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Delivering an Internal AI System in a 
High-Stakes Public Institution:

What Project Managers Can Learn from the 
Judiciary’s AI Journey
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Jessica Lewis Kelly, Esq., 
Special Assistant to the 
Administrative Director 
(policy, training, 
governance)

Siva Appavoo, Senior AI 
Manager – Data Analytics 
& AI (technology, 
architecture, feedback 
loops)

Our Collaborative Approach
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By the end of the program, participants will be able to:

• Identify PM disciplines most critical to AI success

• Apply risk-first and policy-first approaches

• Recognize governance and training as deliverables

• Translate AI complexity into manageable programs

Learning Objectives
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• Growing workload and complexity

• Higher public expectations for speed and access

• AI is unavoidable – better to harness power than risk misuse

• Fundamental requirements – fairness, independence, trust

Why AI for the Courts? The Business Case



New Jersey Judiciary
23

NJ Courts Mission
Independence Integrity

Fairness Quality Service

NJ Courts
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NJ Courts AI Journey:
August 2023 – January 2026



New Jersey Judiciary
25

• Leadership and vision from the Supreme Court 
(highest court in NJ)

• Multi-phase, incremental approach

• Focus on
• Principles
• Policy
• Program management

Our AI Journey at a Glance
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• August 2023:  Supreme Court Committee on AI 
& the Courts

• Multi-stakeholder leadership (attorneys, IT, court 
administrators, academics, advocates)

• Initial AI education for judges and staff

Start:  Supreme Court Committee & Early Steps
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• January 2024:

• Statement of Principles:  Judiciary commitment 
to using AI to advance independence, integrity, 
fairness, quality service

• Guidelines for Attorneys:  AI ethics for the bar

• Takeaway:  policy-first, not tech-first

Principles & Policy Set First (Early 2024)
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• What AI could not do was clearly established

• No replacing judicial review

• No legal opinions or live research

• Accelerated downstream decisions and scoped 
technical requirements

Defining Constraints Before Scope
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AI Advancing the Mission of  the NJ Courts
Independence

• AI systems will be designed and 
deployed in a manner that 
respects and maintains the 
independence of the Judiciary…

• AI will never be used to 
replace the autonomy of 
judges…
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Statement of  Principles (cont’d)
Integrity

• AI technologies will be rigorously 
assessed

• The Judiciary … will 
engage in ongoing 
oversight to ensure that AI 
technologies are Secure, 
Transparent, Accurate, 
Reliable, and Explainable.
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Fairness

• AI will be used to support equity 
for all parties to the case, to 
maximize access to the courts, 
and to reduce unnecessary 
delays in case disposition…

Statement of  Principles (cont’d)
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Statement of  Principles (cont’d)
Quality Service

Expanded Judiciary use of AI aims to 
improve effectiveness and consistency 
in court services…

AI technologies will be used in 
ways that maintain 
confidentiality and that 
safeguard the security of 
Judiciary systems, and the data 
contained in those systems.
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• Internal build for strict confidentiality, customization, 
and control

• Avoiding vendor lock-in: 
• Enabling faster, safer iterations and adjustments

• Takeaway:  defined scope + clear priority (security to 
maintain trust)

Build vs. Buy Decision
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• Closed, court-only system (no internet access)

• Document upload

• User-specific sessions

• Audit trails and transparency 

Translating Policy to Technical Design
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• Built NJ Courts AI Access (internal tool) 

• Gradual pilot expansion with ongoing user education

• Continuing focus on:

• Ethics

• Security

2024:  Development, Pilot & User Training
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• AI Fusion Team guides pilot and implementation

• 11 users in January 2025 – 2000+ by late 2025

• Expanding functionality and training:

• More capable tool

• More capable, experienced users

2025:  Fusion Team & Expansion
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• Stakeholder mapping:
• Justices and judges are not typical users
• Staff at all levels
• Separate platform for critical IT uses

• Takeaway:  Tailored value propositions, trust-
based engagement and development

Stakeholder Engagement as Critical Path
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• Usage rules, accountability, change control

• Not just oversight – integrated into day-to-day use

• Policies are reviewed and updated frequently

• Non-tech:  role of supervising judges, managers, 
to set and monitor use, maintain communication

Governance as a Deliverable
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NJ Courts AI Access Cannot:NJ Courts AI Access Can:

Conduct live legal research, 
access current cases or 

statutes.

Process extensive legal files 
(PDF, Word, Excel, images & 

more).
Generate legal opinions or 
make legal determinations.

Extract, synthesize, and 
summarize text from 

documents.
Replace judicial review and 

final responsibility. 
Help to organize and analyze 

pleadings, motions, etc.
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• Phased deployment, slow-growing pilot program

• Frequent feedback

• Improvements to policy

• Improvement to technology

• Checkpoints to preserve trust and credibility

Incremental Delivery & Continuous Improvement
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• Education pre-launch, post-launch, and ongoing

• Intentional transparency

• For internal users (including highest leaders)

• For external audiences

• Sustainable adoption through engagement and 
responsive teamwork

Continuous User Education & Feedback Loops
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Demo of  NJ Courts AI Access 
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• Program over project

• Plan for evolution, not completion

• PM discipline > technical ambition

• Start with governance and risk

• Prioritize stakeholder engagement and quality

Key Challenges & Lessons for PMs
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• Treat governance, risk, and user engagement as 
deliverables

• Incremental, policy-first delivery protects trust and value

• Success requires decision quality and public 
confidence (not novelty)

Takeaways for Project Managers
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NJ Courts AI Resources Webpage

• Includes:
• Statement of Principles
• Preliminary Guidelines for NJ Lawyers
• Articles on NJ Courts AI Journey
• PPTs and Videos of Public Trainings

Additional Resources 
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Thank you!


