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University of California Libraries

• Ten campuses and the California Digital Library 
(CDL)

• Eleven equal organizations with strong leaders 
working together voluntarily, with no mandate, as a 
collaborative collective

• Campus library funding cuts average 20% since 
2008-2009, potential additional 21% cut over next 5 
years



Why NGTS?

• Estimated total non-roman backlog: 81,979 
(Enterprise Services report, Sept 2010)

• Estimated special collections and archives 
backlog: 13.5 miles (New Modes for Access
report, Sept 2010)

• Estimated data created in 2011: 1.8 trillion GB 
(1.8 ZB), more than doubling every 2 years (2011 
IDC Digital Universe Study)



Why NGTS?
Getting information they need, when they need it



Why NGTS?

“Success will be measured by... 
more resources made more 
discoverable, reduction in 
redundant work.”



History and Development



What is NGTS? 

• Collaborative Collection 
Development

• Collaborative Technical Services

• Collaborative Digital Initiatives

• Financial and Technical 
Infrastructure for Collaboration



NGTS “High Priorities”

UC record standards

Expand, adjust Shared Cataloging Program

Systemwide shelf-ready

Simplify recharge process for systemwide acquisitions

Implement “More Product, Less Process tactics” and 
systemwide use of Archivists’ Toolkit

Systemwide infrastructure for digital assets management

Systemwide model for collection services staffing & expertise



NGTS Implementation: Approach

“The good and bad news about any 
organizational structure is that it 
keeps producing what it was 
designed to produce, even if that is 
not what anyone wants.”
(Bolman and Gallos, Reframing Academic 
Leadership, 2011)





Some Guiding Concepts

• Transformation is an evolving, phased process, with 
occasional big leaps. Quick wins early and often 
are essential.

• Cost savings and cost avoidance are strategic. 

• Focus on implementation and action vs. more study.

• Draw members from existing groups and leverage 
local experts for systemwide benefit.

• Continuously vet, assess, revise, and adjust the NGTS 
implementation framework. 



A New Model for Working Together

•Sponsor
•Member
•Member
•Project 
Manager

•Project Manager
•Communications 
Manager





Outcomes

1. Tested assumptions
UC Shared Cataloging Program already highly efficient 
operation. Halting distribution of records would result in 
higher costs rather than assumed savings gained

2. Identified gaps and areas of improvement
Communication processes; infrastructure

3. Developed common vocabulary and standards of 
practice

“Scheduled recharges;” efficient processing guidelines; UC 
cataloging standard



Evolving Outcomes

Processes and structural definitions for collaboration

Understanding, application of project management 
practices

Expanding upon collaborative models as well as 
common standards and practices



Lessons Learned

• Sufficient planning early on  is often key to a 
successful shared service

• Timely communication keeps everyone on the same 
page and helps clarify reporting mechanisms

• Stable funding is necessary to the viability of any 
shared service

• The successful management of a shared service 
depends on supportive library administrations—not 
just economic support, but moral, cultural, and 
political support as well.



http://ucngts.tumblr.com
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