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University of Toronto

A project to offer employees and 
managers expanded and convenient 
access to view and maintain HR 
information

Campus Business Connect
...to the point!

HERUG – April 2004

Employee Self Serve

The University of Toronto

• 29 Colleges/Faculties & 
Divisions

• 10,000 full time staff including 
3,000 academics

• >65,000 Students
• Annual budget of >$1.4 Billion
• 25 collective agreements
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A Few HR/Payroll Facts

• 25,000 active employee records
• Pay Statements  250,000 annually

–180,000 monthly + 70,000 biweekly

• Tax Forms 32,000
• Home address changes 13,200
• Banking information changes 7,200
• Life event changes 8,500

Service Delivery

• As much as possible all new service will 
be delivered through the web
– MyResearch Online
– MyDevelopment Online
– eProcurement

• Policy to deliver services through the 
web

• Services will not be optional
• Provost’s “White Paper”

– Business Improvement
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Why ESS?

• Reduce work load for business 
officers and administrators

• Improved business process
• Hard dollar savings
• Data integrity issues – ESS could 

help manage data
• Security

Project Phases

Phase 1 Phase 3Phase 2

Implement basic processes 
such as:

- change address, bank &
emergency contacts

- view pay statements
- view benefit information
- view basic employee data

For Appointed staff:
- faculty, librarians
- PM, confidentials
- USWA

Implement more complex events
such as:

- marital status change
- benefit enrolment
- adoption or maternity leaves
- time sheet collection
- vacation planning

Implement Manager
Self Serve:
- recruitment & hiring
- time sheet approval
- vacation approval
- organizational planning

For managers and 
HR staff

Expand to additional employee
groups such as:
- library workers
- trades, service workers

etc.
Expand ESS to casuals?
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TimeLine (phase 1)

Sept Oct Nov Dec Jan Feb Mar

System Development

Usability
testing

Communicate with stakeholders

Roll-out to employees

Post 
Implementation 
Review

Project Benefits (phase 1)

• Service Delivery
– Employees will be able to review and update HR 

information at their convenience from any location.

• Cost Savings
– On-line pay statements present opportunities for 

savings in paper, postage, printing and distribution.

• Efficiency
– Bank and address changes can be handled directly 

by the employee rather than the business officer.

• Accuracy and Security
– Employees can review and update certain HR 

information resulting in a more accurate and 
complete HR database.



5

Approach

• Ontario Power Generation a 
neighbour

• OPG implemented full ESS and 
MSS to over 30,000 employees

• Used OPG design as head start
• Used same consultants for initial 

design and GAP analysis
• All other work done by UofT Staff

Key Success Factors

• Strong executive support
– Vice President, Human Resources
– Vice President, Business Affairs
– Provost

• Dedicated and Committed Team
– Human Resources
– Administrative Management Systems

• Provided strong evidence of 
capabilities and benefits (OPG)

• Communications
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Communication & Roll-out

• Prepare key stakeholders for ESS:
– Business officers
– HR Generalists
– HR Client Service Representatives
– UTFA/USWA

• Prepare Employees:
– Bulletin article
– HR web site and AMS web site announcements
– Letters introducing ESS
– Reminder email messages

• Managed Implementation
– Roll-out by group 

Security
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Security

• Use of Social Insurance Number 
(SIN) as additional security check

• Sent confirmation emails for 
changed information

• Removed SIN from reports
• Timeout of workstations after 5 

Minutes
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Reaction

Initial Flurry of Excitement:

“I am going to sue the University”

“How could you put all my personal information on the 
Web?”

“I want to opt out”

“You #@^&% (&^#@0”

“What about OPERA and Mozilla?”

Response

• Numerous meetings with 
committees

• One on One meetings with most 
outspoken critics

• One on One Communications
• Additional Communications to 

Clarify Issues
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Rollout Issues

• Change Management
– Convincing staff of the security
– Encouraging staff to use the system

• Security/Password Management
– Implementing a reduced cycle of password changes 

to accommodate casual users

• Email Addresses
– Not all staff have email accounts 
– Many staff have non UofT accounts
– Many shared Email accounts

Rollout Issues

• Help Desk Support 
– ensuring adequate resources to answer ESS 

questions/calls

• Browser Support
– Only provided support for IE

• System Stress 
– ensuring we have system capacity to handle over 

8,000 ESS users
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What We Would do Differently

• Improve communications and 
marketing

• Include more things in the first 
phase

• More prepared for security and 
browser issues

• Distribution of User IDs
• Make sure all procedures are in 

sync.

Summary

“Providing employees with online access to their personal 
information is best practice among all top employers.  It’s 
really about improving the level of service we provide our
staff.”  

Professor Angela Hildyard, VP Human Resources and Equity

“Employees are in a better position than anyone else to notice 
mistakes in their personal information and fix them.”

“It also improves efficiency, reduces the amount of paper and
the number of steps involved in any transaction.”

Christina Sass-Kortsak, AVP Human Resources
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Contact List

• Cathy Eberts
– cathy.eberts@utoronto.ca

• Steve Dyce
–Steve.dyce@utoronto.ca

• Graham Kemp
–Graham.kemp@utoronto.ca


