Building Sustainable Language Programs
TALKING POINTS 
Context 
There are many challenges facing those who wish to develop new or expand existing LCTL programs.  From small liberal arts colleges to large public universities, pressure is being placed on faculty members to ‘fill’ their classes and train an increasing number of students.  Language programs are often under siege as administrators and students alike place more emphasis on the hard sciences, economics, finance and accounting programs, or other degrees that are viewed as “practical.”  At the same time, world events are highlighting the very real need that the military, State Department and other public and private agencies have for people with advanced language training, especially in the less or least commonly taught languages (LCTLs).  In the end, the combination of these and other factors can cause cross pressures and contradictory messages that ultimately lead to incoherent and ultimately ineffective LCTL programs. 
This presentation examines a series of challenges faced by most faculty-members and administrators trying to develop new or expand pre-existing LCTL programs, and offers some suggestions for overcoming these hurdles.  The majority of the information presented is drawn from my own experiences establishing a new Title VI center for Europe at the University of Florida.  However, previous discussions and presentations have suggested that many of these hurdles and potential solutions are broadly applicable across both other universities and centers with different geographic concentrations. 

The presentation centers around four general themes: 

1.  Educating administrators, 

2.  Measuring and demonstrating student interest in LCTLs and related programs, 

3.  Increasing student interest in LCTLs and relation programs and 

4.  Developing cooperative initiatives with other LCTL and non-LCTL programs on campus. 

The Center for European Studies (CES) at the University of Florida has had a varying level of success in each of these general areas.  Admittedly, success is often a function of luck (a sympathetic administrator), specific personalities (intransigent department chair) and/or intrinsic resources (existence of strong heritage communities or lack thereof).  Despite the unavoidable existence of variables that cannot be controlled or independently changed, the strategic initiatives and approaches to building LCTLs described can benefit most programs. 
Over the past four years the CES has been able to hire in a total of seven LCTL positions (two tenure track and five full time lectures with a 2/2 load)1,  in addition to four related tenure track hires.  These lines were granted to the CES largely as a result of the initiatives described in this presentation.  As a result of these hiring initiatives the center has been able to develop two new undergraduate minors (European Union Studies and East-Central European Studies), as well as a graduate certificate in Modern European Studies.2  Supporting these new degrees are new or expanded student clubs and several new summer study abroad programs in Belgium, Austria, the Czech Republic and Poland, with additional new programs possible in Turkey and Hungary.  In almost every case the study of LCTLs is included as an option or a requirement of these degrees and programs. 

Challenges 
1.  Administrators who are unfamiliar with the need for and service provided by LCTL programs Most administrators are not from foreign language departments.  As a result they often have a poor understanding of both the needs and the contributions of language programs.  They are also rarely familiar with the fundamental differences between languages.  In particular, few understand meaning of LCTL in terms of the current state of enrollment in these language courses across the country, or the importance of LCTL training opportunities for graduate programs (including the recruitment, funding, training and placement of students). 

2.  Measuring and Demonstrating Student Interest in LCTLs 
Understanding the level of student interest on campus for various LCTLs is critical.  If you invest in a language and there is little or no student interest, leading to low or no enrollment administrators will be less inclined to invest in other LCTLs in the future.  It is important to target the introduction of new programs and the development/growth of existing programs strategically. 

3.  Increasing student interest in LCTLS 
A single year or even two of a LCTL taught in isolation is unlikely to draw many students, especially if language requirements on campus are low or non-existent and/or if there are time/credit constraints imposed on students limiting their ability to take many courses that do not ‘count’ towards something. 

4.  Avoiding ‘zero sum’ mentalities in language programs 
Unfortunately, on most campuses language departments are under-funded and under-appreciated.  As a result they are also often highly competitive, tending toward zero-sum thinking.  It is common to find that the addition of a new language program (or an increase in support for an existing program) is seen as an assault on other programs since it is often believed that this will inevitably result in less funding for them. 

Successes, Best Practices, Future Trends 
1.  Educate the Administration 
In many cases simply gathering comparable data on offerings and enrollments at “target” schools (those the administration would like to emulate) can be enough to placate administrators uncomfortable with comparably low enrollments.  In addition, it is important to highlight the critical role played by the LCTLs across the campus in terms of (1) supporting graduate programs (and attracting the best graduate students in many cases), (2) insuring continued FLAS (and NRC funding), and (3) maintaining (or improving) the academic reputation of the university in the core humanities and social sciences, which are generally (but not exclusively) the core clients of the LCTL programs. 

In particular, placing the language programs within the broader context of the broad variety of non-language programs they support and serve can be vital.  In most cases language courses are viewed in isolation and language programs are evaluated solely on the grounds of their own independent production of student credit hours and/or degrees.  However, in many, if not most cases these programs serve a disproportionate number of students from other departments and disciplines. 

2.  Demonstrate Student Interest 
Convincing administrators of the need for and importance of introducing new LCTL programs or expanding existing programs is often a formidable task (in fact the focus in more often on convincing them not to cut support for these programs).  Collecting accurate data on student interest, as well as the availability of related non-language course offerings, student heritage clubs and organizations, and the presence of a significant heritage community off-campus can serve multiple goals. 
First, this type of information can help guide those proposing new or expanded LCTL programs by providing an accurate measure of the level of likely student (and community) interest in the proposed program.  This will help to insure that investments in developing LCTLs are strategically targeted and more successful and enduring as a result.  Information on related courses and opportunities (study abroad etc) can facilitate efforts to embed LCTL study into broader programs as well as provide indirect information about potential student interest. 
Second, this type of information can provide invaluable support to requests for increased funding and other resources for LCTL programs.  The ability to demonstrate a pre-existing interest in a specific LCTL, related area studies and/or the presence of a natural constituency (heritage) is likely to facilitate negotiations with administrators when trying to gain their support (financial and other) for the development or growth of LCTL programs. 

3.  Avoid Offering LCTLs in Isolation 
Less/least commonly taught languages will be more likely to attract new students if they are incorporated into comprehensive programs that include related area studies courses, study abroad programs, on-campus activities (film nights, conversation tables etc) as well as student clubs (possibly bringing together heritage speakers and new learners where both exist).  Although more initially challenging than simply hiring someone to teach a language, the development of comprehensive programs around LCTLs helps to insure their long-terms success and growth on campus in two ways. 
First, students are more likely to choose to study a language if they see a variety of opportunities and benefits that can be accessed through development of their language skills.  A single year of Swedish in isolation is unlikely to appeal to many students who do not have a pre-existing interest in Swedish.  Especially given that on most campuses time is increasingly constrained, leaving students decreasing opportunities to take electives that do not “count” toward anything.  However, if Swedish is part of a broader Scandinavian Studies Program (or even Minor) that includes a selection of courses in various departments, study abroad options, and an on-campus club or student organization with events and activities (film night, conversation table, guest speakers etc) students without any pre-existing interest are more likely to consider investing the time and effort to learn Swedish.  In some cases having language courses incorporated into a minor (or even a non-language department major) can give students the “excuse” they need to justify the extra credit hours to advisors (or parents). 
Second, by integrating the language program into a broader array of academic and area studies activities, courses, and/or programs you can insulate it from cutbacks during tight budget years and/or temporary reductions in student interest.  It is much easier to cut isolated language courses than it is to cut an element of a broadly based program with a number of diverse constituencies.  Even with small numbers, languages that are necessary components of larger programs can survive (and thrive) even in hard times. 

4.  Build across Language (LCTL) Programs 
To overcome the zero-sum mentality that is almost an intrinsic part of most language departments today it is necessary to work closely with all of the language programs that see themselves in direct competition with whatever you are trying to develop or expand.  When trying to introduce new language programs or significantly expand an existing one, it is important to work toward the creation of new initiatives that will be seen as beneficial for all language programs.  Even just simple awareness of the potential problem and sensitivity to the fears of existing programs can go a long way to minimizing them.  For example, consulting with the language department and section chairs during the initial planning stages when considering the introduction of a new language, rather than presenting them with a fait accompli, can help to avoid unnecessary conflict.
Other Relevant Information 
***NA*** 
Findings and Recommendations 
1.  Educate the Administration 
Building a data base of language offerings and enrollments at peer schools and target institutions (those administrators desire to be like) can be an effective tool in demonstrating the national character of LCTLs.  In some cases being one of only a handful of institutions nation-wide offering a language may appeal to administrators as a mark of distinction. 

If there are related heritage communities these can often become strong allies in developing and protecting LCTL programs.  Organizing within the heritage community and insuring that they voice their interest and support for programs can serve as a strong incentive for administrators.  The communities can also be a source of additional revenue.  Even small financial contributions can demonstrate community support for LCTL programs and help insure their continuance and growth, even in economic hard times. 

2.  Measuring Student Interest 
In terms of gathering information on student interest, large N random sample surveys are the best method for collecting accurate data, but they can cost a substantial amount to design and implement.  Many campuses offer survey methods courses and it may be possible to work with the faculty teaching them to have your survey serve as a course assignment or project.  Informal data collection can be done through questionnaires distributed in related area studies courses, at campus events or even via the internet.  The goal is to develop programs that are likely to find high levels of student interest. 

Information on the existence of related courses and their enrollments can be relatively easily obtained in most cases.  A review of the university’s course catalogue should be sufficient to determine the relevant courses and the registrar can generally provide enrollment information for the past 3-5 years relatively quickly (often universities have accessible databases that allow faculty to look up this information directly).  Most universities also have some form of international office, which can provide information about the presence of foreign students and faculty who will in turn often be surprisingly good resources for information on heritage communities.  Finally, external resources such as the MLA on-line language map can provide additional information about language communities in a particular region (state, county or city). 

3.  Embedding LCTLS within Broader Programs and Initiatives 
In most cases the general area studies courses and other programmatic opportunities related to LCTLs, such as study abroad programs etc.  already exist on campus as this was a pre-condition for receiving the Title VI and/or FLAS funding from the Dept. of Education.  In most cases the challenge is to pull together these various strands to form a cohesive certificate or degree program that will encourage students to enroll in LCTLs.  The information on available resources should be readily accessible in the original grant application.  The difficulty is often in gaining access to these courses for your students (some programs limit access to majors), obtaining approval to include existing courses in new degree programs and the bureaucracy involved in the development and approval of new degrees (varies dramatically by university) among other things. 
As significant as any and all of these hurdles may be the most critical factor in creating successful new programs is student enrollment.  All of the above obstacles can generally be overcome with persistence and patience; however, it will all be for nothing if students don’t pursue the degrees created and enroll in the supporting LCTL courses.  Understanding student interests and developing programs that will work within the constraints of the university (maximum allowable units, need to fulfill specific general education requirements, etc.) is crucial.  Once this is accomplished additional effort is generally required in advertising the existence and benefits of the new programs.  Efforts should be made to educate students, faculty members and staff (especially academic advisors) about the new programs.  Do not assume that if you build it they will come.  Particularly in large universities the high number of available offerings and the geographic space across which it is necessary spread information can significantly reduce student awareness of and enrollment in new programs. 

4.  Developing Shared/Common Infrastructure 
The development of shared goods that can improve language education generally can help to mitigate the tension and/or open conflict that can occur when resources are directed toward developing or expanding LCTL programs.  Including resources that will support non-language specific infrastructure such as language lab resources, foreign language satellite TV options, and increased awareness and appreciation for language learning among administrators can provide all language programs with a vested interest in the success of the LCTL related initiative being pursued.  Developing new programs that build on the strengths of existing language programs, while assiduously avoiding duplication, can also help to reduce conflict and build support for new initiatives.  For example, the development of minority language programs that can be naturally linked to more commonly taught languages and programs (Catalan/Spanish, Napolitano/Italian, or Bretagne/French) can help to build a broader base of support for LCTL programs.  This type of LCTL development also naturally embeds the LCTL within a broader program (see point 3). 

1 LCTL positions include Czech studies (2), Modern Greek (1), Hungarian (1), Polish studies (2) and Turkish (1).  Related area studies positions include Anthropology (1), History (1), Political Science (1) and Sociology (1). 

2 An undergraduate major in European Studies within the International Studies program is currently under review at the Board of Trustees
