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University of Toronto at a Glance 

• Enrollment: 83,156 (2013) 

 

 

 

 

 

 

 

 

 

• 3 campuses: Downtown Toronto (St. George), Mississauga 

        (in the west) and Scarborough (in the east) 

• Undergraduate programs: 700+ 

• Graduate programs: 215 

• Professional programs: 63 

• Staff and faculty: 18,860 

• Alumni (up to Fall 2013): 530,000 

• Operating budget (2012-2013): $1.8 billion  

 



• Implemented in 1998  

• Major focus on registration 

• Mainframe architecture 

• Lacked much of the functionality 

       required now and in the future 

• Many manual processes 

• Performance 

• Cost to maintain 

Challenges with Current SIS 



NGSIS 

• One of largest IT projects ever undertaken at U of T 

 

• Create a renewed and expanded suite of student information 

services 

 

• Hybrid approach – choosing solutions which best fit the U of T  

 

• Phase in solutions over multiple years while maintaining  

     current service levels 

 
* Take care while stepping down current SIS * 



The Hybrid Approach 

• Community Source 

• Local Development 

• Vendor Packages 

• Business Intelligence (Cognos)  
 



2013 2014 2015 
• Build credibility 

• Emphasis is on short 

term service 

improvements  

• Initiate large scale 

change projects 
 

• Capitalize on credibility 

• Emphasis is on large 

scale change projects 

• Implement technical 

infrastructure 

• Continue to provide 

targeted service 

improvements 

 
 

• Implement selected large 

scale change projects 

• Continue to provide 

targeted service 

improvements 

• Evaluate progress 

 
 

Strategy 



Strategic Plan 
2013 2014 2015 

Service Improvements: 

Large Scale Change: 

Technical Improvements: 

3 Tier Plan 

Over 30 new service improvements 

for students and staff 

• Expanded system hours 

• Hardware improvements 

• Enable live connections to the main system for divisions 

• Participation in Kuali community source development 

• Curriculum management  

• Improvements to students accounts 

• ACORN student web service 



SIS 

 

1.8 million lines of code 

7,750 programs 

700 batch jobs 

 

External systems  

 

e.g. 
OUAC 

AMS 

Blackboard 

Bank payments 

Security 

 

70 power users depend 

on ROSI data 

20 divisional systems 

depend on ROSI data 

Student 

Web Service 

 

294,000 logons 

first day of 

classes 

 

48,000 distinct 

users first week 

of classes  
 

Administrative 

1,200 users 

 

300 concurrent 

 

 

 

450 tables 

100 GBs of data 

10-15 million database calls per hour during 

busy times in year 

200 system interfaces 

1000+ 

Shadow Systems 

U of T Student System - Current State 
 



SAP 

 

HR, Finance 

Research 

 

Student 

Web  

Service 

Year 1 & 2 (2012 – 2014) 

Focus on Short Term Service Improvements 

Course 

Finder 

Transfer  

Credits 

Extend   

Campus 

Map 

 

Choose 

Residence  

 

 

Manage 

Residences 

 
Co-curricular 

Record 

Degree  

Explorer 

Join Varsity 

Team 

Ontario Market Share 

• Improve UHIP process 

• Automate Residence 

Financial Interface 

• Fix Summer Fee calculations 

• Add New Financial Reports 

Find Text 

Books 

Main SIS 

added 

 One Stop Registration Status  

 Enhance Transcript Service 

 Improve Invoice Format 

 Personalised Calendar 

 Personalised Exam Schedule 

 Safety Abroad Address 

Recruitment 

Course Enrolment 

Program Enrolment 

Student Performance 

over 30 new 

improvements 



Scale ….. 

where to 

start? 

Planning for large scale change 

http://2.bp.blogspot.com/--nQKC3oVD4c/UEt6hu_MvFI/AAAAAAAAAbg/uYGNUAXcDWw/s1600/How-to-eat-elephant.png


Lines of 
Code Programs 

Common Functions 468,792 26% 2,253 29% 
Enrolment 434,980 24% 1,552 20% 
Admissions 216,504 12% 650 8% 
Student Accounts 195,791 11% 748 10% 
Resources  162,074 9% 571 7% 
Awards 91,089 5% 337 4% 
Degree Audit 45,729 3% 125 2% 
Graduation 42,517 2% 94 1% 
Security 41,517 2% 93 1% 
Person (student) 29,132 2% 103 1% 
System Resources 99,065 5% 1,228 16% 

Total Lines of code 1,827,190 
Total 
Programs 7,754 

Year 3 (2014-2015):  Planning for large scale change 
 



SAP 

 

HR, Finance 

Research  

 

ACORN 

 

New 

Student 

Web  

Service 

Project Plan: 2014 - 2015 

Large Scale Projects Underway 

SAP 

Student 

Accounts 

Curriculum 

Management 

Courses & 

Programs 

Awards (5%) 

Admissions (12%) 

 Enrolment (24%) 

 Kuali Development 

Degree Audit 

(3%) 

Student Accounts 

Tuition & Incidental Fee 

Calculation 

(11%) 

Common resources (9%) 

 courses, org structure, degree, subject posts  

Common programs (26%) 

  

Convocation 

(2%) 

Person (2%) 

(student) 

 

Common technical and security components (7%) 
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Tour 
Service Improvements 

 

Student Web Services 

 



Evolve the system as new  

on-line resources and tools become  

available to students and staff 

 

Deliver services through  

the Accessible Campus On-line 

Resource Network  

(ACORN) 

Solution Delivery 

- Choose my residence 

- Transfer my credits 

- Find my text books 

- Plan my degree  



January 2013 



New ACORN landing page: February 2013 



December 2013 



Can I transfer my credits? 



20 



Help me to choose my residence… 

 

Graduate 

Students 





I’d like to explore my course options… 





What books will I need for my courses? 



I’d like to buy my books on-line … 



Record my experiences outside of the classroom ... 



Help me to plan my degree… 
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Moving ahead …  

   

The University of Toronto 

 

new student web service 

 

 ACORN   
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ACORN– new SWS 

Sophisticated, flexible, accessible desktop and mobile platform for online student services 

 

Goals 

 

• Support students to make informed decisions about their lives at UofT 

 

• Consolidate aspects of UofT’s online student information services into a more cohesive 

experience for students 

 

• Increase awareness, engagement and satisfaction of students by connecting them with 

appropriate services, opportunities and people  
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User Centre Design - Methodology 

• Formative research stage – exploratory interviews, surveys, 

comparative analysis 

• Sketching/wireframes – quick feedback reactions, 

exploratory interviews 

• Usability tests - testing of live prototype designs with actual 

users and assessing the models from a user perspective 

 

 

Decisions about the design and functions based on evidence gathered from users: 
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User Centre Design - Tools  

Development can begin based on functional prototypes, 

wireframes and design documentation  

 

• Usability testing software: Morae 

• Mobile usability testing rig: Mr. Tappy   

• Remote usability testing: Loop 11   

• Build functional prototypes: Axure RP 

 

http://www.techsmith.com/morae.html
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Current Student Web Services (SWS) 

 

• Look and feel is outdated and navigation 

is problematic 

 

• Dashboard - ineffective use of space 

 

• Menu in unstructured order 

 

• Student quote about SWS: "I don’t feel 

like it was built for me, feels like it was 

built for Registrars” 
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Current Student Web Services (SWS) – Enrolment  

• Information is distributed across separate 

pages and never displayed all at once 

 

• Students required to understand the 

Universities business processes and 

terminology (e.g. course codes) 

 

• Important information is not displayed 

(e.g. instructor) 

 

• Error messaging is ambiguous and 

causes dead ends 
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Current Student Web Services (SWS) 

 

• Lacks breadth of student experience 

 

• Focuses only on personal info, 

registration/enrolment, finances and 

graduation 

 

• No links to other student 

sites/applications (e.g. Course Finder, 

Degree Explorer) 

 

• Feels administrative to the student 

 

• Too much text (e.g. disclaimers)  
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Preview 

 

New Student Web Service 
ACORN 
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ACORN – Demo 

http://webhelp.easi.utoronto.ca/acorn/dashboard.html 
 

http://webhelp.easi.utoronto.ca/acorn/dashboard.html
http://webhelp.easi.utoronto.ca/acorn/dashboard.html
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ACORN –  Mobile 

http://dim.lamp.utoronto.ca/test/home.html  

http://dim.lamp.utoronto.ca/test/home.html
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ACORN –  Student feedback and comments 

 

 

Overwhelmingly positive comments from students to date: 

 

 “It feels like this system is built for me” 

 

 "If I used this system for five minutes I'd be used to it” 

 

 "This is a huge step forward from the current SIS" 
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Project Summary 
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Summary 

Student Services 

• Multi-year project 

• Hybrid approach 

• Short term service improvements 

• Initiate long term technical & 

     functional changes 

• User centered design principles  

• Divisional partnerships 

http://1yb5dx32zr9j19lz6w18wrwje0m.wpengine.netdna-cdn.com/wp-content/uploads/2014/04/next-generation.jpg


• Building and keeping momentum with continuous improvement 

• Keeping sponsors and user community engaged 

• Timelines 

• Complexity of the University of Toronto 

• Business process and best practice 

• Balancing resources and budget to meet all the demands 

• Cultural changes for development team 

• As we implement new services - sustainment 

Challenges 



NGSIS Governance 

Executive 

Steering  

Committee 

Academic 

Lead 

Executive 

Sponsors 

CIO 

Program 

Director 

NGSIS  

Core Team 

Program 

Advisory 

Groups 

Functional 

and Technical 

Teams 

Business Process Streamlining Focus Groups  
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Cathy Eberts:    cathy.eberts@utoronto.ca 

Margaret Bura:  margaret.bura@utoronto.ca 

• NGSIS Web site: www.ngsis.utoronto.ca 

• Usability testing software: Morae http://www.techsmith.com/morae.html 

• Mobile usability testing rig: Mr. Tappy  http://www.mrtappy.com/product.htm 

• Loop 11 for remote usability testing: http://www.loop11.com/  

• Build Functional prototypes: Axure RP http://www.axure.com/ 

Contact information & helpful Links 

http://www.ngsis.utoronto.ca/
http://www.techsmith.com/morae.html
http://www.techsmith.com/morae.html
http://www.techsmith.com/morae.html
http://www.mrtappy.com/product.htm
http://www.mrtappy.com/product.htm
http://www.loop11.com/
http://www.loop11.com/
http://www.loop11.com/
http://www.axure.com/
http://www.axure.com/
http://www.axure.com/

