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Introduction

Across the United States, African-Americans and Latinos are quickly becoming less “minority” in representation (Pear, 2005; Winslow, 2008). By 2050, it is expected that nationally, African-Americans and, especially Latinos, will help push the total minority populations into the majority, representing over 54% of the population (CNN, 2008; Frey, 2011). However, while minorities have the greatest projected labor growth, the number of underrepresented minorities (African Americans, Latinos, and Native Americans) remains critically low in relation to their representation in the general population (Mohanty, 2010; NSF, 2007; U.S. Department of Labor Bureau of Labor Statistics, 2010). This has given rise to a number of diversity initiatives in higher education, which are designed to increase the participation of students of color. One such initiative is known as the Bridge program.
Bridge programs are programs designed to facilitate student transition into undergraduate study and can be situated within either two or four year institutions that range from selective and non-selective in admissions. Bridge programs offer a comprehensive model of support through strategies such as mentoring, tutoring, exposure to research experiences, professional development, workshops, and coursework needed to progress and excel within fields of study and/or institution (Myers, 2003). In the 1970’s and 1980’s, Bridge programs began to proliferate, and although many of them explicitly targeted minorities, and other underrepresented groups such as first generation college students, students from low socio-economic backgrounds, and regionally isolated populations, among others. However, in this new “post-racial” era, the original purpose of these Bridge programs, to help underrepresented students of color, is increasingly becoming  more complex and contentious. 

Due to the backlash to race-conscious policies such as affirmative action, higher education has been steadily making adjustments in order to shield itself from legal scrutiny while trying to increase diversity (Coleman, Palmer, Winnick, 2008; Office of Civil Rights, 2004). The methods and strategies for recruiting, retaining and offering support for minorities in higher education has become a very political issue (Maton, Hrabowski, III, & Özdemir, 2007; Schmidt, 2009). Consequently, many Bridge programs that were formerly explicitly targeted towards racial minorities now employ race neutral language all while trying to maintain their original goal to assist underrepresented groups. What is unclear, however, is how multicultural administrators are tackling this challenge of recruiting underrepresented students of color while abiding by race-neutral guidelines and expectations. 

Statement of Problem

The adoption of race neutral policies and practices which can sometimes include the elimination of state and institutional funding for explicitly defined minority programs can and has undermined goals for diversity initiatives like Bridge programs (Orfield, Marin, Flores, and Garces; 2007). In recent years, many Bridge programs have gone through dramatic changes in how they identify their target population, how they market what they are doing, and who they serve. New race neutral policies and strategies have expanded the definition of diversity and seek to increase inclusion beyond race (Siegel-Hawley & Frankenberg, 2011).  This may pose a challenge when the original group for which the program was designed, racial minorities, are still in need of assistance.  This would seem like an especially difficult challenge for those who are charged with increasing the participation and retention of historically underrepresented racial minorities (Howard-Hamilton, Phelps, and Torres, 1998; Scott and Kibler, 1998).  Multicultural administrators are mid-level administrators in higher education who oversee diversity programs, initiatives, and tasks, usually housed under the umbrella of the Multicultural Affairs office. While these administrators are often tasked with managing the bulk of matters related to diversity on their campus, oddly there is hardly any research about them and how they go about their work.  In fact, the literature is almost silent on the roles and responsibilities of multicultural administrators as a professional group. Multicultural administrators in higher education are rarely framed as diversity leaders and when they are mentioned in the literature they are either grouped with other student administrator personnel (Pope, 1993) or they are mentioned in passing as providers for the services and programs that are the subject of research studies (Patitu and Terrell, 1998).  This may largely be due to the fact that diversity leadership in higher education is a relatively new area of focus and study, and to date, most of the research within this area focuses on senior administrators such as presidents, provosts, chief diversity officers, and deans (Aguirre and Martinez, 2007; Leon, 2011; Schmidt, 2009).  Finally, the literature is also silent on the issue of dealing with race neutrality is virtually absent in the student affairs’ practitioner literature and thus there is virtually no insight into how race-neutrality and impacts student affairs administration, student recruitment and student support (Aguirre, and Martinez, 2007; Bok and Bowen, 1998; Longerbeam, Sedlacek, Balon, and Alimo, 2005).  
Statement of Purpose

The purpose of this study is two-fold. First this study will highlight a larger policy phenomenon occurring in the United States at the state and national level which involves higher education institutions adopting race neutral policies and practices while maintain personnel charged with the goal of increasing and maintaining diversity goals.   Second, this study will position multicultural administrators as diversity leaders in higher education. Therefore, this study will seek to gain new knowledge by probing into the experience of the multicultural administrators as diversity leaders dealing with the challenge of race-neutrality. The multicultural administrators who participated in this study worked within campus environments that ranged from support to non-supportive or even hostile to explicit race conscious efforts. The overarching question this study sought to address is: How do multicultural administrators experience and negotiate their responsibility to maintain and improve campus diversity goals under race neutral policies and practices?


This data gained from this inquiry will glean insight into the challenges and barriers these administrators face and how they negotiate campus politics as they strive to foster diversity in such a climate, as well as touch upon the socio -political climate and policies that may be affecting multicultural administrators across institutional type. This study may also serve to infom the reflection and practice of other multicultural administrators and senior campus administrators seeking to improve and support diversity initiatives in higher education in face of race neutrality (Schwandt, 2001). Finally, the findings of this study can be used to inform policy makers of these struggles as well as provide campus administrators and staff helpful recommendations for dealing with the politics of race neutrality as they continue to fulfill their responsibility to increase diversity on their campuses. 
Review of Literature

Since multicultural administrators are situated within institutions that operate based on external rules and pressure, this literature review will focus on the context of higher education, both the external socio-political environment, as well as the institutional environment. Next, the attention will be given to diversity leadership and student affairs practitioners within higher education, as well as the strategies they use or may use as a result of their particular context.

The Changing Environment

The literature makes it clear that both innovation and being an effective change agent do not occur in a vacuum (Kezar, 2003). It is a process of interaction with the environment. Targeted minority programs under the auspices of multicultural administrators have long operated under race conscious policies with little to no guidelines or intensive monitoring, but current shifts in the external environment create internal stress change within the working environment of these administrators. Two areas that play very important roles in shaping the environment of multicultural administrators are political and fiscal constraints (Kezar, 2003; Steeples, 1990).

Declining State Budgets.

In the early 1990’s America was facing an economic recession and higher education was feeling the brunt of this shortage with increased budget cuts and scrutiny about government expenditures (Burke, 2004).  Appropriations have decreased overall in at least 14 states with the lowest increase in spending in higher education overall occurring over the past two years (Padron, 2004). State budget allocations for higher education have been shrinking steadily since the recession of the 1980’s. This trend not only impacts low income students but other non-traditional students like minorities who may be less inclined to take out loans for fear of its limited returns and accruing debt. In an effort to secure and increase financial stability and prestige, institutions restrict access at a time when more working class, low income, and minority students recognize and seek opportunities to benefit from the degrees these institutions offer. A retreat from desegregation policy and the attack on affirmative action are converging alongside shrinking state budgets to create a potential crisis in the disparity (Zusman, 1999).
The Attack on Affirmative Action. 

Racial preferences in higher education have changed dramatically in meaning and how it can be applied. Race conscious admissions policies and their rationale that diversity is a compelling interest of the state has led to the justification of race conscious programs and financial aid in higher education (Gurin, 2004).  These programs have not been openly challenged in the high courts because it is largely unclear whether the rules of narrowly tailoring guidelines for qualifications applies in this realm, yet Supreme Court Justice Scalia laid out a careful map of how future challenges to these programs can be initiated so that programs that specified racial preferences could be challenged (Collison, 1999; Gurin, 2004).  As a result many state systems and universities are cutting race-based scholarships and programs out of fear of legal challenges and bad publicity (Schmidt, 2004). 

The federal government seems to strongly support the use of race-neutral financial aid policies as a way to support minority students, which has undoubtedly impacted a shift in the way state supported aid is directed and worded in recent years. The U.S. Department of Education clearly says that race-neutral policies should be used first and if and only if they do not address inequity and past discrimination should race be used (Office of Civil Rights, 2004). The department also imposes restrictions on how long and to what extent race can be used while offering no clear-cut figures or outcome data to serve as guidelines. It is no wonder then that states have little direction or feel little support in creating their own goals for policies that specifically target underrepresented minorities.  Institutions of higher education have bore this burden for the most part, while states have opted for a safer and politically more viable method of targeting minorities through race neutral funding tied to class and workforce initiatives, especially in a time where many states have been declared by the federal government as desegregated. 
Using Race-Neutrality as a Policy To Address Inequality. 

States are now beginning to appropriate funds under race-neutral policies with the specific intention of increasing minority enrollment (incentive funding) with the goal of meeting loose and ambiguous federal performance criteria based on observed disparities in enrollments, faculty and facilities (Conner, 1995; Figiel and Woodley, 2004; McDermott, Frankenberg, Diem, DeBray-Pelot, 2010). Recently, in an effort to side step many of the potential challenges and controversies related to specifically targeted race-based programs and scholarships, many states have directed funding towards improving low-income attendance rates through need-based financial aid and targeted career groups in which minorities are needed.  
Innovation in the Literature

The concept of innovation has varied meanings depending on the school of thought from which it emerges and the perspective of the researcher. For the purpose of this literature review and closer applicability to the social institution of higher education, the following literature review relies on theories based in public administration, political science, and sociology so that frameworks which could help conceptualize innovation as it applies to student affair administrators as well as what skills and processes are necessary for one to develop innovation within changing contexts. From the sociological perspective, innovation has been described as a critical way in which organizations respond to market challenges (Hage, 1999). Heywood (1965) describes innovation as planning or a planned change. She emphasizes that change is inevitably and occurs without planning, so what distinguishes innovation from ordinary change is its intentionality.  

The public administrative and political science perspectives define innovation as a new idea, process, product, service, or behavior adopted by an organization (Hage, 1999; Rowe and Boise, 1974).  There are variations of this definition within the literature. Thompson (1965) incorporates the idea of acceptance and implementation where members of the organization adopting the change must agree upon the innovation and it must move from the abstract to the applied. Becker and Whisler (1967) add that a certain degree of organizational risk must be involved and that the organization must be the first to initiate the change before others do so.  Other definitions require that the new idea or process be successfully applied and eventually become institutionalized. 

Rowe and Boise (1974) add another component to these definitions; the requirement that the organization make a choice to implement the new idea and or behavior without external pressure or command. This requires the skill of predicting a pending crisis or change in order to adapt. In examining the process of innovation, Knight (1967) points out that non-innovators see problems in confined pre-set dimensions which limit their available solutions, while those that innovate look past these boundaries which allow them to expand their selection of solutions. Innovators therefore develop solutions by using new ways of conceptualizing problems. 

Finally, Clark (2003) has developed a more complex model of innovation, which describes not only the interaction of the organization with the environment but also how internal and external forces impact each other to create purposeful change.  Clark also expands on previous models by proposing that there is a stage of cumulative development of knowledge, a discontent among the leaders, a deviation from established norms, a restricted trial period, and finally adoption of the deviation. The idea of discontent of leaders is interesting because it refers to a transition period from accumulating knowledge about a problem and the consideration of possible solutions to reflective and critical thinking on the part of leadership about what should be done.  It also reflects the period of adjustment and uncomfortable anxiety that accompanies impending change.  It is from this reflective stage that discontent emerges explicitly and a real movement to deviate from current practice begins. The deviation then transforms into a trial and error period of testing the new practice before deciding on whether it is suitable to adopt. 
Conceptual Framework 

In examining how multicultural administrators operate within race neutral environments while addressing diversity issues the assumptions of intentionality and strategy are inherent. In order to carry out responsibilities and duties related to their roles as administrators assigned to increase and support diversity, a purposeful intent towards these aims must be present (Somers, 1995). Therefore, in order to be successful towards these aims, the multicultural administrator must utilize strategy to achieve the desired results (Hoeksema, 1997). This is probably particularly true in environments where race is not openly embraced or discussed and policies emphasizing race neutrality are prevalent. Therefore, the conceptual framework begins with an examination of intentionality and strategic planning as components of the planning process of multicultural administrators. These components lead to an examination of the theme of innovation within the literature.

The sociological notion of intentionality within innovation in addition to the development of innovation in response to external demands in the environment will serve as the basis of this study’s conceptualization of innovation. The intentionality of those who seek to innovate in response to external demands in the environment along with the skills required of those who choose to become change agents in their environment will serve as the conceptual framework in which we can begin to understand how multicultural administrators cope and persevere in the midst of the changing climate of race neutrality. 
This conceptual framework (see Figure 1.1) holds the underlying assumption that the interaction of the administrator with environmental pressure (external and internal) creates the need to develop skills necessary to be an effective change agent and can initiate innovation.  Attention must be paid to external and internal political and power structures that may serve to aid or marginalize the administrator and their work. Consideration of these cues within the environment may demand that multicultural administrators take strategic steps to make their work viable in a changing climate. Using the criteria discussed for becoming a change agent (research, strategic planning, communication, and political collaboration) and developing innovation (intentionality, cumulative development of knowledge, explicit discontent of leaders, formulation of a innovation) along with environmental forces (fiscal and political constraint), a conceptual framework can be developed that will capture and shed illumination on the experiences captured with the administrators in this study. 
Student Affair Practitioners and Change in the Literature

The literature on student affair practitioners and professional coping mechanisms with change is scant, and much of it is anecdotal advice (Nuss, et. al, 2002; Shuford, 1998).  What can be drawn from the literature is the importance of dealing with change in a purposeful way (Dalton, 2002). This includes planning, identifying and collaborating with allies, developing skills that prove valuable to the institution and the ability to be creative and innovative (Dalton and Gardner, 2002). The literature stresses the importance of exercising good judgment and developing practical knowledge that will discern when and how to use these skills (Dalton, 2002; Howard-Hamilton, Phelps, and Torres, 1998). The emphasis here is how the student affairs professional can become a change agent in the midst of evitable change so that they can impact and control the impact. The skills needed by student affair practitioners outlined by Dalton and Gardner (2002) to become an effective change agent include: research, strategic planning, communication, and political collaboration. The ability to synthesize these skills allows student affair professionals to navigate and provide leadership through change. In studying the literature on innovation, many of these components are included. It is therefore appropriate to provide a brief review of the literature on innovation to highlight how innovation and becoming a change agent may serve as an appropriate conceptual framework to examine how multicultural administrators’ function under the new era of race neutrality. 

Figure 1.1 

Conceptual Framework Flow Chart
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Methodology

This qualitative study, which follows a combination of the phenomenological and case study traditions, highlights the experience of four multicultural administrators who are situated in campus environments that encourage and at times demand the use of race-neutral strategies to target and market diversity initiatives and outreach. Creswell (2007) describes a phenomenological study as one that seeks to “make meaning of experiences”. Consequently, this study starts with an assumption that the perspectives of the multicultural administrator is important and can shed light onto the topic of study through the telling of their experiences. the goal of the phenomenological approach to research is to capture the meaning that several people make of an particular experience or phenomenon (Creswell, 2007).  Case study research involves “the study of an issue explored through one or more cases within a bounded system in a setting, context” and involves the exploration of the bounded system or “case” “over time through detailed, in-depth data collection involving multiple sources of information.” (Creswell, 2007, pg. 74). Yin (2009) describe a case study is an “empirical inquiry that investigates a contemporary phenomenon in depth and within its real-life context, especially when the boundaries between phenomenon and context are not clearly evident.” I have chosen to conduct a multiple case study to provide more availability to witness the phenomenon and to gain insight into the population of interest. 
The research questions that emerged drew upon the conceptual framework. The research questions are:
1.       What is the experience of multicultural administrators who seek to increase and foster diversity in a predominantly white campus using race-neutral policies and practices? (May capture experiences that fall completely outside of the conceptual framework. This question also speaks to the phenomenon of doing diversity work under race neutrality)

2.   What if any have been the external pressures that multicultural administrators have dealt with as the environment has shifted to race neutrality? (Addresses the environment)

3. Are there coping mechanisms that have proved effective and useful for multicultural administrators in this type of environment and have any of these mechanisms involved innovation? (Addresses areas that may not be answered fully by the conceptual framework)

Data Collection

This conceptual framework has led to a conceptualization of how the data would be best collected and organized.  The interview is explicitly identified in Creswell (2007) as the most appropriate data collection method for a phenomenological study because it requires a qualitative approach. Interviews conveyed a perspective from the program administrators who were present and in the midst of the change.  Interviews captured the diversity and complexity of experience that is involved in developing innovation. It also provided insight into the struggle of innovation in the midst of crisis that a survey could not describe. The themes of innovation, dealing with change and becoming a change agent addresses highly personalized journeys and experiences of this phenomenon. The personal reflection uncovered by the interview format is most appropriate to capture the individuality and nuances of this experience. This phenomenological multi-case study involved collecting data from telephone interview interviews. Telephone interviews were used because the multicultural administrators of interest were three states away from the researcher. 
Identification of Site and Sample

For a previous research project, the researcher conducted a longitudinal review of a minority transition program to explore its ability to help retain black students. The project showed favorable results demonstrating that the program was highly effective in retaining minority students.  Since that study, state funding for the program and others like it have been cut which has impacted the existence of these types of programs throughout the state. Telephone interviews were conducted with multicultural administrators from selected colleges and universities in a southern state. Four administrators were selected because of their affiliation with race specific programs that had undergone termination and/or reorganization due to race neutral policies and funding in the state.  
Analysis
Coding was done long hand, using transcripts from the interviews. Before coding, the researcher developed a list of strictly thematic codes derived from the literature, this study’s conceptual framework, and the research questions. Originally, the thematic codes based on my literature review and conceptual framework produced a limited list of codes. They were: strategic planning and intentionality will be coded as purposeful planning; research and cumulative knowledge accumulation will be coded as information gathering; discontent of leaders will be coded as discontent; communication and political collaboration will be coded as building allies; formulating an innovation will be coded as innovation; political and budget constraints will be coded as such separately. These codes were to serve as markers for guiding themes of the conceptual framework: change agents (purposeful planning, information gathering, and discontent, building allies); innovation (innovation), and environmental pressures (political and budget constraints). 

Coding the data in this manner originally was supposed to allow me to examine pieces of each theory and connect similar concepts. For example, within the theory of what constitutes a change agent there is an area known as research, while in the literature of innovation there is a stage known as cumulative knowledge accumulation. Coding these two areas together as information gathering allowed me to examine how becoming a change agent may or may not intersect with developing innovation. An overall examination of this theme will support or discount this area as a needed mechanism for administrators trying to navigate change within their environment. This type of coding will lend itself to analysis that will tie directly into the conceptual framework and allowed an opportunity to synthesize the analysis into a clear argument that would support, refute, or augment the theories that have been proposed to describe administrators as change agents and innovators when dealing with pressures from the external environment. 

Initially, the researcher read through transcripts, looking for data that fell within these themes.   However, as the coding process continued, an iterative approach was adopted, and the list of thematic codes was refined and new emerging codes were added. Within qualitative research, the iterative process of analyzing data is a reflexive process that it demands for the researcher to absorb the data gathered, and revisit how the data is being conceptualized and organized as the researcher gains new knowledge and experience. This is done over and over again in order to gain clarity and better insight into the information being gathered (Srivastava and Hopwood, 2009). After my first interview, it became evident that there were codes that were not found in the original literature review. It was also apparent that the literature review produced codes that were not present in the data and that the data was yielding information that was not covered by the literature review or conceptual framework. 


Several codes emerged during analysis that was not a part of the original thematic codes derived from the conceptual framework.  These codes included:  commitment; role and responsibility; strategic planning; location of position within institution; assessment; collaboration; internal institutional politics; reporting; challenge and struggle. When applicable, some of the emerging codes, were collapsed together under one singular code. This was only done when two or more codes were too similar or conveyed a particularly prominent theme. For example the original emerging codes of In-Kind Funding and institutional commitment were grouped together under the code of commitment because they both conveyed the theme of commitment as defined by many of the respondents as shown in the quote below: 
“The institution’s commitment regardless of the state commitment 
impacted the program. In its last two years the institution full funded 
the program. Mountainview State* still puts that same money and more
 towards that mission and similar program”- Respondent #3
A chart (Figure 1.2) of the emerging themes and the conceptual themes is listed below, along with the frequency, definitions, and how many times they appeared in the four transcripts. 
Findings 

The findings reveal that multicultural administrators have many more responsibilities than the researcher initially believed. Their positions are highly political, and the issue of race-neutrality has made their responsibilities even more challenges. Below is a review of the specific findings for each of the research questions posed. 

Question #1: What is the experience of multicultural administrators who seek to increase and foster diversity in a predominantly white campus using race-neutral policies and practices? 
“I am the institutional representative director of multicultural affairs…
Special diversity initiatives would be my office, my office coordinates 
all diversity initiatives.” – Respondent #1
The interviews revealed that all of the participants (n=4) felt that the responsibility of facilitating and managing diversity and diversity issues on their campus rested primarily with their office. Many of the respondents described being the primary contact for senior administration whenever there was something related to diversity needed, even if the issue or activity fell outside of their job description. In fact, although two of the four campuses 

Figure 1.2

	Code
	Definition
	Frequency

(out of 4 separate transcripts)
	Collapsed Categories

	In-Kind Funding

	Institutional contributions to supporting the program
	3
	Commitment

	Institutional Commitment
	Intent of the institution to sustain and support the program

	2
	

	Assessment
	Measures used to track the students in the program and the success of the program of reaching it’s aims
	3
	Assessment

	Reporting
	Organizing and distributing the assessment and positive aspects of the program to other departments and key administrators
	3
	

	Strategic Planning
	Purposeful and thoughtful planning about how to continue program and diversity efforts involving multicultural administrators and usually senior administrators on campus
	2
	Strategic Planning

	Director of Multicultural Center
	The title of the multicultural administrators 
	4
	Role & Responsibility

	Additional Roles within the institution

	Other responsibilities, titles, and duties held by the multicultural administrators 
	3
	

	Recent Change in Role
	Change in responsibilities, title and expectations as a result of promotion and environmental pressures such as policies and funding
	3
	

	Student Affairs
	The campus department unit in which many multicultural administrators are usually located 


	3
	Location of Position within Institution

	Code
	Definition
	Frequency

(out of 4 separate transcripts)
	Collapsed Categories

	External political constraints
	Policies, issues, and practices occurring outside of the institution that have bearing on institutional policies and practices
	4
	External Pressure & Constraint

	Race Neutrality
	A policy and practice of eliminating any reference or intent to target racial groups
	4
	

	External financial constraints
	Funding sources and policies that mandate and direct services, allocations, and sustainability 
	4
	

	building allies-
	The process of networking, gaining trust and respect and in some cases advocacy from other departments, staff and administrators
	3
	Collaboration

	collaboration
	Working with other campus departments, staff, and administrators 
	3
	

	Internal institutional politics
	Areas of disagreement, negotiation, and differences in power that can impact support, sustainability and funding
	4
	Internal Pressure & Constraints

	Securing and sustaining funding
	The effort and process of marketing, researching, and networking to garner support for continued and future allocation of funds for a specific programs and/or departments
	4
	

	Perception of other institutional actors
	The manner in which departments and key actors view a department, program, served population or job position within an institution
	4
	

	innovation
	The process and product of creative and strategic decision making and efforts designed to meet a specific need
	2
	Innovation


represented had senior diversity administrators on staff, the multicultural affairs administrators underneath them reported that often the responsibilities of doing “diversity work” fell to them. 

In regards to recruitment and retention initiatives like Bridge programs, the interviews reveal that efforts to increase and foster diversity on predominantly white campuses under race neutrality is challenging, and most (n=3) felt that race-neutrality would eventually diminish past efforts to recruit minority students. 
“If you are trying to help minority students, it’s difficult to try to hide it in 

language that would address that, particularly if they don’t fit other categories 

don’t apply to that racial group.” – Respondent #2
Most of the administrators (n=3) expressed concern about how they would maintain and increase diversity and campus inclusiveness without specifically marketing and targeting to groups that are traditionally marginalized. 
“We have in our strategic plan now but before the institution didn’t. Something 

in the strategic language within a strategic document carved out of an admissions 

goal so that it funds their priorities while also supporting our own priorities.”

-Respondent #3 


One administrator from Mountainview State*, however, had a markedly different point of view about the impact of race-neutrality and the approach to recruiting students. This was largely due to the fact that the university had made a public commitment to diversity, and had reorganized it’s goals, mission, statement, curriculum, and staffing to incorporate the goal of achieving diversity and inclusion. With such large sweeping institutional transformation, the task of recruiting and retaining students of color was not seen as a singular person or office’s responsibility, and the effect of race-neutrality appeared to be greatly mitigated. 


Overall, the multicultural administrators described their experience as one filled with heightened awareness of the social and political environment and how senior level administrators and other offices on campus perceived them and their work. 

“The biggest one [institutional pressure] is operating a program for folks 

the majority would say, “how come it’s not offered for us…the perception 

by some is that we always letting in people who are less qualified.”
- Respondent #3

One of the outcomes of the new race-neutrality guidelines appeared to be an increased awareness of how diversity initiatives are viewed by colleagues. All of the administrators described the need to explain, defend, and raise awareness about the purpose, goals, and common good that their office and programs accomplished. Some administrators (n=2) described a feeling of being marginalized as a result of either their office’s purpose and/or the population that they served. 

“So I think that’s a constant pressure, just making sure we can sustain the 

program from year to year despite different philosophies. You know we’re 

getting a new president so we don’t know what that person, that philosophy’s 

gonna be on multicultural programs or whether they support, you know it’s 

hard to know.”  – Respondent #1

In addition to the added pressure that comes with race-neutrality and a political climate that frowns on race-conscious programs, multicultural administrators also described the uncertainty of institutional support in the form of financial and political backing faced year to year. The dependence on institutional support, particularly from senior administrators, figured prominently into why and what measures multicultural administrators used to demonstrate the purpose and impacts of their efforts. 
Question #2: What if any have been the external pressures that multicultural administrators have dealt with as the environment has shifted to race neutrality? 

“How were we gonna continue to recruit students…get them here? Quite 
frankly there is no way to recruit that particular population based on what 
the state had ruled what you could and couldn’t do  based on race.”
- Respondent #1

All participants described feeling pressure from the state adhering to their guidelines in order to secure funding for the Bridge programs used to recruit and retain students of color, particular as it pertained the way the state dictated how students could be recruited. This was closely tied to concerns related to the budget, and receiving additional funding outside of their institutions in order to sustain the Bridge program. 

“When [the state] pulled the funding, we fought to keep the program in 

existence. And now we only have one class, only a three-week program. 

So it’s really, we pretty much halved everything in the program since 

[the state’s] funding is no longer coming our way. We’ve really modified the 

program significantly.” –Respondent #2


All of the multicultural administrators spoke of dealing with both political and budget constraints, however one administrator from Mountainview State described having to deal with it a lot less than the other three due his institution’s new commitment to diversity. However, even with added support, Mountainview State, along with the other three institutions have severely cut the length, and capacity for their Bridge programs in order to sustain the program. 

3.  In what ways have the multicultural administrators served as change agents and innovators in this climate? (Addresses components of being a change agent and developing innovation)


One thing that emerged during the findings was that all of the multicultural administrators seemed driven to their the purpose of their office and committed to it’s goal, regardless of state and institutional policy and financial support. All of the administrators reported that their office adjusted to change as needed in order to sustain their activities and programs. Whether it involved cutting fringe benefits, or items seen as luxuries such as field trips or t-shirts, sacrifices were made to maintain service to students of color. All administrators expressed regret that they could not serve more students, particularly through the Bridge program, however, they also described efforts to mainstream Bridge program activities so that more students could participate. For example, one administrator described cutting the budget for paid motivational speakers, however, in it’s place a campus speakers’ bureau was created and co-sponsored by several other campus groups. Not only was the speaker’s series sustained but it reach more students. 

“So right now we’re exploring an alternative option, to be able to offer 

students who were admitted to school here some retention types of efforts. 

The program was designed to recruit students who could make it at an 

institution but maybe through their academic preparation they were not on 

paper they did not look like the population that you were bringing into this 

campus. So the way you got them into your institution was to say, these 

students can make it and we’re gonna help to ensure their success by giving 

them this summer program so that they can get their feet rooted solid and 

be on the ground before they come in the fall. That way what you could do 

is take in students that on paper did not look at strong as your current 

population but in fact based on their academic performance were as strong

anyway.” – Respondent #3

Innovation appeared to be an expected part of the duties of all of the multicultural administrators. Not only did they expect change and adjust accordingly, but also they seemed to be so in tune to the politics and budget constraints of their environment that they learned to develop strategies in anticipation of change. The quote above demonstrates a common strategy of the administrators, which was to find ways of targeting students after their were admitted to bypass the race-conscious scrutiny. And while there were many anecdotes of reactionary leadership, there were just as many examples of proactive solutions created to address anticipated change. It should be noted that in contrary to the literature on innovation, this type of purposeful planning and change did not appear to be derived from discontent as much as it was derived from the need to change to sustain the program(s). 


However, there was also evidence that sometimes the level of innovation was constrained by the position and level of support for the office of the multicultural administrator. That is to say that while all multicultural administrators in this study-exhibited characteristics that embody changes agents (strategic planning, information gathering, and building allies), it is also clear that the ability and level at which they were able serve as change agents and develop innovation was highly dependent and limited by amount of power they were allowed to wield.  This appeared to be closely tied to the amount and clout of allies they could attract. 

4. Are there other coping mechanisms that have proved effective and useful for multicultural administrators in this type of environment? (Addresses areas that may not be answered fully by the conceptual framework). 

“My advice for those looking to sustain their programs is to go the top, 

admissions and the office of the president should support your program 

should involve the program in their strategic plan.”- Respondent #3


All of the administrators cited the importance of building allies both within the college and outside among other multicultural administrators appeared to be vital to maintaining awareness and skills necessary to navigate through the changing landscape at their institutions. Ally building also played prominently in discussions about securing funding in the midst of budget constraints. Some administrators appeared to be much more successful in ally building  than others, although it is not clear whether it was due to the disposition of senior administration towards diversity or the personality of the multicultural administrator. However, as stated above, even building allies has its limits. Administrators appeared very conscious of their role, it’s position within the hierarchy of leadership at the institution, and the limits to their power. 
“I’ve learned how important it is to be politic and tell people what they 

need to hear so we can sustain what we need to keep in our offices.” 

-Respondent #4

In addition to ally building, multicultural administrators described the importance of being available to campus constituents to answer questions and serving on committees to build rapport. Multicultural administrators appear to be “the face” of diversity on campus, and consequently many issues related to diversity, including faculty hiring and marketing, required their involvement.

“The outcomes should be reported to anyone in the line …vice president 

of student affairs, the presidents, state representatives, professors that teach 

in the program, academic departments, people should know what the program 

is doing and how effective it is.” – Respondent #1

Each of the administrators discussed the significance of information gathering, assessment and reporting as strategies for informing the campus community about the purpose and effectiveness of the Bridge program and other diversity initiatives. But while all of the participants conveyed an understanding about the value of assessment and reporting, only one appeared to be working with the university’s institutional research office to conduct empirical longitudinal data collection and reporting. The other three were less specific about the methods used to generate reports. The researcher’s perusal of archival reports revealed an overreliance on student self-reporting and highlighted success stories.
Limitations of Study

The advantages of a qualitative research design and data collection is an intimate glimpse into the world of those being studied. Using a phenomenological multi-case design, this study was able to capture the experience of multicultural administrators from their point of view. The disadvantage of this approach is that the sample size was limited, and thus cannot necessarily be generalized to all multicultural administrators in all institutions of higher education. There are also many other factors such as institutional type, location, student population, and institutional capacity that may impact the institutional conditions in which each of these administrators work. 

Recommendations for Future Studies 


These findings yielded many insights as well as questions that should be addressed by future research. Most of these questions revolve around symbolic diversity and institutional support. Of particular interest is in how the positioning of an multicultural administrator within an institution of higher education effects how they can enact diversity leadership? If there is no senior administrator responsible for diversity, what type of support should the institution be providing multicultural administrators so that they can do their job more effectively. As stated earlier, only one institution fully incorporated diversity into its mission statement, goals, and core curriculum. How effective can a multicultural administrator be in the absence of institutional commitment to diversity? And if there is no institutional change toward being more diverse and inclusive, how is the institutional constraining the work of multicultural administrators?  This leads to question about how this type of work impacts the person in the position of a multicultural administrator. In what ways do these leaders feel supported and/or marginalized by their work? How can institutions and funders better support these diversity leaders in light of the current and evolving definition of ‘diversity’? 


And finally, it is difficult to see how many of the administrators in this study could improve their methods for assessment and reporting. Their schedules were very busy, and there seemed to be little time for training or even reflection about their practices. In light of the variation of assessment and reporting, this study opens a question about what opportunities and/or support does the institution offer multicultural administrators for reflection, assessment, and professional development?
Conclusion


Despite the limitations of a small sample size and multi-case design spanning multiple types of institutions, there are some commonalities that connect these administrators and speak to the experience of being in the position of managing diversity in higher education under race-neutrality. Multicultural administrators in four-year institutions of higher education often bear a large role in managing diversity initiatives designed to recruit and retain students of color.  While initiatives such as the Bridge program are often developed with the goal of targeted particular groups of students who have historically been underrepresented, since the advent of Affirmative Action, these programs have been under increasing pressure to be less race conscious. This demand of race-neutrality is often tied to the financial sustainability of the program.  As a result, multicultural administrators have a heightened awareness of both their institutional environment and the external political environment governed by the state. Because of their responsibilities and the expectations of their job, multicultural administrators have developed an understanding of  how their programs are being perceived, what information needs to be given to build new allies, and what types of reporting would be most persuasive in justifying the existence of their program(s). 


Multicultural administrators use ally building among senior administrators and colleagues as a method for securing financial and political support for their cause, but their ability to secure allies and develop innovative solutions for sustainability is limited by their political clout. Their position as mid-level administrators places barriers on their ability to implement new strategies and ideas. Therefore, multicultural administrators rely on other strategies to sustain their programs. These strategies include participating in campus wide activities, information gather, assessment, and reporting the impacts of their program(s). 

Race-neutrality appears to have created a heightened sense of marginalization among some multicultural administrators; they are keenly aware of the persons on their campuses who hold little regard for their program and/or don’t understand why their programs exist.  However, there is one ray of light revealed by this study: race-neutrality policies have reinvigorated commitment  to diversity as well as revealed an aptitude for innovation among multicultural administrators. Their heightened awareness of the campus environment drives them to anticipate change and demands, and as a result they are constantly engaged in purposeful planning so that they can develop methods of sustainability for their programs(s). 

References
Ackerman, T. (January 7, 1991). “Session ’91/Legislature likely to face fight over funds 

for higher education”. Houston Chronicle. Houston, Tex: pg. 9. 

Aguirre, A. (2000). “Academic storytelling: A critical race theory story of affirmative action”. 

Sociological Perspectives. 

Becker, S. and T. Whisler. 1967. “The Innovative Organization: A Selective View of Current 

Theory and Research”. The Journal of Business, 40(4), 462-469. 

Borman, K.; Eitle, T.; Michael, D.; Eitle, D.; Lee, R, et. al. (Fall 2004). “Accountability 

in a post desegregation era: The continuing significance of racial segregation in 

Florida’s schools”. American Educational Research Journal, Vol. 41, No. 3. pp. 605-631.

Bowen, W. and Bok, D. (1998). The Shape of the river: Long term consequences of 

considering race in college and university admissions.  Princeton University Press, Princeton, New Jersey.
Burke, J.C. (2004). The Many Faces of Accountability In Achieving Accountability in 
Higher Education: Balancing Public, Academic, and Market Demands. Burke, J.C. (Editor). Jossey-Bass
CNN. (August 13, 2008). Minorities expected to be majority in 2050. Retrieved from CNN 

Online at: http://articles.cnn.com/2008-08-13/us/census.minorities_1_hispanic-
population-census-bureau-white-population?_s=PM:US 
Clark, P. (2003). Organizational Innovations. Sage.

Coleman, A., Palmer, S., Winnick, S. (2008). Race-neutral policies in higher education: From 

theory to action. A Policy Paper Prepared in Conjunction with the College Board’s 
Access and Diversity Collaborative. College Board.
Collison, M. (February 19, 1999). “The new complexion of retention services”. Black Issues in 

Higher Education. Retrieved on November 3, 2004 from the Black Issues in Higher Education website: http://www.blackissues.com/.
Conner, B. (June 1995). Funding federal civil rights enforcement: A report of the United States 

Commission on Civil Rights. Commission on Civil Rights, Washington, D.C.

Creswell, J. (2007). Research Design: Quantitative, Qualitative, and Mixed Methods Approaches. SAGE. Thousand Oaks. USA.
Dalton, J. C., et. al., Managing change in student affairs leadership roles. New Directions for
Student Services no. 98 (Summer 2002) p. 37-47 
McDermott, K., Frankenberg, E., Diem, S., DeBray-Pelot, E. (August 24, 2010). Diversity, 
Race-Neutrality, and Austerity: The Changing Politics of Urban Education. Available at SSRN: http://ssrn.com/abstract=1664683 or http://dx.doi.org/10.2139/ssrn.1664683
Gurin, P. (2004). “The educational value of diversity”.  Defending diversity: Affirmative Action 

at the University of Michigan. , Hurtado, S., Gurin, P., Lehman, J., Lewis, E., Dey, E., Gurin, G. University of Michigan Press.

Hage, J.T. (1999). Organizational innovation and organizational change. Center for Innovation, 

University of Maryland, College Park, Maryland 20742; 

Heywood, S. (December 1965). “Toward a sound theory of innovation”. The Elementary School 

Journal, Vol. 66, No. 3, pp. 107-114. Retrieved October 31, 2005 from the JSTOR website: http://links.jstor.org/sici?sici=0013-5984%28196512%2966%3A3%3C107%3ATASTOI%3E2.0.CO%3B2-V 

Hoeksema, L. (1997). “The interplay between learning strategy and organizational structure in 

predicting career success”. International Journal of Human Resource Management.

Howard-Hamilton, M., Phelps, R., & Torres, V. (1998). Meeting the needs of all students and 

staff members: The challenge of diversity. In D. Cooper & J. Lancaster (Eds.), Beyond 
law and policy: Reaffirming the role of student affairs (pp. 49-64). San Francisco: 

Jossey-Bass. 

Figiel, S. & Woodley, S. (2004). “The history of desegregation and the theory of student choice”. 

Retrieved November 20, 2005 from The University of South Carolina Essays in                   Education Web site: http://www.usca.edu/essays/vol112004/fiegiel.pdf. 2004Lowery, J. W. Student Affairs for a New Generation. New Directions for Student Services no. 106 (Summer 2004) p. 87-99 
Frey, W. (February 2011). A demographic tipping point among America‘s three-year-olds,‖ State 

of Metropolitan America 26, The Brookings Institution online at: 

http://brookings.edu/opinions/2011/0207_population_frey.aspx accessed April 12, 2001.  

Kezar, A. (2003, November). Organizational change and innovation. Paper presented at the 

Association for the Study of Higher Education, Portland, OR. 

Knight, K. E. (1967): A Descriptive Model of the Intra-Firm Innovation-Process, in: The

Journal of Business, 40, 478-496

Leon, R. (2011). Strategies for institutional transformation: A multi-case study of the 

chief diversity officer position. Unpublished Dissertation. The University of Wisconsin-Madison. Chair: Jackson, Jerlando F. 
Longerbeam, S. D., Sedlacek, W. E., Balón, D. G., & Alimo, C. (2005). The 

multicultural myth: A study of multicultural program organizations at three public research universities. Journal of College Student Development, 46, 88-98.

Maton, K.I., Hrabowski, F.A. & Ozdemir, M. (2007).  Opening an African American STEM 

Program to talented students of all races: Evaluation of the Meyerhoff Scholars Program,

1991-2005.  In G. Orfield, P. Marin, S.M. Flores & L. M. Garces (Eds.), Charting the future of college affirmative action: Legal victories, continuing attacks, and new research (pp. 125-156).  Los Angeles, CA: The Civil Rights Project at UCLA.
Mohanty, S. (June 1, 2010). Diversity’s Next Challenges. Retrieved on March 2010 from the 

InsiderHigherEd website: http://www.insidehighered.com/views/2010/06/01/mohanty
Myers., R. D. (2003). College success programs: Executive summary. Washington, DC: 
Pathways to College Network Clearinghouse.

National Science Foundation. (2007). Doctorate recipients from U.S. universities: Summary 

report 2007-08. Retrieved on October 2010 from the NSF website: http://www.sf.gov/statistics/nsf10309/ 

Nuss, E., et. al., Life planning: preparing for transitions and retirement. New Directions for 

Student Services no. 98 (Summer 2002) p. 83-93

Office of Civil Rights. (2004). “Race and national origin discrimination overview of the law”. 

Retrieved November 3, 2005 from the Office of Civil Rights Web site: http://www.ed.gov/about/offices/list/ocr/raceoverview.html.

Orfield, G., Marin, P., Flores, S.M., & Garces, L.M. (Eds.). (2007). Charting the future of 

college affirmative action: Legal victories, continuing attacks, and new research. Los Angeles: CA: The Civil Rights Project at UCLA (formerly at Harvard University).

Padron, E. (2004). A deficit of understanding: Confronting the funding crisis in higher education 

and the threat to low-income and minority access. Retrieved on March 10, 2005 from the Miami Dade College website: http://www.mdc.edu/president/Email/HACUDocument.pdf
Patitu, C and Terrell, M. (1998). “Benefits of affirmative action in student affairs”. New 

Directions for Student Services. 

Pear, 2005. U.S. minorities are becoming the majority.  The New York Times Online
http://www.nytimes.com/2005/08/12/world/americas/12iht-census.html
Pope, R. (1993). “Multicultural organization development in student affairs: An introduction”. 

Journal of College Student Development. 

Rowe, L.; Boise, W. (May 1974). “Organizational innovation: Current research and evolving 

concepts”. Public Administration Review, Vol. 34, No. 3, pp. 284-293. Retrieved October 30, 2005 from the JSTOR website: http://links.jstor.org/sici?sici=0033-3352%28197405%2F06%2934%3A3%3C284%3AOICRAE%3E2.0.CO%3B2-1
Schmidt, P. (March 19, 2004). Not just for minority students anymore: fearing charges of 

discrimination, colleges open minority scholarships and programs to students of all races.  Retrieved April 30, 2004 from The Chronicle of Higher Education website http://chronicle.com/prm/weekly/v50/i28/28a01701.htm
Schmidt, P. (February 10,  2009). Survey of chief academic officers raises concerns about 

diversity and longevity. The Chronicle of Higher Education, Retrieved from The Chronicle of Higher Education website http://chronicle.com/article/Survey-of-Chief-Academic-Of/1518/

Schwandt, T. (2001). Dictionary of qualitative inquiry. 2nd edition. Sage, Thousand Oaks, CA
Scott, F. J., et. al., A case study: the effects of the Hopwood decision on student affairs 

[Hopwood v. Texas]. New Directions for Student Services no. 83 (Fall1998) p. 57-69 

Shuford, B. C. Recommendations for the future. New Directions for Student Services no. 83 (Fall 1998) p. 71-8 

Siegel-Hawley, G. & Frankenberg, E. (2011). Redefining Diversity: Political Responses

to the Post-PICS Environment. Peabody Journal of Education.

Snyder, M. B., ed Student Affairs and External Relations [Symposium]. New Directions for 

Student Services no. 100 (Winter 2002) p. 3-110 
Somers, M. (1995). Organizational commitment and absenteeism: An examination of direct and 

interaction. Journal of Organizational Behavior. 

Srivastava P, Hopwood N. A practical iterative framework for qualitative data analysis. 

International journal of qualitative methods. 2009;8(1):76-84.

Steeples, D. (1990). Managing change in higher education. New Directions for Higher

Education, no. 71. San Francisco: Jossey-Bass.

Thompson, V. (1965). “Bureaucracy and innovation”. Administrative Science Quarterly 10:1–20.

U.S. Commission on Civil Rights. (June 1995). Funding federal civil rights enforcement: A 

report of the United States Commission on Civil Rights. U.S. Department of Education: Washington, D.C. 

U.S. Department of Labor Statistics. (2010). Occupational outlook handbook, 2010-11 edition. 

Retrieved from http://www.bls.gov/oco/oco2003.htm
Utterback, J. (March 1971). “The process of technological innovation within the firm”. Academy 

of Management Journal, Vol. XIV, pp. 75-88. 
Winslow, O. (August 13, 2008). Census report sees minorities becoming majority by 2042. New 

York Newsday.

Yin, R. (2009). Case Study Research: Design and Methods. Fourth Edition. SAGE 

Publications. California.
Zusman, A. (1999). Issues facing higher education in the twenty-first 

century. Higher Education in the Twenty-First Century: Social, Political, and Economic Challenges. Edited by Altbach, P., Berdahl, R, and Gumport, P. Baltimore: Johns Hopkins UP.
Building Allies





Discontent 





Information gathering





Purposeful


Planning





Change Agent





Multicultural Administrators





Budget Constraints 





Political Constraints 





Environmental 


Pressures





Innovation








