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The language center, (a.k.a. language laboratory) has undergone
tremendous transformation in the past fifty years, but the general
mission of the center has remained constant. Whether called a
resource center, media center, or CALL center, the facility provides
aplaceforstudents whoare studyingalanguage other than theirown
(L2) to practice and learn. What has changed inside the language
centerover the yearsis the variety of resources and delivery formats
thatcan beused to bringlanguage to thelearner. Forinstitutions that
are planning to update or construct a state-of-the art language
facility, theamountof resourcesand the expense of putting together
an infrastructure to support these resources can be daunting. In
order to meet this challenge, language practitioners and
administratorsat these institutions can benefit from knowing what
kindsof questions andissues need to be raised before and during the
construction process. This paper presents a five-phase plan used at
Bentley College (USA) forits Center for Languagesand Intemnational
Collaboration (CLIC) thatopened in January 2001. In each of the five
phases, a specific strategy is outlined to meet the challenges of
updatingor designing the newlanguage center. Some of the topics
addressed include buildinga teamof players, balancing pedagogical
value and investment costs, and making technical, pedagogical,
managerial, and design recommendations. The case studyillustrates
that at the core of the success of the strategic framework is the
collaborative integration of expertise among administrators,
technologists, and faculty.

Language resource center, mediacenter, and CALL centerare terms
used today to describe a facility where students who are studying a
language other than theirown (L2) can goto practiceand learn. Fifty
years ago, the common term waslanguage laboratory, whose driving
force emanated from behavioral theory that saw language as a
mnemonicprocess. Back then, L2learning was seen as ascience of
stimulus and response, and the laboratory was an ideal setting in
which tomanufacturelanguage production. Since that time, linguists
have challenged that theory and developed others (Chomsky
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1965,1976; Krashen, 1981; Kramsch 2001; Thatcher 2000). A
paradigm shift in L2 production accompanied these new theories
about L2 learning, placing less emphasis on grammar-based
competency and more emphasis on communicative and cultural
competencies.

The shift in L2 production also prompted change in the kinds of
resources that would be used to develop these new competencies. In
the 1950s, reel-to-reel, linear analog presentation of language in
audioand filmstrips was used todevelopaural comprehension, which
wassoon followed in the 1960s by omnipresenttelevision. By theend
of the 1970s, VCRtechnology allowed off-air recordingof television
segments and full-length programs. This technology allowed the
instructor and/or student to play back televised segmentsinanon-
linear sequence, something that traditional television and film could
notdo. Notonlycould studentshearauthenticlanguageinits natural
context, the language could be broken into various segments for
additional practice for certainkinds of pedagogical purposes. However,
the teacher or text guides more commonly dictated the wayin which
thesessegments were presented. In the late 1980s, the introduction
of the personal computer dramatically shifted the agency of control
from the teacher to the language learner who could now pick and
chooselessons, aswellasdetermine howmuch time tospendoneach
lesson.

Today, digital technology, high-speed networks, and the Internet
haveunleashed new potential forlanguage learnersand practitioners,
allowing for synchronous and asynchronous access to authentic
production of the target language. Students have more and more
opportunityto hearand see L2in actionin authenticsettings vialive
newscasts, international satellite programming, and online computer
conferencing. Atthesametime, well-designed multimedia instructional
programs allow students to hone L2 skills including listening and
speaking (speech recognition), reading, grammar, and writing. Some
of these instructional programs also include built-in, personalized
tracking systems, so that professors can follow theirstudents’ progress,
orstudents canmonitor theirown progressin a self-paced learning
environment. Pedagogicallysuperior programsinclude task-based
activities in which students can build their own knowledge base
through play and practice with the language. Still other programs
offer access to tutoring materials that provide grammar/vocabulary
explanation, and when appropriate, cultural explanations. Some
programs actually provide access to tutors online in real-time for
additional fees.

This wide array of L2 resources and delivery formats has helped to
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The Setting

reposition the language center as a dynamic and vital learning
environment so different from the earlier mnemonic laboratory.
While the change isexciting, italso makes the task of constructing
anew language center or updating an existing facility even more
challenging. Forinstitutions, administrators and faculty at these
institutions, the primarychallengeis toselectresourcesand technology
that willmeet the pedagogical objectives of theirlanguage programs
within the financial constraints of a budget.

The paperto follow describes how one institution, Bentley College,
chose to meet this challenge. What has emerged from Bentley’s
experience is a five-part strategy that other institutions can use to
facilitate the construction of their language center for the 21*
century. While the institutional infrastructure at Bentley may not
mirror exactly that of other institutions, the five-part strategy sets
forth abroad framework that can be applied across institutionsand
addresstheimportantissues of funding, implementation, and long-
termsuccess.

In Spring 2000, the administration of Bentley College, a business

school of 4,200 undergraduatesand 1,300 graduate students near
Boston, Massachusetts, approved funding for the construction ofa
newlanguagefacility. Generallyspeaking, U.S. businessschools are
notknown forhavingstronglanguage departments, andeven fewer
ofthese professionalschoolshavelanguage centers. AtBentley, there
isnolanguage requirement; nonetheless, on average between 260-
300 undergraduate students are enrolled in a modern language
courses each semester.!

Until 1984, Bentley College did not teach modern languages, butas
more and more U.S. companies began to enter the international
arena, the school decided to offer modern language courses for
communication purposes toits studentsin order to make themmore
marketable graduates. Since 1984, the Modern Language (ML)
Department has experienced several major changes. Previously
housed in the English Department, the department became
autonomousin 1988. Atthe sametime, the firstlanguage center was
built. The Modern Language Learning Center was comprisedof a
20-station, Tandberg 512 Language console system and several
Apple 2E computers. Over the years modest upgrades were made.
By the end of the 1990s, the center had 20 Power Macintosh
computerson itsown local area network (LAN), all of which were
linked to the campus-wide network and beyond—the World Wide
Web.

In 1998, Bentley College hired anew presidentwho envisionedanew
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rolefor theschool. The new presidentoutlined a4-year plan in which
the school would strive for national and international recognition as
“the Business School for the Information Age”. An entirely new
curriculum emerged in which technology was its driver, but not the
content determiner. Coinciding with the technology push was the
desire to offer businessstudents a strong exposure to theliberal arts,
whichwouldroundouttheir collegeeducation. The presidentdescribed
this business education model as “the intersection of business,
technology and the arts and sciences.” The faculty in the arts and
sciencessaw thisnewmodel asawayof bringingtheartsand sciences
and businessdisciplines closer. The modern language faculty saw
technology as the catalyst for the connection, and anewlanguage
center as one means of facilitating such a connection. So the quest
for anew language center began. Two years later, the Center for
Languages and International Collaboration opened and soon
thereafterreceived national attention.? (See Appendix A for layout
and facility description).

The Pl ayers Inundertaking theconstructionofa newlangugge .fau]}tyor upd.ahng
an old one, there are several key players in institutions of higher
education who need to become involved in the process. The key
players usually come from three different areas: administration,
faculty, and technology. While the players’job titles may vary across
institutions, theirresponsibilities are similarin manycases, particularly
withregard tonew campus construction. Each oneofthekeyplayers
may work in one or more of five phases of a project: Approvaland
Funding; Design and Construction; Implementation; On-going
Maintenance, and On-going Support. (See Table 1 below).

Phase 1 Phase 2 Phase 3 Phase 4 Phase 5
Approval&  Design& Implementation Ongoing Ongoing Support
Funding Construction Maintenance
process
Academic  Academic CenterDirector Techrology  Center Director
Dean (s) Dean(s) Chairof Modern  staff Development
Chairof Center Languages Center Director Office
Modern Director Faculty Faculty
Langual Sponsored
Ceni: ges Physical Programs
Directoror ~ Plant
equivalent
VPofFl:am:e Purchasing Networks&  Faculty
Telecommuni-
College School-wide cations
President Technology Academic Dean(s)
Director
Board of Networks & School-wide
Trustees Telecommu- Technology
nications Director
Table 1 - Players by project phase
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The Strategy

Phase 1 Strategy:
Making the case
for need

Dependingon whatthe playershave tooffer, their contribution and
rolein the process mayvary over time. For example, the department
chairmayneedtodevotea great deal of energyatthe outsetto getting
theapproval and fundingfor the new facility (Phase 1); lateron, his
or her role might be to draw faculty to the center (Phase 3). In
addition, some of the topics within each phase — start-up and
operating costs, design and construction choices, curriculum
integration, and marketing of the center - can engage different
playersat differenttimes. Mostimportantly, thesuccessof the project
reliesheavilyon theintegration and collaboration of all three groups
of players throughout the project phases.

Each ofthefive phases of the project requiresspecific strategies. The
strategiesinclude:

* Making the case for need (Phase 1)

* Developing a design team (Phase 2)

* Making full use of the facility (Phase 3)

* Assessing the success of the facility (Phase 4)
* Anticipating future needs (Phase 5)

Whilespecific strategies need to be employed in each phase, phases
can overlap and some strategies in one phase may complement
anotherstrategyin adifferent phase. Therefore, the entire strategy
for the project should be considered asiterative and collaborative.

Establishing areputation beforehand

Puttinginto place astate-of-the art language facility isan expensive
undertaking. While faculty and administration mayinitially applaud
theidea, theeconomicfeasibility of the projectmaysoonsquelch their
enthusiasm. Therefore, a convincing argument for need must be
made to the people or funding agency thatwill underwrite the costs.
In order to proceed from idea to action, the person or persons
injtiating the project (most likely members of alanguage facultyand
academic deans) should be well prepared to answer two tough
questions:

* How will the facility improve upon the present language
program?
* How will the costs justify the investment?

Inansweringthese questions, theresponsible parties need tobe well
versed in their own programs and success stories. The language
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department should already have a well-framed mission, evidence
that the mission is being met, and concrete examples of the
department’s successes. These can include evidence of faculty
excellenceasillustrated byawardsin teaching, publications, innovative
departmental initiatives in the local (campus-wide), national and
international arenas, and evidence that technologyhas played some
partin those successes.

AtBentley, thereputationof themodernlanguage facultyasinnovators
in education began in the mid 1990s. In 1996, two ML professors
received the Bentley prize for Innovation in Education for their
multimedia project, Haiti: La Vieet La Culture, which used technology
to enhance the intermediate French curriculum and supported a
campus-wideinitiative toaddressissues of diversityin the classroom.
In 1998, the Board of Trustees recognized the center andits director
for the new, online Multimedia Jukebox. Designed to make aural-
oral comprehension practice available to students, the Jukebox
streamed audiofilesin French, Spanish, and Italian tostudentson or
off-campus anytime. It was the first time streaming technology was
used to enhance curriculumat Bentley. In2000, the directorof the
language center wasone of four faculty (twoinartsandsciencesand
two in business) named as a Davis Scholar.? In this role, the four
facultymembers were given courserelease time to train other faculty
in the use of technology for pedagogical purposes.

Technology-related successes are important because they often
bringincreased visibilityto adepartment, whetherlarge orsmall, and
can help to attract the intention of the administration or funding
agencies seekingto fund technology-related projects. Thiswasthe
case for the ML department at Bentley, whose full time faculty
numbers four.

Building a team of supporters across departments/
administration

Collaboration across departments and administrative sectors is
another way to promote the case for a new facility. In general,
institutionslook to thiskind of collaboration as beinginnovativeand
cost-efficientsimultaneously. Forexample, if faculty members from
two different departments can use the same investmentin different
ways, the value-added element of the proposed center makes the
costs more palatable for those funding the endeavor. In creatinga
center tosupportarange of disciplines, the argumentshouldbe made
thatinterdisciplinary courses—often involving faculty from multiple
departments—havebeen shown to provide some of thebestleamning
experiencesforstudents (Light, 2001). Describingthe waysin which

52

IALLT Journal of Language Learning Technologies



Feature

services can be used within and across disciplines can be a powerfully
persuasive tool, asitunderscores the value that the center canadd to
the faculty’s and students’ educational experiences.

Interdisciplinary teaching has been acommon pedagogical practice
atBentley. Professorsfrom managementandliberal arts often team-
teach, and coursesare designatedinterdisciplinary (ID) by theregistrar.
The ML Department offers an MBA course, the Impact of Language
on Business and Technology in Europe. The course accords equal
focusto culture, technology andbusiness and is team-taughtbyan
ML professor and OM (operations management) professor.
Additionally, several ML faculty members also teach in the
International Studies (INT) Department. Thiskind of interdisciplinary
teaching helped to demonstrate to the Administration that the ML
Departmentwascommitted toinnovative teachingand collaboration,
and capable of taking on the challenges of the new center.

Having a vision and a mission for the facility

Knowingandarticulatingwhat the mission of the new facility will be
is crucial. The mission of the facility should be separate from the
overall mission of thelanguage department, but shouldrespectand
reflectthe fundamentalideas of the department. Thisstrategy will
give anindividual identity to the facility on campus that will extend
off-campuslateron.

At Bentley, members of the ML and INT Departments and the
Departmentof Education Abroadjoined forcesto define the mission
of the center as a facility “to support Modern Languages and
International Studies coursesand tomake the study oflanguagesand
cultureanintegral part of the Bentley community,” Theynamed the
newfacility the Center for Languagesand International Collaboration
(CLIC) toemphasize their cooperation and partnership. Inmaking
the case to the Administration, several members from each of the
three departments, presented concrete ways in which they could use
the center, including:

* Conferencing with international exchange partners for
orientation purposes.

* Housingand disseminating cultural materials for INT courses.

* Locating course-specific software for INT courses, such as
ArcView.*

* Sharing the expertise of language tutors in INT courses for
culturallearning.

* Sharing resources, videos, DVDs, and cultural materials for
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languageinstruction, INT courses, and orientation for Education
Abroad student programs.

* Co-sponsoringinterdisciplinary events: filmseries, speakers’
series, andspecial lectures.

When entering CLIC, the environment exudes the spirit of
international; tutors greet users and visitors in any of five languages
taughtat Bentley (French, Spanish, Italian, Chinese, Japanese, and
Arabic). Images fromaround the world are visible anywhere in the
center, emanating from twolarge plasma screens and wall television
that continuously broadcast news and information from across the
globe. In addition, people outside the centercan selectaniconona
touch-screen control panel tolisten to the satellite programming that
they are seeing through the glass walls. The open-space floor plan,
the ease of accesstoallresources, and the international student staff
allcontribute to the primary mission of CLIC: thatis, tosee language
and culture as not being mutually exclusive.

Identifying the decision makers to whom to make the case for need
It is imperative to know who will approve the planning and the
creation of the new facility; the perspective of these decision makers
mustbe considered throughoutthe planning phase. Atthe beginning
of the process, certain administrators may enter into the discussions,
butinreality theymay not have much to do with the finalapproval.
Thatdecision may ultimatelyrestwith the Presidentand/or Board of
Overseers. Yet, to gain the attention of the final decision maker(s),
everyone who may be involved in the process should understand
what the mission of the center will be and how the center will meet
that mission and benefit the academic community at-large. In this
way, during the finalleg of approval, the proposed project will meet
fewer obstacles and be more likely to have a positive outcome.

Presenting the case

Timingisimportant when presenting the case, butthere are clues as
to when best to initiate the proposed project. Recently, many
institutions have undertaken new campus initiatives. For some
institutions, the new initiatives have centered on improving their
technologyinfrastructure and creating new departments. Forothers,
re-structuring existing departments to cut operating costs has been
partoftheirnewplan. While thelatter circumstance might foreshadow
alessthan positive response to therequest fora newlanguage facility,
an argumentcan andshould be made thatunderscores some of the
cost-saving features such a facilitymight offer. Besides, sharingthe
facilitywith otherdepartments, the technology could support broader
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- Phase 2 Strategy:

. Developing the
Design

institutionalinitiatives such as distance education programs that may
bringadditional financial benefitsin thelong-term (Knutel & Wiggins,
2001; Lockwood & Joley, 2001). Whatever theinstitutional scenario,
the proposal should coincide with the efforts that the school s trying
toachieve, and articulate how the new facility can contribute to those
efforts. Then, the case for anew language facilityshould be presented
assoon as possible and repeatedly.

Selecting the bestforumin which topropose theideaisalsostrategically
important. In fact, there may be several forums in which the
groundwork may be laid for a formal proposal. Some examples of
possible forums might include informal networking within the
academicand administrative communitiesand atacademic committee
meetings.

Developingthe proposal

Onceitappears thatapproval will be forthcoming, thoughtshould
be given to forminga small working committee that will write the
proposal. Members of the committee should include ata minimum
the chair of the ML Department and the Director of the center (or
someone who could fill that role until a permanent personis hired
from the outside or selected from the faculty). Members of the
faculty, as well as the members of technology side of the school,
should be solicited for ideas about what they want and what is
possible. Howlongthe proposal process will take dependson how
welltheidea ofahavinganewlanguage centeron campusisreceived.
Because Bentley’s ML faculty was well recognized on campus and
because there wassome space already available for some kind of new
facility, the time frame for the proposal process was relatively short.
Discussions began in May 2000, several roundsof the proposal were
madein June andfinal approval for the project came in mid-August
2000.

This stage is perhaps the most critical because it involves forminga
design team whose principal tasks include examining both theory
and applicationin the context of language teachingandlearning. It
alsoincludesconsidering the needs of the school, the faculty, and the
studentsin the context of addressing budgetary parameters.

Forming the design team

An internal design team, that is, members of the institution, will
identify the basicrequirements for the design and technology of the
center, keeping in mind the overall needs of the institution andits
educational mission. Therefore, itisimportant that theinternal design

Vol. 35, No. 1 2003

55



team be set up as soon after the approval as possible. The team
membersshouldincludealeast onerepresentative fromthelanguage
departmentand from the departmentof facilities, the director of the
proposed new center (or someone who might fill that role), the
director of on-campus technologies, and a dean of academics.

AtBentley, theinternal design team consisted of the:

* Dean of Academicsand Associate Dean of Faculty (same person)
* Director of CLIC

* Director of Academic Technology

* Assistant Director of Academic Technology

* Project Manager for on-campus construction.

Usingtheory/research to help guide technology choices

Educational research and theory have, in large part, prompted
changes, innovations, and newinitiativesin L2 curriculumdesignand
classroom instruction through the years. The same thoughtful
processshould also be applied to designinga newlanguage facility;
certain technologies may do a better job atlanguage delivery than
others and might enhance certain skills more than others. For
example, research has shown that captioningin video is helpful for
comprehensionandretention (Csapo-Sweet, 1990; Markham, 1989;
Neuman & Kosinken, 1990). In choosingvideo andsatellite delivery
systems and resources, captioning capabilities should be included.
Although video conferencinghas onlyrecently been introducedin
languageinstruction, earlyindications show thatit helps students
acquire knowledge about the grammatical and culturally based
idiosyncrasies of the targetlanguage (Gourves-Hayward & Simpson,
2001; Lamy & Shield, 2001). Thisis knowledge thatrarely findsits
teachable momentin the classroom. Therefore, eventhoughvideo
conferencing mightseem too costly for astart-up center, it should
be given serious consideration. Other aspects of design that might
be considered by the team are peer tutoring programs and student
and administrative tracking systems. Whatever design feature is
under consideration, each one should receive the same thoughtful
evaluation. In the long run, the information garnered from this
processwill help determine how much moneyshould be allocated to
each feature.

Making visits to otherlanguage centers

One way to make informed decisions about designing alanguage
center is to know what is available and what has worked for other
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institutions. Visitingother centersis one wayto obtain thiskind of
information. Several members of Bentley’s design team visited
nearbyuniversity language centers—the Language Learningand
Resource Centerat MIT and theundergraduate Multimedia Language
Centerat Harvard University—and spoke with colleaguesat Brandeis
and Tufts University. Othermembers attended regional conferences.
During this information-gathering period, the team was able to
identifynetwork and hardware issues, and determine more precisely
whattechnologyandlayoutfeatures would best suitthe needs of the
Bentleylanguage program.

The topics addressed during the visits were:

* Computer platforms and software compatibility/choices

* Computer configurations (speed, HD space, CD/DVD options)
* Network infrastructure

* Servers (how many and for what purpose)

* Satellite subscriptions

*Video-conferencing systems

* Language console systems

* Administrative managementof technology

* Physicallayout

Inevaluatingfacilities of otherinstitutions, the teamshould carefully
consider the size of the program, the school’s curriculum, including
thelanguages andlevels taught; and the mission of the department
andof the facilityateach institution. Ideally, these factorsshould have
playedasignificantrolein the design of a particular center. However,
oneinstitution’schoicesmaynot alwaysapplytoanotherinstitution’s
proposed project. Forexample, at MIT’s Language Center, a fairly
large investment was made in acquiring technology and hiring
personnel to assist faculty in developing their own multimedia
projects. While theresearch anddevelopmentareaof thiscenterwas
setapartfrom the student-designated areas of the center, it was still
housed on the same floor in adjacent space and technology was
funded through the same budget. ThisMIT visitinfluenced Bentley’s
decision nottoinclude aresearch and development space within the
physical space of the center. Instead, Bentley decided tolocate this
activity in the Academic Technology Center (ATC), the hub of its
academicresearch and development activities where there wasmore
space and more technical support available. The research and
development costs are being shared between the two centers.

If on-site visits are not possible, another strategyis to network with
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other colleaguesat conferencesand via the Internet, or through user
groups such as SIG groups of various professional organizations.
Theirideas can be usefulnot onlyin informing design choices, butalso
in framing or developing the mission as described in Phase 1.

Assessing the needs for faculty and students

Havinganunderstandingabout what faculty value technologically
and pedagogicallyis also critical for the future success of the center.
Atthe same time, understanding the faculty’s motivation for their
choicesis critic al asfacultymay choose the more familiar technology
optionsoutoffear, inflexibility, apathy, orlack of knowledge, thereby
leavingout some important state-of-theart choices. Technology-
based innovation is at the core of the language center for the 21*
century, so faculty should be given the opportunity to see and be
offered hands-on exposure when asked to make design
recommendations. One way to accomplish thisis to invite faculty
from neighboring schools to make presentations about how they
have used technology or resources in their own language centers.
Another way s to direct faculty to language-related web sites that
illustrate the applicationof technologyin teachingandlearning, Still
another way is to invite publishers on campus who are willing to
illustrate what they or their technology-related products can do.
Making this effortwith faculty during the design phaseis important
since it is the faculty who ultimately connects the students to the
center.

Students are generallymore adept at trying new things than faculty,
especially technology-based innovations. Consequently, students
are often more willing to offerinsights as to what theywantand how
‘theywantitdelivered. They are also willing to provide also provide
useful information about how much time they want to spend on
practiceand learning tasks. To date, one thingis sure, students want
on-demand and reliabledelivery, clearly putting demand on network
infrastructure. Therefore, agood deal of attention and funds should
beinvestedinsystemdesign (e.g, alanguage consolesystem, satellite
programming system, Internet access) and system integration
(interconnections of all the systems whenever possible for seamless
accessibility) because they are the backbone for the delivery of
technology-based resources.

Determininginitial funding/start-up costs
“How much will the facility cost?” “Where will the money come

from?” These are the two most common questions from
Administration, whosejobitis toask these questions. Theywill want

58

IALLT Journal of Language Learning Technologies



Feature

comparative information from otherschools on the costs of similar
facilitiesand sources of funding. Generally speaking, most funding
in USinstitutions comes from one of five sources, ora combination
ofany one of the five:

(1) theinstitution’s capital funds; (2) an alumni gift; (3) a corporate
sponsor; (4) a non-governmental organization; or (5) a federal
fundingagency. Theinstitution’s Departments of Developmentand/
or Sponsored Programs Department can helpin pinningdown start-
up funds. These departments can identify potential corporate
sponsorship andlocal, state, and federal funding agencies, and can
also provide support in proposal writing.

Pinpointinglocation, space, and layout

Spaceon college campusesisoften limited, but when decidingwhere
to locate a new facility, visibility should be a major consideration.
Visibility helps to make the center a focal point on campus, and can
be used asa marketing showcase tool for potential students—thatis,
for high school students takingcollege tours.

Askingfortheidealin termsoflocation and size at the outsetisa wise
strategy even though the final choice of location might notreflect the
initialrequest. One possible strategy is to considerif the institution
is freeing up space that already has a robust, intact network
infrastructure in place. Takingon this kind of space will cut costs
tremendously down theroad, freeing up capital that can bespenton
otheraspects of the center.

At the same time, there are trade-offs that need to be considered
whenlookingfortheideal space. Ifaspaceisideal in terms of visibility
for example, accommodations could be made in terms of space
requirements and floor design. At Bentley, the space for the new
center was considerably smaller than the original center. However,
itwas considered prime campusreal estate with much more student-
facultytraffic. Toaccommodate thisreductionin space, researchand
development was housed, as mentioned earlier, in the adjacent
AcademicTechnologyCenter. Physical space earmarked for storage
in the older center was also considerably reduced in the new floor
plan. Many of the stored materials—printed language related-
resources, analog tapes, and administrative scheduling—were
migrated to amore space-efficientdigital format.

Ifaspace hasnotyetbeen earmarked for the newfacility, a preliminary
blueprint can be executed toidentifyhow theideal centermightlook.
Theblueprint may help to trigger thinkingabout what space might
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work. In either scenario, the desired number of computers and
additional technologyand otherworkspace requirementsshould be
identified assoonaspossible.

Hiring outside design consultants

Onceadecision hasbeen made about the space/locationof the center,
ateam of outside expertsshould be broughtin to evaluate the initial
project plansand toestimate costs. While the cost of retaining outside
consultants mayseem high for some institutions, the expertadvice
that they give may prevent some very serious and costly mistakes
down theroad. Thisisespecially trueifbuilding permits, codes, and
inspectionsarerigorousin thelocality. These expertsshould come
from three areas: Design and Construction, Systems Architecture
and Design, and Systems Integration. If possible, the school should
consider hiring some of these experts with the idea that they will
collaborate with the internal design team.

AtBentley, the designand construction firm provided certified floor
plans, limited demolition, electrical work and wiring, millwork, stud
anddrywall, HVAC, carpeting and signage. Thesystems architecture
and design firm provided microphones and accessories; audio control
and modification equipment; an assistive listening system;
loudspeakers; video source equipmentforboth US and international
format; video display equipment; video routing and amplification;
audiovisual control and computer equipment; satellite equipment;
andracks, cables, and connectors. Thesystem integration firm was
hiredtoinstallandintegrate the systemsand equipment. Thefirmalso
programmed touch-screen panelstointegrate and manageall display
technology, including video and computer output, video-
conferencing, andsatellite programming.

Oncethe construction phase of the projectis underway, members of
theinternaland external teams should communicate with each other
on aregular basis toinsure that everyone’s expectations are being
met.

Managingoperational costs/maintenance

The start-up costs for a new facility do not include the annual
operating costs that will be needed to maintain the facility over time.
These costs include technology maintenance and purchase of new
materials (DVDs, software, videos, dictionaries, texts, satellite
subscriptions), as well as staff salaries.

One way to keep maintenance costs minimal s to identify specific

60

IALLT Journal of Language Learning Technologies



Feature

Phase 3 Strategy:

Making full use
of the facility

school-vendor agreements that could also be used in the language
center, for example, site license fees, maintenance contracts, and
equipment replacementcontracts. This earmarking of school vendor
agreements can and should be addressed in the early stages of
planningand design and costsanalysis. Another way of minimizing
technology-related expensesis to train the school media technicians
on how to maintain the new equipment, as part of the installation
process. For example, Bentley’s technicians worked in tandem with
the techniciansemployed by the language console vendor during the
installation of the equipment, which also lowered installation costs.
Atthebeginningand closing of each semester, thissamein-house
tech team conducts maintenance check-upsat the beginningand
closing of each semester to avoid major costly breakdowns during
the semester.

When purchasingsoftware programs for the first time, an agreement
should be made at the time of purchase regarding costs of future
upgrades. Subscriptions to online resources, such as foreign
newspapersand magazines, andsatellite programming, should fall
under educational pricing, as should all other future purchases for
textbooks and thelike. Dependingon the school policy regarding
student user fees, some of these costs could be defrayed and charged
tostudents enrolled in courses that use the facility.

Attractingfaculty

Oneofthe most challenging aspects to introducinginnovationinto
acurriculumis to entice faculty to participate in the process. In the
case of a state-of-the-art language center, the faculty is being
presented with new tools that can enhance course curricula, which
caninclude cultural, literary, and L2 materials. One way to engage
facultyis to demonstrate how these new tools can be used and what
tools can address certain language skills or support specific
competencies. Pre-semester workshops are also very helpful, but
often poorly attended unless thereis some financial incentive. The
department chair should request incentive funds from the
Administration. Another strategyis toinvite aspecialistin the field
to prompt interest or to invite a regional or national organization
(suchas ACTFL, TESOL, IALLT) to give pre-conference workshops
on campuson the integration of technology-based resources and
language curriculum. Very often, arrangements canbe madetohave
facultyattend free-of-charge.

Choosing the right person to direct the facility is pivotal for the
center’s success, especially among faculty. Hiringa techie turned
academicis not always the best choice because that type of expert,
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howeverunintentionally, can alienate tech-challenged faculty who
areless than comfortable with state-of -the-art innovation. A person
who can work with faculty and administration and not exclusivelyas
atechnologistiswhatisneeded. Theideal person should be afaculty
member well versedin technology, and who can make other faculty
comfortable with the innovative delivery tools and guide themon
how best to use the facility from a pedagogical perspective. The
director’salignment and engagement with faculty are essential for
the future success of the center.

Knowing thattheschoolis willingtoinvestin the faculty to make the
facilityasuccessis also veryimportant. Transforming this willingness
intoaction isthe challenge. Some formofincentiveisneeded; most
often monetary, but there are other avenues to interest faculty. At
Bentley, both the management of CLIC and the Dean of Academics
have supported faculty through these efforts:

* Summer stipends for curriculum development.

* Faculty development grants to attend conferences and off-
campusworkshops foradditional training.

* Access toon-campus technical teams for web and other online
delivery of faculty materials.

* Free training in all types of web delivery programs through Client
Service Training Workshops.

* Free language practice with native-speaking tutors on an
individual basis throughout the year. Thisincludes ML and INT
professors whoareinterested in learninganother language.

To date, faculty members have embarked on various integrations
paths. Some havedeveloped newmultimedia programsfor beginning
Japaneseand SpanishandintermediateItalian. Othershave used web
resources andsatellite broadcasting tore-structure the contentof the
language conversations assignments that students must complete
with ML tutors at the center. The INT faculty has used these same
tutors asresources for their students to conduct “culture” interviews.
They have also assigned students to watch programming (from
satellite) deliveredin alanguage thatthey donot speak to evaluate
paralanguage cues across different cultural settings. Still other
faculty members have used video and computer conferencing to get
studentsacross the globe collaboratingon specific task-based activities
that engage students for as much as three or four weeks.

Attracting students and the campus-wide community

Enticingstudents to use the centerrequires a very different strategy

62

IALLT Journal of Language Learning Technologies



Feature

thanthat for faculty. Many students rush to visit the newest facility
oncampus. The primary challengeis to keep the students coming,
and to keep them coming for the intended purpose of the facility.
Open houses at the beginning of the semester and orientation
sessions that highlight the special features and procedures of the
facility are two ways to accomplish that.

Offering special programs such as monthly film series or one-time
events, such as video-conferencing with partnered schools,
international organizations, and/orinternational businessescan attract
additional campus and community interest. Keeping the campus
press abreast of the center’s activities and services is yet another
conduit to spurinterestamong the community at-large.

Finally, makingthe centeras user-friendly as possible, whichincludes
creatingeaseand speed of accessto available resources suchasonline
assignments, will alsofacilitate ongoinguse forall who areinterested
orrequired to use the center.

Developing an on-campus technical team

Thedirectorshould develop an on-campustechnology teamthatcan
advise on the ongoing tech-specific demands of the center. As
indicated earlier, part of the team can be formed during the
construction phase. The technical team should, if possible, also be
composedof expertsfromacross departments: trainingand networks,
telecommunications, and software and web development, all of
which will contribute to more complete, ongoing support for the
center. In this way, the director can concentrate on the academic
needsofthefacultyandleamers. Ifstudentscholarshipsare available
forstudent-assistantships, requesting astudent assistant tobecome
apartof the tech teamis also advisable and practical from a financial
pointofview. Atthe sametime, thestudentassistant may generate
even more interestamong his or her peers to use the center.

Hiring a student staff

Every centershould tryto hire students under the umbrella ofa work-
study program to help in the day-to-day operations of the center.
Hiringastaff comprised of international studentsisideal asit will help
to underscore the mission of the facility: both language and culture
willemanate. These students must receive in-depth trainingonall
aspects of the center’s services and the general operation of the
various technologies so that the user friendliness permeates every
aspectof the center; in this way, the users will feel more welcomed
and more willing toreturn.
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Phase 4 Strategy:
Assessment and
Modification

Phase 5 Strategy:
Anticipation of
Future Needs

Trackingstudent-faculty use

Keeping track of how often and in which wayslearnersand faculty
make use of the facility is strategically important in maintaining
ongoinginstitutional support. Thismeans of assessment translates
into frequency numbers that may used to inform top-level
administrators of theimportance of the facility to the studentsand
school-wide community. High usage also helps to validate the
financialinvestment made by theschool. In the future, these datamay
be used to support requests for long term funding from corporate
sponsorsorlarge fundingorganizations. Asecondarybenefitis that
faculty can use the same data to modify their curriculum by knowing
which resources students use and for what purposes.

There are a variety of ways to track student use depending on what
kind of dataisneeded and for what purposes. Forexample, if the only
data needed pertains to frequency of use in order to obtain future
funding, a fairlysimple, back-end tracking system camebe setupon
studentlogin. However, if faculty needs data for student assessment
in the form of portfolios or traditional report formats, amore complex
tracking system must be employed. AtBentley, the directorand a
system analyst worked together to create an in-house programin
Microsoft SQL and Cold Fusion® to schedule and track students’
work and assignments, as well as to track student frequency.

Seeking feedback from users

Students often describe their learning experience through end-of-
the semesterevaluationsin theirlanguage courses. The evaluations
shouldinclude questions about the center. Despite those who feel
thatself-reportingdata can be unreliable, students’ observationsin
this case can help improve the performance of the center. The
information gleaned and analyzed fromn the feedback caninformthe
faculty and the director as to whether or not any resources and
curriculumadjustmentsare necessary. In addition, observinghow
studentsinteractand manipulate the tools of the center can alsobe
used to help modify and improve the center’s procedures and
technologydelivery.

Maintaining discussions with faculty and administration

Keeping all players in the loop through monthly newsletters,
workshops, andspecial events at the centeris highly recommended.
When the time comes torevisit future renovationsand/or additions
of resources, the continual dialogue will make the discussionsand
decisionseasier. :
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Keepingabreast of current technology trends

Knowing “what’s out there” in terms of state-of-the art technology
and its application to language learning should mainly be the
responsibility of the director of the center. Nevertheless, heorshe
shouldencourage faculty and studentemployees torecommend new
resources. Conferences that focus specifically on technology, rather
thanlanguage, are especiallyinformative.” Finding out how other
disciplinesare usingtechnology as tools toenhance curriculumis yet
anotherway tostayinformed and innovative because the director can
visualize new ways to integrate technologyin the center.

AtBentley, the school-wide technology center (ATC) periodically
hosts brown-baglunches at which faculty members present their
latest technology-based innovation forstudentleamning. Additionally,
directors who manage similar centers on campusmeet atleast once
asemester todiscussadministrative toolsand pedagogical innovations
they have adopted, as well as training and outside funding
opportunities. Allof these activities have notonlyhelped tokeep the
center current, but have also contributed toits high level of use.

Maintaining a five-year plan

InMay 2002, two years will have passed since the firstidea of anew
center was brought to the attention of the top administrators at
Bentley College. In these twoyears, new trends have alreadybegun
toemerge. Studentsare equipping themselves with MP3 playersand
PDAs. Mobiledigital deliveryof the materialsismoreindemand than
ever before. Atthe same time, therealityis that the commerdial tech
trends seem to filter down to academia at a much slower pace. This
delay, however, serves asan importantadvantage hasanimportant
advantage foreducators. Itallowstime to evaluate the pedagogical
value of the technology while contemplating the future trends.

Atthesame, thedemand formoreinformationand resourcesthatcan
complementstudents’languagelearningand greater speed of delivery
willonlyincrease. Therefore, ongoingattention mustbe paid tospace
issues, equipment replacements and upgrades to accommodate
faster networks and more rapid information flow.

Asinbusiness, the director of the center should maintain a five-year
plan for the facility shaped by the information gleaned from the
varioussourcesdescribed above. The planshould bereviewed every
year, and updated according to the emerging trendsin technology
and language teaching. This process should be undertaken in
consultation with the other technology leaders on campus.
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Conclusion

Appendix A

The burgeoning of technological innovation, especially in the past
decade, has broughtnew challenges and responsibilities to colleges
and universities around the globe. Students come to school today
expectinginformation, resources, and curriculumto deliver whatis
needed to expand their knowledge base in the most effective and
efficientway possible. Asa result, administration mustrecognize and
promote the kinds of projects that can meet those expectations.
While anod of approval comesfirst, the strategic planning to realize
proposedinitiativesisa crucial element to making them successful in
the long run. In the case of CLIC, the strategic plan involved a
collaborative processbetween three groups of players: administration,
faculty, and technology experts. While each phase of the five-phase
strategy engaged the expertise of the certain players more than
others, the entire project was iterative, reflective and collaborative.
Mostimportantly, the projectisongoing. CLIC continues to assess,
analyze, and plan, looking for ways to improve service, expand
resources, and engage other disciplinesin integrating the study of
languages and culture into the school-wide curricula. ¢

Center for Languages and International Collaboration at
Bentley College (CLIC), Waltham, Massachusetts USA.

Figure 1. CLIC floor plan.

Reception Members of the CLICstaff greet students and visitors at
the Main Consolereception area, where all technical features of the
Center canbe managed.
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Figure 2. Reception area

PC area The 15-station PC area is networked to the main
consolesystem, receiving full audio and digital output from the
master teacher console. Each station also receives satellite
programming, plays DVD movies in designated regional settings,
and connectstothe Bentleynetwork, providingaccesstotheInternet
and an array of multimedia language instructional programs.

Figure 3. PC area

Global Theater The 24-seat theater presents international satellite
programmingin sixlanguages: French, Spanish, Italian, Japanese,
Hindi, and Arabic. Equipped with two 42-inch plasmascreensand
the video conferencing technology, the theateralso offersreal-time
conferencing between Bentley students and professors and their
counterparts overseas. VCRand DVD technology provide viewing
ofinstructional materials, movies, and documentariesin bothUSand
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Figure 4. Global Theater

Lounge Area Anareawhere students and staff can relaxand talk,
watchinternational newson builtwall TV, orread.

Figure 5. Lounge Area

Bistro Rooms The multilingual student staff uses any one of two
individual bistro-styleroomsto engage in one-on-one conversations
with studentsin thelanguage under study. Access to the Internet in
eachroomallowsstudents andstaff toexplore the manyinternational
websites providing additional exposure to authentic language.
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Figure 6. Bistro (tutor) room
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Appendix B

Snapshots of Project-based Virtual Environments
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Figure 7. Home page for integrated, project-based virtual
environment with 1'Ecole Supérieur de Commerce, Clermont-
Ferrand, France.

Figure 8. Bentley students in computer-conference with peers in
France
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Figure 9. Home page for Global Citizen course that combine
classroom andin-countrystudy experiences with partnered school,
Budapest University of Economics and Social Sciences.
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Figure 10. Survival Hungarian online designed by CLIC staff to
support Global Citizen course.
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