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biotic relationship: libraries acquire scholarly materials for

their patrons, thus supporting the presses who, in turn, provide
the infrastructure for the publication of scholarship that grows out of
the research aided by libraries. This model of mutually sustaining and
mutually beneficial activity, however, no longer adequately describes
the relationship between the library and the academic press in the ever-
shifting world of scholarly communications. As libraries find themselves
perpetually bombarded by skyrocketing commercial journal prices, a
surfeit of published scholarship, and contracting collections budgets,
they have gradually curtailed their acquisition of the mainstay offer-
ing of the university press: the scholarly monograph. In the wake of
this shrinking market for single-author books, university presses have
redirected their publishing efforts increasingly toward general interest
topics and have become ever more dependent upon individual scholars
to support publishing costs. Many libraries have taken up the mantle of
open access and continue to challenge traditional scholarly publishing
business models with the emergence of institutional repositories that can
provide a platform for the publication of everything from born digital,
peer-reviewed journals and monographs to the grayest of gray literature.
Presses, too, are increasingly keen to redefine their role in scholarly
publishing, often seeking opportunities to engage in the publication of
emerging projects that defy easy generic or scholarly categorization.
The simple symbiosis between the library and the academic press thus
looks increasingly like a matrix of competing interests, conflicting
business models, and bewildered scholars watching the evaporation
of book contracts.

Implicit in this new matrix are challenges to received notions
about the lifecycle of scholarly work, the shape of scholarship, and the
university’s role in the dissemination of its academic output — in other
words, a chance for both libraries and presses to redefine and remake
their roles in the circulation of academic ideas. At the University of
California, this opportunity has manifested in the long-standing co-
operative publishing efforts between the California Digital Library
and University of California Press. These efforts have spawned open
access monographic series; a collection of xml-encoded backlist titles
(eScholarship Editions); and, most recently, the Mark Twain Project
online, a digital critical edition of Mark Twain’s letters and works.

Despite these successes, however, joint publishing activities between
the CDL and UC Press have been episodic and, at times, opportunis-
tic. Faced with unique problems or opportunities, we have explored
new terrain and tackled new questions: how might we extend UC
Press’s editorial capacity by creating faculty-staffed editorial boards
with acquisitions responsibilities; how might xml enhance the value
and visibility of the scholarly monograph; could the critical edition be
better served by a digital format that more closely integrates text and
scholarly apparatus? What we had not done, until recently, was approach
these problems and opportunities in an organic and systematic fashion.
We needed data: where were the emerging fissures in the lifecycle of
scholarly communication and how might

our joint efforts respond to those gaps in a
sustainable and scalable fashion?

I ibraries and academic presses have historically enjoyed a sym-

Hunting and Gathering:
Assessing the Local Publish-
ing
Needs of the University

In 2006, Catherine Candee,
then Director of Publishing and
Strategic Initiatives at CDL,
and Lynne Withey, Director
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of UC Press, embarked upon a project to gauge the publishing needs
of UC scholars and to survey scholarly publishing activities across the
university system. Candee and Withey interviewed vice chancellors
for research, deans, librarians, and faculty at all ten UC campuses; in
addition, UC Press and CDL teams collected and analyzed a substan-
tial amount of Web research on active UC publishing programs. Our
findings were outlined in an important study, “Publishing Needs and
Opportunities at the University of California,” sponsored by UC’s
Systemwide Library and Scholarly Information Advisory Committee.
The SLASIAC Report, as it came to be known, revealed a significant
amount of publishing activity outside of traditional presses. Some of
this publishing was happening within the CDL’s eScholarship reposi-
tory, but a good many of these activities were independent of both our
organizations. We agreed that facilitating the scholar-to-scholar com-
munication was at the core of both of our missions. Was there a way
that we could support these publishing programs? To what extent and
in what capacity might they need us?

In response to these findings, the study made five broad recom-
mendations:

1. Establish a university publishing program. Such a program
should build upon the existing activities of UC Press and eS-
cholarship, as well as campus-based programs.

2. Create a system for publishing in alternative formats that
would include the following components: selection criteria,
editorial and technical development, criteria for determining
if the project will be sold or made available on an open access
basis, marketing and sales strategies, and maintenance and
preservation.

3. Work with campuses to establish local services to assist
faculty with publishing options, especially technical advice on
digital projects.

4. Begin a systemwide discussion of criteria for evaluating work
published in nontraditional formats for purposes of tenure and
promotion.

5. Analyze the economic issues associated with an expansion
of university-based publishing.

These recommendations reflect the strong message Candee and
Withey received during their systemwide interviews that “UC faculty
would like to see the university play a more active role in blunting the
effect of the commercialization of academic publishing, but they will
not and cannot risk their own academic lives to make it happen. The
university must step in.” In other words, it was time for the University
to take on some of the responsibility for managing the academic pub-
lishing environment. We focused on the concept of the “University as
Publisher,” and took the report’s recommendations as our mandate for
a more formalized collaboration.

Benefits of the Harvest: Sustainable
Collaboration Planning

Following the report, the CDL and UC Press set out to define this
new form of collaboration. Rather than creating a new organizational
structure between us, we wanted to describe a set of activities that would
extend the capacity of both organizations to respond to the publishing
needs of faculty across the UC system. We hired a consultant and began
a business and strategic planning process that forced us to take stock
of our organizations’ respective goals and priorities. We then explored
the strategic benefits and structural hurdles of a formalized collabora-
tion. The opportunities were compelling: extending services to meet
the needs of the university, engaging in the problems of tenure/promo-
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tion and intellectual property, and developing
sustainable business models. The challenges
were also considerable: limited resources
(increasingly so as the California State budget
contracted during our planning phase), distinct
publishing agendas, and seemingly incompat-
ible financial structures. The success of our
collaboration hinged on finding a model that
took neither organization too far afield from its
core competencies and strategic plans but, at
the same time, enhanced the value of each or-
ganization by virtue of its association with the
other. We needed to articulate a joint mission,
and we needed a roadmap to guide us toward
achieving our shared goals.

Engaging in an explicit strategic planning
process provided us with the structure within
which to address these needs responsibly. We
initially defined the mission of the collaboration
as follows: To support the research, teaching,
and public service goals of the University of
California by publishing high-quality, certified
UC-sourced scholarship in emerging digital re-
search publication genres. We then proceeded
to work with our consultant to develop a set
of tools for evaluating projects, distributing
resources, and funding our efforts. The very
act of producing these documents forced us to
take a hard look at the point of convergence and
divergence for our organizations. We realized
that projects that appealed to UC Press from
a scholarly content perspective did not neces-
sarily mesh well with the technical develop-
ment resources at the CDL. And projects that
seemed a good fit for the CDL’s technical core
competencies were not necessarily aligned
with UC Press’s publishing agenda. In many
cases, we were evaluating projects that were
so innovative both in their technology and
their academic methodology that we needed
to extrapolate rather significantly in order to
get a picture of how we might collaboratively
provide value added. After a few months of
these conversations, we realized that we
were being too ambitious in the early stages
of our collaboration. What we needed to do
— before we could take on the most complex
and pioneering digital publishing projects at
UC — was to better understand how our core
services complemented each other. From
there, we could better evaluate the projects
that were a good fit for our collaboration in
terms of resources, skill sets, mission and
academic quality.

An Organic Approach:
UC Publishing Services

Indeed, it was the act of evaluating our
current partnership projects and comparing
our core competencies that revealed to us
a natural and more organic step to a formal
collaboration: UC Publishing Services
(UCPubS). UCPubS is a joint effort to
respond to substantial and often unmet
publishing needs and opportunities within
the UC community, as revealed by our
research. The program combines the open
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access digital publishing services provided
by the CDL through eScholarship with the
distribution and marketing services offered
by UC Press. UCPubS represents an effort
to provide a suite of publishing services
that is robust and flexible enough to support
the complexities of content, format, and
dissemination that increasingly define the
scholarly communications sphere.

We have already developed a working
prototype. Originally launched in 2004,
Global and International Archive (GAIA)
Books produces monographs and edited
collections that are accessible in open access
from eScholarship and as print books through
UC Press. As of 2008, the program has
achieved its goal of producing five scholarly
books each year. GAIA has a separate
editorial board that approves books for
publication. A publications director develops,
edits, typesets, and delivers finished volumes
to UCPubS. GAIA controls the editorial
direction and selection of all titles.

UCPubS supports GAIA’s publishing
program with a set of key services. We will
now extend these and additional services to
other potential publishing partners within UC,
including centers, institutes, and departments
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with faculty as they design new forms of scholarship.

that produce scholarly research materials.
These partners can select from a menu of
services designed to address their publishing
needs, from digital to print:

» Book and journal publication (electronic/
print)

* Preprint and postprint dissemination
(electronic)

» Conference proposal management and
proceedings publication (electronic/
print)

* Multiple/hybrid business models: open
access and sales of print

* Scholarly marketing and discovery: list-
ing in UC Press catalog, title flyers, in-
dexing with major distribution partners,
search engine optimization

» Sales and distribution of print books
(order fulfillment, customer service, and
accounting services)

* Peer review management

* Persistent access and preservation

+ Sales and use statistics

We believe we can more fully address the
needs of our constituents by bringing together
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all the pieces of a digital and print publish-
ing solution, i.e., combining our respective
activities into a single, coordinated publish-
ing suite.

Although these services will appear fully
integrated to our publishing partners, the
CDL and UC Press will maintain separate
operational structures in providing them. Our
decision to preserve our distinct organizational
identities behind UCPubS —rather than form-
ing a joint venture — acknowledges the very
real and dissimilar budgetary structures within
the press and the library. UC Press supports
itself chiefly through sales of books and jour-
nals, while the CDL's work is funded primar-
ily by the University of California's Office
of the President. As a result, UC Press must
cover its costs for its print distribution services,
whereas eScholarship is able to provide its
digital publishing services to the UC scholarly
community free of charge. For both organiza-
tions, the new effort leverages current systems
and processes and thus requires no additional
staffing in the short term. CDL and UC Press
staff meet weekly to coordinate the program,
and jointly present publishing solutions to
UC academic units. We work independently,
however, to provide the services requested by
these new partners.

While the first iteration of the UC Publish-
ing Services program will not deviate far from
our current offerings, we anticipate it becoming
a seedbed for innovations around new forms
of peer review, conferences, social network-
ing, digital distribution, indexing/aggregation,
data sets and multimedia, and user-generated
content. We believe UCPubS represents a
real opportunity to help shape a sustainable
scholarly publishing system in the service of
the University of California’s research and
teaching enterprise. Together, we are better
positioned to respond to the publishing needs
of the university: the CDL is known for pro-
viding innovative publishing, discovery, and
preservation services within UC, while UC
Press is an established scholarly publisher
with a marketing and business infrastructure
that reaches well beyond the university. With
UCPubS, we share these identities and thus
extend our capacity to support new scholar-
ship and to raise the visibility of scholarly
publishing activities across the University of
California. €
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