In order to manage the multiple aspects of the UI Modernization effort, NJLWD has established a Program Management Office (PMO).  The selected DDI Contractor and the PMO will work closely together for the duration of the NJ SUCCESS project.

The following diagram depicts the structure of the Program Management Office:
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The role of the PMO is to:

· Manage every aspect of UI Modernization 

· Establish and maintain critical project management procedures and associated template, consistent with industry standards, such as the Project Management Institute (PMI).

· Be the key to assuring successful delivery by:

· Providing the Program Sponsor and Steering Committee with a holistic view of projects being undertaken

· Delivering and controlling all projects within the Program in a consistent and structured, controlled manner with clear sign off at each stage

· Making the best use of limited resources

· Overseeing and assuring that each project is contributing the benefits needed to produce a viable, state of the art Unemployment Insurance Operation

· Consistently communicating the progress, issues, and outcomes of each project

· Proactively monitoring project issues and risks

· Effectively and clearly communicating scope, deliverables and status of all projects to all team members and stakeholders

· Enforcing a structured lifecycle for projects and a structured QA lifecycle for the program itself

· Provide on-going mentorship of internal project managers

· Conduct program quality assurance reviews at key times throughout the life cycle of this project, to evaluate and assure that:

· Approved processes and procedures are being correctly applied

· Project artifacts are produced in alignment with requirements, and the approved procedures and templates, and defined acceptance criteria are associated with that deliverable

· All activities planned and undertaken clearly contribute to achieving the original vision and objectives of the program

· Appropriate skills and resources are available to the program

· The timeline and budget are still realistic

· The needs of stakeholders are being met

· All significant risks are being addressed

· Validate that the project is ready to move to the next phase

· Propose remedial actions, if any, as the quality assurance reviews determine potential risks

The DDI Contractor will be housed with the PMO in the same location and building in Trenton, New Jersey.  The roles and responsibilities are outlined below:  

PMO Program Manager:
· Background:  Successful programs have someone who manages and provides overall leadership for the day-to- day activities of all program tasks.  This is usually someone from the business community who has extensive knowledge of the business processes, has experience managing successful projects or programs, and has the respect of their peers, subordinate staff, and senior management.  The PMO leader plays an important role in assuring the DDI contractor meets deliverable requirements.  However, having a state PMO does not reduce the DDI Contractor’s responsibility for producing all contracted deliverables on time and within budget.

· Role:  Day-to-day program manager and leader

· Responsibilities:

· Oversee all program activities

· Review program progress

· Manage the scope change process

· Authorize minor scope changes

· Recommend major scope changes to the Steering Committee 

· Maintain the Program Management Plan

· Maintain the Integrated Program Schedule

· Serve as a Program Management Process Mentor 

· Provide quality assurance to program processes

· Identify, track, and resolve program related risks

· Identify, track, and resolve program related issues

· Review and accept program deliverables

· Authorize DDI Contractor payments

· Serve as the liaison to the Steering Committee

· Communicate program status to the Steering Committee

· Manage the activities of the other PMO members

PMO Contract/DDI Contractor Liaison Specialist: 

· Background:  This is an administrative function that oversees all contract tasks related to DDI Contractor goods and services.   

· Role:  Managing DDI Contractor contracts.

· Responsibilities:

· Identify the DDI Contractor procurement process based on the type of service needed

· Review the DDI Contractor payment process with all DDI Contractors

· Create, review, and track deliverable acceptance forms

· Coordinate signoffs for the deliverable acceptance forms

· Authorize DDI Contractor payments (together with the PM and Project Sponsor)

· Track progress on DDI Contractor payments

· Reconcile payment issues

· Track all deliverables

· Track DDI Contractor costs

· Coordinate the program’s purchasing activities

· Coordinate all program related procurements

· Serve as a liaison to:

· NJLWD Purchasing Group

· The State’s Purchasing Group

PMO Business Architects: 

· Background:  These are the experts on how the organization conducts their business (both as it exists today and in the future).  They have the right amount of experience (to know how things work or will work) and relationships with other personnel in the business community (to draw in knowledge and expertise when needed).  

· Role:  Business process mentor to all program efforts

· Responsibilities:

· Serve as liaison of PMO to Project Managers

· Ensure that the status reports are prepared and submitted on a timely basis

· Ensure that the project schedules are up-to-date

· Review project status reports identifying and assisting in the solving of business related risks, issues, and action items

· Identify, define, apply, and monitor business standards and approaches

· Provide insights into existing business processes

· Review and advise on potential changes to business processes

· Provide mentorship (to the PMO and other project personnel) on business related designs and changes

· Identify and solve business related risks and issues 

· Assess the impact of technical scope changes to the business process

· Serve as a business process mentor 

· Ensure that DDI Contractors understand business requirements

· Ensure that solutions fulfill the business requirements

· Assist the organizational change management specialist with designing process approaches that will minimize impact to the business community 

· Assess and advise on achieving the anticipated business benefits

· Assist the communications specialist with developing approaches that will effectively communicate business related changes

· Serve as a liaison to the end user community (e.g. claimants, and employers) 

· Serve as a liaison to the existing State user community

· Participate in scope change request decisions

· Participate in risk and issue mitigation and resolution 

PMO Technical Architects: 
· Background:  These are the experts on how technology will support the business side of the program (both as it exists today and in the future).  They have the right amount of technical experience (to know how things work or will work), relationships with other personnel in the technical community (to draw on knowledge and expertise when needed), and enough knowledge of the business to understand the application of technology to key business principles.  

· Role:  Technical advisor to all program efforts

· Responsibilities:

· Identify, define, apply, and monitor technical standards and approaches

· Provide insights into existing technical architecture

· Review and advise the project team(s) on potential changes to the technical architecture

· Work with the business architects to provide the optimal technical solution to the business need

· Assess the impact of business changes to the technology

· Research and provide options to technical opportunities

· Provide technical mentorship (to the PMO and other project personnel) on technically-related designs, changes, standards, and approaches

· Identify and resolve technical risks and issues 

· Review and approve technical designs

· Review and approve technical software

· Review and approve technical testing

· Ensure that DDI Contractors understand technical requirements

· Identify/advise the project teams on technical performance objectives/ measurements 

· Determine if technical performance objectives were achieved 

PMO Resource Manager: 

· Background:  One of the significant challenges to a program effort is controlling your own destiny – particularly with personnel resources.  Successful programs have the right teams in the right place, at the right time, with the right skills and experience.  This role focuses on maintaining the right mix of resources across the program. 

· Role:  Resource manager for all program efforts

· Responsibilities:

· Help the project managers develop their project work estimates

· Work with project managers to identify skills and roles for each project/program task 

· Identify shortcomings in current staff skills (as it relates to the program)

· Identify and resolve resource related risks and issues

· Identify a forward load (a projection of resource needs into the future by task and time)

· Develop a list of potential resources (resources with needed skills that are assigned to other work efforts)

· Interview potential candidates for program roles 

· Work with staff to identify career paths and current skills capabilities

· Assign appropriate resources to program tasks

· Design and implement staff skill acquisition programs (training and relevant experiences) 

· Assist the PM with the master schedule – balancing/leveling resources over the balance of the program

· Communicate skills acquisition plan and actual resource utilization

· Communicate forward load

PMO Change & Communications Specialist: 

· Background:  Change Management is a key component of program success and too often overlooked.  Change Management is a constant process and runs through the length of the program.  This role keeps all stakeholders informed and involved, and if successfully carried out enables widespread ownership by all stakeholder groups.  

· Role:  Manage communications and change management efforts across all program efforts

· Responsibilities:

· Communication

· Build a communication plan

· Identify what needs to be communicated

· Identify when it needs to be communicated

· Identify to whom it needs to be communicated

· Identify the appropriate medium for communication

· Set measurements for communication success

· Execute the communication plan

· Measure communication success

· Change Management – help staff find their personal win

· Participate in all sessions that involve changes to business processes

· Define impact of business process changes on careers and roles

· Solicit help of field management

· Identify early adapters

· Identify resisters

· Identify and implement a change management plan for the early adapters (participation, ownership, etc.)

· Identify and implement a change management plan for the resisters

· Identify and implement a change management plan for the typical employee

· Identify and implement a change management plan that will satisfy the union and senior management

PMO Logistics Coordinator: 

· Background:  The PMO support role is an administrative role that focuses on providing administrative support to the other members of the PMO and by maintaining the tool suite used by the PMO team.  

· Role:  Responsible for administrative PMO tasks 

· Responsibilities:

· Primary

· Develop and maintain the PMO document repository

· Schedule PMO related meetings

· Maintain the risk, issues, change control tracking systems

· Secondary - assist all other PMO team members with administrative tasks

