Executive Summary

Recognizing the need to retool for the future, the New Jersey Office of Information Technology (OIT) embarked on an ambitious plan to introduce new technologies into the organization.  In 2003, OIT was a 75 percent mainframe shop with an aging workforce and deficit of skills in new technologies.  Processes and technologies are now in place to transition from legacy mainframes to the distributed world.  
To train employees efficiently and effectively, OIT created virtual centers of excellence through its Java and .NET competency centers. The competency center developers follow a standardized architecture.  The centers allow employees to learn from and help each other as they add more advanced features to reusable applications.  

a) Description of project, including length of time in operation

Starting in June 2004, the state of New Jersey began developing a center of excellence (COE) for application development with the help of Sun Microsystems. The center is focused on the enhancement of software development processes in the Java and Microsoft .NET environments. The documents and procedures developed through the process are being made available to all state departments and agencies. 

The center of excellence methodology is an iterative approach that breaks the application development process into four distinct phases.  

1. Inception defines the project’s scope, risks, and milestones. In this step, staff begins gathering requirements and creates an architecture strategy.

2. Elaboration mitigates risks through architectural prototyping and the fleshing out of requirements.
3. Construction is where the system’s functionality is designed and built.

4. Transition initiates the final preparations for making the system production-ready.

The Office of Information Technology (OIT) is working with the Department of Labor and Workforce Development to establish Java J2EE frameworks.  A development team under the guidance of mentors will follow every step of the methodology on a new project from start to finish. 
OIT has already created virtual centers of excellence through its Java and .NET competency centers.  Employees have already begun developing and architecting applications in these environments. The competency centers were created to allow employees to learn from and help each other as they undertake more advanced development initiatives.

b) Significance to the improvement of the operation of government

The center of excellence framework is propelling the state of New Jersey to the next level of sophistication for application development. Using the COE, the state is creating a common methodology for application development to apply best practices and improve the quality of services.  It establishes frameworks for security, session management, log-in, exception handling, configuration, packaging and database access as well as improving scalability and maintainability.

c) Benefits realized by service recipients, taxpayers, agency, or state.

As systems moved away from traditional mainframe-based environments, OIT staff was not skilled in Web-enabling technologies.  OIT was forced to hire consultants to develop new systems and faced problems with internal support.  The new approach was to retrain staff in Microsoft .NET, Java J2EE, and IBM HATS.

In early 2004, OIT teamed staff with consultants acting as mentors.  The consultants worked with the OIT team to ensure the applications met functional requirements while staff was retrained.  

The Division of Taxation’s Package NJX was the first project completed through this process.  OIT established a robust infrastructure to host any Microsoft .NET application reliably and securely.

NJX allows tax practitioners to order booklets and CDs on the Web and pay via eCheck.  The application includes the first component of OIT’s Service Oriented Architecture, the integration of Java/J2EE and .NET/C# through eCheck.  Since its December launch, OIT received orders from 1,400+ practitioners totaling over $40,000.  

OIT also created a tracking and management application for the Council on Affordable Housing (COAH). COAH tracked and monitored municipal affordable housing plans using several Microsoft Access databases and a manual tracking process.  The new system, developed using Microsoft .NET/C#, provides online access to plan-related information.  The application streamlines processes, reduces cycle times, and improves information quality.  

Using Java/J2EE, OIT developed a Web-based application for the Department of Community Affairs to simplify the construction permits process. The PermitsNJ system gives the public the ability to use the My New Jersey portal to apply and pay for permits instead of going to a municipal office, saving time and transportation costs for citizens. 

Municipalities began using the multi-featured application on January 5, eliminating the old DOS application.  PermitsNJ also uses a Web service to add GIS coordinates for all new permits.

Through a combination of .NET and HATS, any of the 70,000 state employees will be able to complete the Department of Personnel’s job reclassification questionnaire online.  This application is the first project where OIT converted elements of a legacy system to a Web service to be used in conjunction with its .NET and Java environments.  The modules created for the project are reusable for other agency applications, and it uses a service-oriented development approach. 

The upgrades will allow Personnel to request a reclassification change through the portal using HATS.  OIT has successfully used HATS to extend legacy systems without having to rewrite the applications.  It saved countless hours of development time and costs. Once logged on, Personnel and HR staff can use and access the legacy mainframe from their Web browsers. The project will be implemented this fall.

These solutions allow for 24/7 access to anyone who has Internet access.  Previously mainframe systems were not available to the public. In addition to increased availability, these projects have enabled OIT staff to learn new skills that will better enable the organization to meet the needs of our citizens.  Through these major legacy transition initiatives, OIT has positioned itself for the future and is saving money by creating reusable products.

d) Return on investment, short-term/long-term payback (include summary calculations). Projects must exhibit measurable operational benefit.

This retooling of OIT staff has had a dramatic impact on the organization and has positioned it well for the future.

The New Jersey Office if Information Technology (OIT) realized New Jersey could create more agile, real time solutions for citizens by leveraging key components of applications. These solutions are especially valuable in a tight budget environment. 

Through business process re-engineering and a move towards a service-oriented architecture, the OIT created new IT solutions that extend the life of legacy systems. With a combination of multiple technologies including Microsoft .NET, Java J2EE, and IBM HATS (Host Access Transformation Services), OIT has produced a number of solutions that are reusable throughout the state. Systems have already been developed for tax filing, affordable housing, construction permits, and personnel functions.  

