl&ved=2ahUKEwiMnIHqrq3_AhWMGFkFHc-kAXwQ0Qx6BAgKEAE
https://www.google.com/aclk?sa=l&ai=DChcSEwiY8Yjqrq3_AhUv68gKHTt6Cf4YABACGgJxdQ&sig=AOD64_3hVoq4CF4pRRW2gfQOVbdwGapwsQ&q&adurl&ved=2ahUKEwiMnIHqrq3_AhWMGFkFHc-kAXwQ0Qx6BAgJEAE
https://docs.google.com/forms/


Practical Tools & Tips
User testing: A little research can go a long way. 

Help Centers and Public Access Law Libraries in many 
jurisdictions can be asked to assist with litigant user testing.

Digital.gov Usability Starter Kit User-Informed Legal Design: A Practical GuideDHS Usability Testing Kit

https://digital.gov/resources/digitalgov-user-experience-resources/digitalgov-user-experience-program-usability-starter-kit/?dg
https://www.lsntap.org/node/310/user-informed-legal-design-practical-guide
https://www.dhs.gov/cx/dhs-usability-testing-kit


#4: Full-Scale Roll-Out 



Project Launch

Goal: Raise awareness about your access to justice program and how it can help your
target audience.

● Confirm a formal launch date (you may consider a
“soft launch” if you need more time for a formal
launch)

● Draft an announcement or press release sharing
information about your program

● Focus on communicating the impact and importance
of your program and how it will help people

● Coordinate with your social media team and
collaborators/partners about announcing your launch
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Outreach and Promotion Plan

An Outreach and Promotion Plan should identify: 
• Audience
• Desired action
• Message
• Venue
• Method
• Resources needed
• Priority in the next 6 months
• Who’s responsible? 
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Outreach and Promotion - LawHelpNY

How LawHelpNY can help the courts promote  new 
products and services:

• Craft plain-language resources on LawHelpNY
• Add clinics to the Legal Help Directory
• Build Guides that describe and direct users to the 

product or service
• Write blog posts 
• Expand LiveHelp online chat trainings
• Include in newsletters, listservs, and social media
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Practical Tools & Tips
● Project Launch Outreach

○ Intranet homepage for the OCA Office of
Public Information

○ The court system’s Facebook, Twitter, and
Instagram accounts.

○ For any programs or initiatives where the
court system is a partner, requests for
social media postings can be sent to John
Caher, jcaher@nycourts.gov, 518 453-
8669.

○ Who can people contact if they want to
learn more about your initiative?

○ Are there community organizations that
can help you spread the word?

○ Offer demos or informational sessions
about your A2J initiative
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Outreach Tracker Example

By documenting your outreach efforts, you can effectively track the various
groups with whom you have shared your announcement, assign roles for
outreach, and ensure you stay on track with target deadlines.
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#5: Monitoring & 
Evaluation
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Monitoring & Evaluation 

Goal: To collect and analyze data to measure impact and evaluate areas of
improvement.

● Determine the Metrics: Determine
first the type of metrics that you want
to monitor as part of your program.
Every program will have different
indicators to measure progress.
Consider the following:

○ What specific outcomes do you
want to see through the program?

○ What does progress look like?
○ Who will need to understand and

interpret the data?
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Monitoring & Evaluation 

Goal: To collect and analyze data to measure impact and evaluate areas of
improvement.

● Collecting Data: Identify the mechanism
through which you will collect these metrics
(e.g., Will you need to involve your IT
department?, How will you collect the metrics
you need and how long will it take to obtain
them? Will anecdotal data be useful to measure
your progress? If so, how will you collect that
information and how often?)

● Analyze the Data: Look for trends and
patterns. Are there any issues? What does the
data tell you about how people are engaging
with your program? Is there a story you can
tell to engage even more people?
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Practical Tools & Tips

Sample Questions - Satisfaction Survey

● The service I received from [program] was an overall positive experience.
○ Strongly Disagree
○ Disagree
○ Neutral
○ Agree
○ Strongly Agree

● It was easy to navigate and participate in the [program].
○ Strongly Disagree
○ Disagree
○ Neutral
○ Agree
○ Strongly Agree
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Maintenance, Sustainability & Learning

• In the initial needs assessments, identify whether the 
project is intended to serve long-term or short-term 
needs (an example of short-term would be covid-
related eviction resources)

• Include funding for maintenance and an evaluation 
period after launch

• Use learnings to assess viability of the program 
• Don’t chase after sunk costs if market conditions 

change
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Celebrate success - and learning

•What worked well?
•What didn’t work well?
•What should we do differently next time?
•Anything that left you puzzled?
•What shout-outs do you have for your 
teammates? 

Image credit: CC BY-ND @BryanMMathers



Practical Tools & Tips

● Online survey tools to evaluate the program like SurveyMonkey, Typeform, or
Google Forms

● Storytelling & Communicating the Impact of Your Program
○ Voices for Civil Justice (as of January 2023, VoicesforCivilJustice.org is

archived, but it still provides many useful resources).
○ Use the “VPSA”Method by the Opportunity Agenda: The Formula for Building

Your Message (Values, Problem, Solution, Action)
○ Show the impact of your project / program by using layouts already created for

you - Free Tools:
■ PowerPoint’s Designer shows you ideas for the layout of your presentation
■ Slidesgo.com
■ Canva.com

○ Look to other programs for ideas on what has worked for them and other
guidelines that can help measure the impact of your program.
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https://www.google.com/aclk?sa=l&ai=DChcSEwiY8Yjqrq3_AhUv68gKHTt6Cf4YABAAGgJxdQ&sig=AOD64_1Wn9tNmD-b_xIOEKaoq4IxLxsUbQ&q&adurl&ved=2ahUKEwiMnIHqrq3_AhWMGFkFHc-kAXwQ0Qx6BAgKEAE
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https://voicesforciviljustice.org/for-advocates/
https://opportunityagenda.org/our-tools/vpsa/
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Questions? 



Other Resources 
● Remote Legal Support: A Guide for Nonprofit and Pro Bono Innovation Includes

successful remote legal support programs and their program logistics, processes,
challenges, tools, checklists, sample documents, and best practices.

● Remote Legal Support: A Post-Pandemic Guide to Nonprofit and Pro Bono Innovation
contains materials, survey results and analysis, and observations on pro bono practice
during the pandemic.

https://www.connectingjusticecommunities.com/remote-legal-support/2020/03/
https://www.immigrationadvocates.org/remotelegal/


Thank You 

● Tim Baran, Program Director, New 
York Justice Initiatives | 
tbaran@probono.net

● Liz Keith, Program Director, State & 
National Justice Communities | 
lkeith@probono.net

● Jeanne Ortiz-Ortiz, Senior Program 
Manager, New York Justice Initiatives / 
State & National Justice Communities | 
jortiz@probono.net
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