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Prior research reveals that today’s students must develop a respect for diversity to
function effectively in a global environment; otherwise they will be unlikely to succeed
in the 21st century (Bikson & Law, 1994; University of Michigan Fortune 500 Amicus
Brief, 1999; Abraham Lincoln Commission on Study Abroad, 2005). Unfortunately,
many see diversity as having a mandatory acceptance policy attached to it. This view
places the concept of diversity into a negative category. To help shift that negative slant
a strategic effort is required to assist with redefining what diversity means and why
acceptance of diversity adds value to an institution of higher education.
Universities and colleges are comprised of staff, faculty, and students from
differing backgrounds. Therefore it is important to maintain an environment that is
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conducive of respect, openness, and inclusion for all constituents served. By advancing
that vision an institution can remain competitive and viable in today’s economy.

As a

commitment to promoting awareness of and appreciation for different types of diversity,
many post-secondary Boards of Trustees and senior administrators are incorporating
campus-wide diversity initiatives into every aspect of the campus framework (Ward,
2009). Specifically, senior-level positions referred to as Chief Diversity Officers are
being created to oversee that diversity is incorporated as a core institutional value.
The purpose of this study is to look at five similar public universities in Texas to
see how the current demographic changes and projections are impacting both strategic
plans and policies relating to diversity initiatives. Four research questions will guide this
study: (1) What institutional and societal factors contributed to the establishment of the
chief diversity office and the position of the chief diversity officer? (2) What is the
difference between the role of the Chief Diversity Office and the role of a Multicultural
Affairs Student Services Office? (3) How is diversity being made into a core value at an
institution of higher education? and (4) How does the chief diversity officer assess that
diversity is an institutional value?
To gain insight into the research topic a qualitative methodology was used to
collect and analyze the data. More specifically, the questionnaire and interview questions
used in this study are a replication of David’s (1998) study of The Roles and Functions of
Diversity Affairs Centers’ Chief Personnel Officers at Public Universities in Texas. The
survey instruments were originally developed in 1992 by Ruth Moyer at Kent State
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University. The findings will be used to ascertain the extent to which institutions are
making diversity a value.
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CHAPTER ONE: INTRODUCTION OF STUDY
The desire to establish opportunities for equity and access to members of minority
populations has prompted chief executive officers and other senior leadership to institute
and promote a welcoming environment for all on their campuses. According to Tierney
(1997), a critical challenge for academe is to serve a public purpose by championing
diversity and full participation for all. Previous research shows that an increase in the
need and respect for diversity on university and college campuses is touted as a benefit
that will increase workforce skills, enhance student learning, and provide a means for
people to interact with others who are seemingly different from themselves (Tierney,
1997; Duderstadt, 2000; Terenzini, Cabrera, Colbeck, Bjorklund & Parente, 2001;
Arnold, 2006).
Arnold (2006) asserts, “The ongoing problem of [racial and socio-economic
segregation] in this country also contributes to challenges that arise when individuals
from various backgrounds collide for the first time at our colleges and universities” (p. 2).
The 2003 Grutter v. Bollinger decision announced by the Supreme Court upheld the
practice that race could be included as a factor in admissions decisions. As a result of that
decision, building a productive and collegial atmosphere has become paramount in
establishing programmatic, departmental, and policy effectiveness at institutions of
higher education. These changes taking place at many post secondary schools are not just
meant for students of color. Instead the desire to offer a welcoming and inclusive
environment is designed for anyone who wishes to attend or seek employment at the
institution.

Consequently, Senior Administrators like Presidents or Chancellors and
1

Boards of Regents have made the decision to invest resources in securing a Chief
Diversity Officer (CDO) for their campus. A CDO is tasked with “guiding diversity
agendas” (Williams & Wade-Golden, ¶ 1, 2006).
Though seemingly new to most people, this type of position is not necessarily
new to institutions of higher education. Williams & Wade-Golden (2006) explain,
The emergence of these offices in higher education is not without
historical precedence, as some institutions had "vice president for minority
affairs" roles in the 1970s, when the first large group of African
Americans enrolled at what were nearly all-white colleges and
universities. These early units were often criticized as a symbolic
appeasement to protesting minority groups and others demanding
infrastructure for newly admitted minority populations and campus change
¶ 4).
Aside from the 1970s minority affairs positions, other units such as Multicultural Affairs
Centers (MAC), Ethnic Studies Departments, Staff Associations, Women and Gender
Studies Departments, Disability Services, Gender and Sexuality Centers; and
International Student Services Offices served in a capacity to affect inclusion efforts for
underrepresented populations on college campuses. Though helpful to students and
employees who utilized their services, these offices could not affect institutional policy in
a comprehensive manner. Ward (2009), suggests that colleges typically engage in a
three-stage process in order to ensure that their schools benefit from a “critical mass” of
minority students: recruiting, admissions, and retention (¶ 9). While students are a main
focus of administrative policies institutional leadership also understands that similar
needs exist for faculty and staff also. Hence the need arose for an office that could affect
institutional policy holistically. To have a well-rounded understanding of this topic, it is
imperative to comprehend that diversity is not just relegated to a person’s race or
2

ethnicity. Instead, the operationalized definition of diversity for this study refers to
populations that have had to fight for civil rights or groups that identify with a category
of non-dominance.
As delineated in a study conducted by Moyer (1992) and replicated by David
(1998), in order to be effective, personnel in charge of addressing diversity strategies
must encompass three characteristics: line authority, sufficient resources, and a
background in impacting institutional culture. Without those elements the office can be
negatively perceived as being more about publicity and less about efficacious change to
institutional praxis. Effective leadership understands that concept. Moreover, by bridging
organizational commitment to diversity with adequate personnel and resources, the
understanding that diversity is truly valued sets the tone for implementing positive
organizational changes.
Consequently, chapter one explores the context for researching how chief
diversity personnel facilitate making diversity an institutional value. This inquiry will be
an adaptation of the David (1998) study, which assessed the state of affairs for chief
diversity personnel at 34 public institutions in the state of Texas. This study investigated
how executive leadership at five similar public universities makes diversity a core
institutional value. A thoroughgoing understanding of this study requires exploration of
the following subtopics: statement of the problem, purpose of the study, research
questions, methodology, significance of the study, definitions, limitations of the study,
delimitations of the study, assumptions, the organization for the rest of the study, and the
summary.
3

STATEMENT OF THE PROBLEM
Gonzales (2007) contends, “Educating a citizenry begins with the fundamental act
of providing access” (p. 2). While providing access is important, helping a student persist
at the academy is also key to developing an educated citizenry. Prior research reveals
that today’s students must develop a respect for diversity to function effectively in a
global environment; otherwise they will be unlikely to succeed in the 21st century
(Bikson & Law, 1994; University of Michigan Fortune 500 Amicus Brief, 1999;
Abraham Lincoln Commission on Study Abroad, 2005). Rankin and Reason (2005)
assert:
With 40 percent of high school graduates projected to be non-White by 2010 and
the corresponding increase in non-White college students, it is incumbent upon
decision makers and stakeholders within higher education institutions to create
campus environments where all students can learn. (p. 44)
Gillborn and Mirza (2000) concur and suggest the following:
Equality of opportunity is a vital issue of social and economic importance to the
society as a whole. If any individual is denied the opportunity to fulfill their
potential because of racial, ethnic, or gendered class status it is now widely
understood that society as a whole bears a social and economic cost by being
deprived the fruits of their enterprise, energy, and imagination. (p.6)
In trying to foster an environment of equality and inclusion on campus, many
institutions established academic, student affairs and financial aid programs. These
specialized programmatic efforts catered to women, people of color, people with
disabilities, or people with varying religious and lifestyle affiliations. These programs
served as a means to foster an awareness and appreciation of others on college and
university campuses. Nevertheless, these services were used primarily by the same
people they were geared to serve. Consequently, those programs did not facilitate a well4

formed plan to integrate diversity into every aspect of institutional practices. Part of the
challenge of diffusing diversity comprehensively throughout the curriculum and cocurriculum, stems from department heads not holding a higher ranking senior-level
administrative title and thus being able to influence all aspects of the institution.
As a result, many administrators and other stakeholders have incorporated senior
administrative-level positions known as Chief Diversity Officers into their schools. In
order to facilitate an environment that is representative and appreciative of diversity, a
carefully planned and executed model of inclusion is required. Not only do students have
to be trained to become more inclusive, but the educators and staff responsible for
administering the universities’ functions must also be proficient in inclusion efforts.
Current research illustrates that an office dedicated to diversity inclusion efforts
should be included at the senior administrative level (Williams & Wade-Golden, 2006;
Williams 2006; Banjeri 2005). Though many campuses have established these offices to
target diversity efforts, there seems to be a misinterpretation between what the officer is
actually hired to accomplish and his or her perceived role. Given that each employee
ultimately will be required to comply with recommendations made by the CDO, a precise
understanding of the functions of the office needs to be clarified.
Once concrete knowledge about the office and the position occurs, then the staff,
faculty, and administration can contribute to the fulfillment of the civic mission of higher
education. If an awareness for the role of the position or office is not clearly established
and promoted, then a disconnect can occur between the written and implied institutional
values, potentially fostering an environment of mistrust.
5

PURPOSE OF THE STUDY
The purpose of this dissertation is to analyze how senior leadership in charge of
addressing inclusion efforts on campus is making diversity an institutional value.
Additionally, this dissertation will examine the difference between the role of the CDO
and the role of the MAC (if applicable) at five similar public institutions in the state of
Texas. This study focused on schools in Texas because of two unique points. The first
point is the impact that the demographic changes are producing in the state and
subsequently the institutions of higher education. The second is the impact that the
Sweatt v Painter and Grutter v Bollinger court cases have had on institutions of higher
education in the state. The following table lists the 34 public universities in Texas only
five will be used for this study.
Table 1: Public Universities in Texas

Institution

Chief Diversity Office

Office of Multicultural
Affairs

Angelo State
Lamar – Beaumont
Lamar – Orange
Lamar – Port Arthur
Prairie View A&M
Sam Houston State

No
No
No
No
No
No

Yes
No
No
No
No
Yes

Texas State – San Marcos
Stephen F. Austin

No
No

Yes
Yes
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Table 1: Public Universities in Texas Continued

Chief Diversity
Office
No
Yes
Yes
No
No
No
No
No
No
Yes
No
No
No
No
No
Yes
Yes
Yes
No
Yes
No
No
No
No
No
No

Name of University
Sul Ross State
Tarleton State
Texas A&M – College Station
TAMU – International
TAMU – Commerce
TAMU – Galveston
TAMU – Corpus Christi
TAMU – Kingsville
Texas Southern
Texas Tech
Texas Woman’s
University of Houston – (UH)
U of H – Clear Lake
U of H – Downtown
U of H – Victoria
U of North Texas – Denton
University of Texas – Austin (UT)
UT-Arlington
UT – Brownsville
UT – Dallas
UT – El Paso
UT – Pan American
UT – Permian Basin
UT – San Antonio
UT – Tyler
West Texas A&M

Office of Multicultural
Affairs
No
No longer available
Yes
No
No
Yes
No
No
No
No longer available
Yes
No
Yes
No
No
No
Yes
Yes
Yes
Yes
No
No
No
No
No
No

Source: David (1998)

RESEARCH QUESTIONS
The following questions guided the research to achieve the objectives of this
study:
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1. What institutional and societal factors contributed to the establishment of the
chief diversity office and the position of the chief diversity officer?
2. How is diversity being made a core value at institutions of higher education?
3. What is the difference between the role of the chief diversity office and the role of
a multicultural student services office?
4. How does the chief diversity officer measure that diversity is becoming an
institutional value?
METHODOLOGY
This study was conducted using a qualitative research methodology. Strauss and
Corbin (1998) describe qualitative research as “any type of research that produces
findings not arrived at by statistical procedures or other means of quantification” (p. 1011). Qualitative inquiry is beneficial in helping the researcher discover meaning through
the investigation of phenomena (Mertens, 2005). In looking at the emergent trend of why
Chief Diversity Offices are being created and what his or her role is, a case study is
suitable in extracting that information.
The researcher used a multiple site case study approach to examine five similar
public research universities in Texas that had recently added Chief Diversity Officer
positions to the institution. A qualitative multiple site case study approach was selected
to obtain information on how senior leadership in charge of diversity initiatives
transforms the culture into a more inclusive and welcoming campus environment.

8

Tellis (1997) explained:
Case studies can be single or multiple-case designs. A multiple design
must follow a replication rather than sampling logic. Multiple cases
strengthen the results by replicating the pattern-matching, thus increasing
confidence in the robustness of the theory. (¶ 17)
There are 34 publicly state-funded institutions in the state of Texas. The five universities
that were selected for this study were chosen purposefully and realistically. The criteria
that was used to select a university were: 1) a state-funded institution, 2) the institution
had already obtained tier one status or sought tier one status, 3) had created a Chief
Diversity Office within the past five years or maintained an active commitment to
educating a diverse population, 3) the President showed commitment to building an
inclusive environment, and 4) the school had a minimum combined undergraduate and
graduate student population of 14, 000.
For this multiple site case study, the researcher obtained data using a
questionnaire, semi-structured interviews, follow-up questions, and Web site and
document review, to assist in the triangulation of the data. The questionnaire sent to the
Chief Diversity Officers and the semi-structured interview questions used for the
Presidents for this study was adapted from David’s (1998) study regarding The Role and
Functions of Diversity Affairs Centers’ Chief Personnel Officers at Public Universities in
Texas.
The personnel surveyed or interviewed for this study were identified as either the
Chief Diversity Officer or President. Because five universities were identified to take
part in the research, the investigator assumed that the number of participants would equal
9

ten. However, one institution at the time of this study did not have a Chief Diversity
Officer. Therefore, a total of nine participants (four Chief Diversity Officers and five
Presidents) were sent requests to participate in the study. Noting the timeliness and
significance of this study, all four Chief Diversity Officers accepted the invitation to
complete the study questionnaire. Initially, three of the five Presidents agreed to take part
in the study. After several attempts by the researcher to schedule a time to conduct the
semi-structured interview only one President fulfilled that request.
SIGNIFICANCE OF THE STUDY
In order for any institutional change to be effective, senior leadership must ensure
that all of their constituents have a concrete understanding of the institutional mission and
organizational changes, as well as any new focal points the institution is undertaking.
Moore (2005) noted that the term diversity is the new catchphrase that institutions of
higher education are including in their strategic planning. However, because the concept
of diversity and any policy changes related to diversity encompass a variety of meanings
to each person, it is critical that administrators communicate exactly their definition of
diversity and the parameters that policies related to diversity will include. It is also
critical to understand the role of a Chief Diversity Office and a Multicultural Affairs
Office (if applicable). This understanding will assist in developing mission statements
and setting strategic goals. If that clarity fails to be established, effective implementation
of any new policies can be impeded. This study is significant because few studies have
explored how Chief Diversity Officers (CDOs) undertake making diversity an
institutional value. Additionally, administrators looking to incorporate a Chief Diversity
10

Office on their campus can understand the value of the position, the role of the position,
and methods to assess how diversity becomes a core value.
DEFINITIONS
To aid in the understanding of the position of a CDO, seven key terms need to be
identified and defined.
Chief Diversity Officer - a senior-level ranking administrative officer that
typically reports to the Chief Executive Officer of an institution of higher education. This
person is usually tasked with implementing strategies that will foster a positive oncampus environment for all of its constituents regardless of race, creed, religion, gender,
ethnicity, sexual preference, disability, or veteran’s status (Williams & Wade-Golden,
2006).
Cultural Competence - is defined as a set of congruent behaviors, attitudes, and
policies that come together in a system, agency, or among professionals and enables that
system, agency, or those professionals to work effectively in cross-cultural situations
(Cross, Bazron, Dennis, & Isaacs, 1989).
Human Diversity - is best defined as a variety in group presence and interactions.
It includes, but is not limited to, age, color, ethnicity, gender, religion, disabilities, socioeconomic status, sexual orientation, gender identity, and national origin (University of
Toledo, 2007, ¶ 1).
Institutional Value [Statements] - the public articulation of the principles, beliefs,
and standards for action that members of the organization consider important and feel
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should be reflected in the organization’s actions (Florida International University
Millennium Strategic Planning, n.d., p. 2).
A Minority - is defined as a part of a population differing from others in some
characteristics and often subjected to differential treatment (www.merriam-webster.com).
Multicultural Affairs Office - actualizes a dimension of the university’s core value
of diversity by empowering students of color and facilitating cross-cultural interactions
through educational opportunities and programmatic initiatives for the university
community (South Dakota School of Mines & Technology, 2008, ¶ 1).
[Social] Inclusion - is a concept that supports the idea that all children and adults
are able to participate as valued, respected and contributing members of society. It is,
therefore, a normative (value based) concept - a way of raising the bar and understanding
where we want to be and how to get there. It is about closing physical, social and
economic distances separating people, rather than only about eliminating boundaries or
barriers between us and them (Mitchell & Shillington, 2002, p.10 -11).
LIMITATIONS
Since the study will be a multiple case study approach of five similar public
universities in Texas, the findings established at the conclusion of the author’s research
will not lead to the ability to generalize how CDOs assist in making diversity an
institutional value at all institutions. Also, it is imperative to note that a multiple site case
study methodology has both advantages and disadvantages inherent to its design.
According to Yin (2003), a multiple case study approach is the best method for exploring
the answers to questions of how or why particular phenomena occur. A distinct
12

disadvantage to this methodology is that, “Qualitative results are more difficult to
aggregate and therefore make systematic comparisons. It can also be extremely difficult
to replicate research due to the lack of structured design or standardized procedures”
(O’Neill, 2006, ¶ 12). Finally, the potential for researcher bias is another limitation
indicative of this type of study. Nonetheless, in looking at specific public universities
with CDOFS and, if applicable, MACs, the multiple case study method is deemed to be
most appropriate.
DELIMITATIONS
The author does not intend to investigate how a CDO is evaluated nor what
criteria hiring personnel should identify before hiring a senior-level diversity officer. This
study will not investigate the success of a CDO’s diversity inclusion recommendations.
That particular type of inquiry would need to be conducted as a longitudinal study. The
researcher will identify what methods, programs, and policies are used by the CDO to
institutionalize the concept of diversity and how that message is transmitted to the
employees, students, and community at-large.
ASSUMPTIONS
When conducting qualitative research, a researcher has an obligation to
acknowledge potential biases before a study is undertaken. In this section, the author is
identifying the following assumptions.
1) Chief Diversity Officer’s portfolios usually include departments that serve an
underrepresented population.
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2) The Chief Diversity Officer position and the Multicultural Affairs Office
position are usually headed by someone who is a member of a minority
population (person of color or female).
3) As demographic changes continue to shift towards a minority-majority
populace, the expertise of Chief Diversity Officers will continue to be needed
at institutions of higher education to help incorporate a culture of inclusion.
4) The internal and external community where the university resides may not
fully understand the scope of the Chief Diversity Office.
5) The function of a multicultural affairs office and the chief diversity office are
different.
6) The perception of the role of the Chief Diversity Office varies among the
faculty, staff, students, and administrators.
THEORETICAL FRAMEWORK
To examine how diversity becomes an institutional value, one must understand
how this change comes to fruition. Anafara and Mertz (2006) suggested, “A theoretical
framework supports the researcher in remaining focused throughout the study” (p.192).
The framework for understanding the institutional metamorphosis regarding the value of
diversity can draw from three theories: critical theory, cultural theory, and
transformational leadership theory. The researcher used transformational leadership
theory as a lens to guide this study. To fully understand how leadership can transform
organizational culture an understanding of what culture is must be given. Schein (1993)
defined culture as:
14

A pattern of shared basic assumptions that the group learned as it solved
its problems of external adaptation and internal integration, that has
worked well enough to be considered valid and therefore, to be taught to
new members as the correct way to perceive, think, and feel in relation to
those problems. (p. 373-374)
The desire to introduce and integrate a new value into an organization’s requires a leader
who can create buy-in regarding that initiative. Bass (2005) proposes that,
“Transformational leaders help followers grow and develop into leaders by responding to
individual followers’ needs by empowering them and by aligning the objectives and goals
of the individual followers, the leader, the group, and the larger organization” (p.3).
CHAPTER SUMMARY
Current demographic projections consistently illustrate that the United States is
rapidly moving towards a culture that will be dominated by people of color (Campbell,
1996; Rand Study, 2005). Following the 2003 Grutter v. Bollinger court decision which
reaffirmed that race could be used as a factor in admission decisions, college and
university personnel across the nation have employed task forces to look at ways in
which both equity and access for underrepresented populations and the needs of the
predominate population can intersect successfully.

Key leadership personnel are

focusing on diversity inclusion practices through the creation of a department and hiring
a point person whose role is to facilitate an inclusive environment. That person is known
as a Chief Diversity Officer. The CDO typically serves in an administrative capacity and
has the formal power and authority to help impact institutional change.
In order to be effective, a CDO must understand what his or her role is and what
model of inclusion can best be utilized to meet the institution’s goals of diversity and
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inclusiveness. However, diversity is an ambiguous term that has a different meaning for
every individual. Since the office will inevitably impact all departments on (and off)
campus, it is crucial that all employees, students, and stakeholders have a clear idea of
what the actual role of the office is, and not an individual perception of the role for the
office or position. By having that clarity, institutional goals can be understood and
represented at all levels of recruitment, policy and curriculum development, community
outreach, and other programmatic efforts.
This study is organized into five chapters. Chapter one is the introduction to the
study and sets the context of the topic to be investigated. Chapter two reviews the current
literature and identifies scholarly works and gaps related to the topic of the CDO. In
chapter three, the author will discuss in greater detail the qualitative methodology and
research design that will be used for this study. Chapter four will detail the data collected
and analysis garnered from the data. Chapter five will offer conclusions and
recommendations for further study on the topic.
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CHAPTER TWO: REVIEW OF LITERATURE
The struggle to eliminate inequality is a battle that has plagued the United States
since its inception. With the advent of the 1964 Civil Rights Act, the development of
Affirmative Action policies, and the creation of the Equal Employment Opportunity
Office, the spectrum of opportunity seems to be increasing for underrepresented
populations (Valverde, 2003). In addition to complying with federal mandates which
create access and opportunity for disadvantaged populations, senior leaders at many
institutions have also chosen to implement offices geared toward changing the
organizational culture to become a more inclusive and welcoming environment. While
the titles may vary depending on the institution, such newly emerging departments are
often referred to as Chief Diversity Offices (CDOFS).
The personnel at the helm of these offices are known as Chief Diversity Officers
(CDOs). These officers and their staff are tasked with managing institutional diversity
initiatives, including human resource functions, curriculum changes, strategizing
retention and recruitment efforts, community outreach, and other diversity initiatives. A
CDO typically reports to a senior-level administrator, serves on an administrative cabinet,
manages an appropriate budget, and is charged with integrating diversity initiatives
throughout each department. Such work hopefully makes the institution more inclusive
for the diverse constituents it serves. This reporting structure and significant level of
responsibility are put in place by the President and the Board of Trustees to help promote
both credibility and confidence in the position.
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However, the internal and external communities may not fully comprehend how
diversity and inclusion efforts are manifested throughout the institution’s daily operations
and organizational culture. Consequently, this literature review seeks both to provide an
overview of the factors that contributed to the rise and need for the position and to look at
how transformational leadership can promote change within an organization’s culture.
Currently, demographic changes and an emphasis toward a knowledge-based
economy are catalysts in shaping discussions about integrating diversity into institutional
strategic planning. As a result, pragmatic leadership will seek a person who can impact
institutional culture. To help understand why a CDO is needed, a brief historical
overview of equity and access in higher education ensues.
ISSUES OF EQUITY AND ACCESS IN HIGHER EDUCATION
“For almost a century now, the American judiciary has struggled with issues of
segregation and desegregation in higher education” (Stefkovich & Leas, 2004, ¶ 2).
Though equity and access have seemingly been addressed in the realm of education, it
should be noted that it was just 54 years ago that the United States Supreme Court
overturned the “separate but equal” doctrine in the Brown v. Board of Education court
case. In short, the court ruled that separate, but equal educational facilities were
inherently unequal and denied Blacks and other children of color the same access to
educational opportunities that White children received. Although several court cases
contributed to the landmark Brown v. Board decision mentioned above; this study will
highlight two 1950 higher education cases that also influenced the Supreme Court ruling:
Sweatt v. Painter and the McLaurin v. Oklahoma State Regents (Stefkovich & Leas,
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2004, ¶ 16). These two cases challenged and discussed issues relating to access and
equity in the realm of higher education.
Sweatt (1950) addressed the question, "To what extent does the Equal Protection
Clause of the Fourteenth Amendment limit the power of a state to distinguish between
students of different races in professional and graduate education in a state university?”
(Sweatt, p. 631; as cited in Stefkovich & Leas, 2004, ¶ 16). The McLaurin case, also
heard in 1950, was initiated to determine: "Whether a state may, after admitting a student
to graduate instruction in its state university, afford him different treatment from other
students solely because of his race” (McLaurin, p. 638; as cited in Stefkovich & Leas,
2004, ¶ 16). In both cases, the Justices determined that unequal facilities and unequal
treatment is unconstitutional and that both plaintiffs’ equal clause right under the 14th
amendment had been violated. Those rulings reversed the long held standard of “separate
but equal” doctrine that was established by the 1896 Plessy v. Ferguson decision.
Nevertheless, it should be noted that the issue of equity and access in higher
education does not just concern the subject of race. An individual’s gender, religious
belief, and socio-economic status also played a major part in whether or not one gained
admittance into a number of colleges or universities – especially highly selective ones. In
1848, during the first Women’s Rights Convention, one of the resolutions declared is:
“Equal rights in the universities," and the first petition presented by Suffrage advocates
contained a clause asking that entrance to men's colleges be obtained for women by legal
enactment (Lewis, 2000, p. 223).
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Due to the rising number of people emigrating from other countries in 1920 to the
United States, the House and Senate passed the Emergency Quota Act of 1921. The Act
was aimed at reducing large numbers of immigrants from certain countries seeking to live
in the United States. Although the Act affected people from Europe and Asia, the hardest
hit were citizens from Southern and Eastern Europe, because this populace maintained
the highest numbers of immigrants to the United States (Dickinson, 1925; Daniels, 2004;
and Kluger, 2004).
This Act ultimately implies a two-fold connection to higher education. First, it
highlights the dominant ideology of White Anglo-Saxon Protestant privilege; and second,
it demonstrates the view that people from the Southern and Eastern region were deemed
“undesirable” (Bowen, Kurzweil, & Tobin, 2005; Karabel, 2005; Kolko, 2003; and
Steinberg, 1974). Karabel (2005) writes, “Though the law never explicitly mentioned
Jews, there was little question at the time of its target” (p. 85). Also during this
timeframe, Jewish enrollment at elite institutions of higher education was targeted.
Kolko (2003) writes, “Jews were disqualified as eligible candidates for admission, based
not on their abilities to succeed academically, but merely because of what was perceived
as their religious conflicts with an institution’s Christian values” (p. 3).
Although such explicit policies to keep certain people out have been eliminated,
more “organic” barriers such as poor academic and social preparedness, information
deficits, and outright financial hardship are limiting college opportunities for students
from socio-economically disadvantaged backgrounds (Bowen, Kurzweil, & Tobin, 2005,
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p. 73).

The authors further argue that the rising cost in tuition is impacting the

affordability of a post-secondary education. Bowen et al (2005) also suggest:
Looking only at tuition, the trend is certainly ominous. Between 1971-72 and
2002-03, enrollment-weighted tuition levels, in constant (2002) dollars, rose from
$7,966 to $18,273 at private four-year colleges, from $1,646 to $4,081 at public
four-year colleges, and from $840 to $1,735 at public two-year colleges. (p. 88)
More often than not, the populace that suffered discriminatory treatment by not
being admitted or allowed to attend certain post-secondary schools began advocating for
and attending schools that would cater specifically to their needs. Examples of these
specialized academies include, but are not limited to, Women’s Colleges, Historically
Black Colleges and Universities, community colleges, and religiously affiliated
institutions.
To be fair, it should be noted that prior to being mandated by law, some
institutions of higher education did provide access to students who were not members of
the status quo. One example is Oberlin College, which is noted as the first institution to
admit students without respect to color in 1835 and the first to admit women in 1837
(Bowen, Kurzweil, & Tobin, 2005, p. 20). Additionally, some institutions also provided
programs that would help increase retention rates and defray the cost of attendance for
students from an underrepresented population. Both mentoring initiatives and
scholarships are examples of the types of programs that the more progressive institutions
offered. In spite of these efforts, it was not until the mid-1960s and early 1970s that the
tide regarding equity and access in higher education began changing considerably. This is
evidenced in the National Center for Education Statistics (NCES) table included below.
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Table 2: Percentage Distribution of Students Enrolled In Degree-Granting Institutions,
By Race/Ethnicity: Selected Years, Fall Enrollment (1976 through 2005)
Institutions of Higher
Education
1976
1980
1990

2000

2004

2005

Total

100.0

100.0

100.0

100.0 100.0 100.0 100.0

100.0

White

82.6

81.4

77.6

68.3

67.1

66.7

66.1

65.7

Total minority

15.4

16.1

19.6

28.2

29.4

29.8

30.4

30.9

Black

9.4

9.2

9.0

11.3

11.9

12.2

12.5

12.7

Hispanic

3.5

3.9

5.7

9.5

10.0

10.1

10.5

10.8

Asian or Pacific Islander

1.8

2.4

4.1

6.4

6.5

6.4

6.4

6.5

0.7

0.7

0.7

1.0

1.0

1.0

1.0

1.0

2.0

2.5

2.8

3.5

3.6

3.5

3.4

3.3

Race/Ethnicity

Degree-Granting Institutions
2002

20031

American Indian/Alaskan
Native
Nonresident alien

Source: National Center for Education Statistics (2008)

The reason for this influx toward higher education is largely due to the advent of
sex-blind admission policies, an increase in the types of financial aid offered, the
development of various social and political movements, and a changing demographic
landscape. The catalyst for this shift in ideology stemmed from organizational leadership
understanding that in order to be successful, business, industry, and educational entities
must learn how to operate in a global village (Brown, Snedeker, & Sykes, 1997). In other
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words, instead of being viewed as a legally-backed mandate, the concept of diversity was
being redefined and recognized as a competitive advantage instead of a liability and a
nuisance.
As a result, the U.S. legislature moved to initiate laws that would benefit
everyone. Title VI of the Civil Rights Act of 1964 guaranteed that: “No person in the
United States shall, on the ground of race, color, or national origin, be excluded from
participation in, be denied the benefits of, or be subject to discrimination under any
program or activity receiving Federal financial assistance” (Department of Justice Civil
Rights Resource manual Web site, ¶ 4). The Title IX Educational Amendment Act of
1972 expressly extended the same benefits listed above to women as well.
As with any transformation, there are actions that serve as precursors to progress.
One such change that must be acknowledged is the arrival of the Servicemen’s
Readjustment Act of 1944, more commonly referred to as the GI Bill of Rights
(Department of Veterans Affairs (DVA) Web site, n.d., ¶ 2). “It has been heralded as one
of the most significant pieces of legislation ever produced by the federal government –
one that impacted the United States socially, economically, and politically” (DVA Web
site, n.d., ¶ 1; Bowen, Kurzweil, & Tobin, 2005; Karabel, 2005). The GI Bill opened
doors of opportunity for people who may not have previously thought about attending
college (Cardozier, 1993, p. 225; Matthews, 1997; Brint & Karabel, 1989).
One of the most cited reasons that students attend institutions of higher education
is to increase one’s economic status and social mobility. Brint and Karabel (1989) argue,
“Even the seemingly rigid boundary between student and non-student has been eroded by
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the fluidity of the American system” (p. 223). Prospective and current students can
choose to take classes on a full-time or part-time basis. Students can also choose between
certificate and degree programs based on personal interests. Some students prefer to take
classes as a non-degree seeking student because their interests are merely for personal or
professional development.
While equity and access to the academy has improved in the past 30 years, there
is still much work to be done. Projections from the NCES reveal that in 2014, American
college enrollment will increase 17 percent from 2002, to approximately 19.5 million
students - 58 percent of whom will be women (NCES 2014 Enrollment Projections
Report, 2005).
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Figure 1: Undergraduate Enrollment: Total Undergraduate Enrollment In
Degree-Granting 2- and 4-Year Postsecondary Institutions with Projections, by
Sex: Fall 1970–2017

Source: National Center for Education Statistics (2007).
Further analysis illustrates:
In the next fifteen years, approximately 1.6 million additional young adults will
seek access to higher education, a large proportion of them from low-income and
minority families. Five states (California, Florida, Georgia, New York and Texas)
will experience the most dramatic increases (ranging from 18 percent up to 50
percent) in the growth of their college-age populations from 2000-2015. (Miller,
2001, ¶ 2)
The census table below confirms this point.
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Table 3: Top Five States with the Largest Population, Ranked by Race and Hispanic
Origin: 1995 and 2025 (In thousands--as of July 1)
Year
and

1
2
3
4
5
1
2
3
4
5

----------------non-Hispanic--------------Hispanic
White
Black
American Asian
origin
rank
Indian
St. Pop.
St. Pop.
St. Pop. St. Pop.
St. Pop.
1995
CA 16,630
NY 2,635
OK
257 CA 3,380
CA 9,206
NY 12,082
TX 2,189
AZ
217 NY
825
TX 5,173
TX 10,891
CA 2,184
CA
189 HI
704
NY 2,541
PA 10,474
GA 2,004
NM
140 TX
412
FL 1,955
FL 10,010
FL 1,964
AK
90 NJ
357
IL 1,090
2025
CA 16,626
TX 3,466
OK
363 CA 8,564
CA 21,232
TX 12,501
GA 3,292
AZ
292 NY 1,807
TX 10,230
FL 12,196
FL 3,067
NM
257 HI 1,179
FL 4,944
NY 10,585
NY 3,065
CA
183 NJ
960
NY 4,309
PA 10,181
CA 2,680
WA
136 TX
911
IL 2,275

**Pop. refers to population in thousands**
Source: U.S. Bureau of the Census, Population Division (2003).

The data and table listed above show that the composition of certain states,
specifically Texas, is readily changing. One assumption that can be derived from this
information is that as demographic changes occur within States, eventually the cultural
makeup of college and university campuses will also change. The data also indicate that
the world is continuously evolving and that leadership in both the private and public
sectors must be aware of how a wide range of shifting demographics impacts the conduct
of day-to- day business.
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DEMOGRAPHIC SHIFTS
There are several types of demographic shifts that are impacting the way colleges,
universities, and corporations are doing business. Some of these demographic changes
include categories that are related to gender, sexual orientation, age, marital status, or
race. These population changes are influencing how diversity is being comprehended,
appreciated, and strategize into organizations. For the purpose of this literature review,
the author will primarily focus on racial and generational demographic changes.
RACIAL DEMOGRAPHICS
For several years, Demographers have been forecasting a change in the number
[and type] of people who will inhabit the world. Increased life expectancy, an aging
population, retirement of the baby boomers, more immigrants, changes in the ethnic
make-up, and generational diversity are all expected to create new demands on society
(MRSC, 2005). “About 40 percent of the nearly 33 million increase in the size of the U.S.
population during the 1990s is directly attributable to the arrival of new immigrants”
(Camarota, 2001, ¶ 5). The author further writes that immigration will account for
significant growth in the U.S. over the next 50 years (Camarota, ¶ 6). By the year 2050,
the United States likely will not have a single dominant group (Smelser, Wilson, &
Mitchell, 2001, p.1). The Rand Research Brief 5050 (2001) illustrates, “Nearly every
U.S. ethnic population has undergone significant changes in recent decades, but the main
story in U.S. demographic trends over the past 20 years is the explosive growth among
Hispanic Americans, from 6.9 million in 1960 to over 35 million in 2000, and projected
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to grow to 55 million by 2020” (¶ 6). The table below offers a snapshot of this evolving
trend.
Figure 2: The Changing Racial and Ethnic Composition of the United States

Source: Rand Research Brief (2001)

The following demographic projections of other racial groups further illustrate the
evolving makeup of the United States (The Rand Research Brief, 2001).
•

The Asian American population has grown from 1.5 million to nearly 12 million
in 2000 (including mixed race), and is projected to grow to 20 million by 2020 (¶
6).

•

The Native American population has rebounded from a nadir of about 275,000 in
1900 to around four million today (including mixed race) (¶ 7).
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•

Although the Black population has remained relatively stable by comparison, it
has also undergone shifts. Census estimates project that by 2010 as many as 10
percent of Americans of African descent will be immigrants from Africa or the
Caribbean (¶ 7).

•

Another burgeoning population that is impacting the United States is the selfidentified bi-racial or multiracial individual (¶ 3).
The impact that these trends are having on higher education has made it necessary

for administrators to connect the need for cultural competency skills, a respect for
multicultural pedagogy, and different learning styles to educational attainment. Personnel
at college and university campuses should be cognizant of changes within the campus
culture and climate if the institution is to flourish continuously. Fundamentally, in an
information based society, dissatisfaction with services that are not rendered will lead to
the dissolution of partnerships, loss of funding, and the inability to retain employees,
students or both. People will go elsewhere to get their needs met.
According to a study completed by researchers at the National Center for
Education Statistics (2006, p. 6), between the years 2004 and 2015, enrollments at
degree-granting institutions are expected to increase as follows:
• 6 percent for students who are White, non-Hispanic;
• 27 percent for students who are Black, non-Hispanic;
• 42 percent for students who are Hispanic;
• 28 percent for students who are Asian or Pacific Islanders;
• 30 percent for students who are American Indian or Alaska Native; and
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• 34 percent for students who are nonresident aliens.
Since non-White populations are increasing significantly, understanding their
educational and sociological needs as well as their contributions to society both past and
present is vital in bridging the gap between access, equality, social mobility, and
economic opportunity. In the current knowledge-based economy, value for human capital
is directly linked into the concept of appreciating diversity. It is also important to note,
that understanding and respecting diverse demographics is not a one-dimensional
concept. In looking at the demographic population one has to consider themes that reflect
more than an individual’s race and ethnicity.
GENERATIONAL DEMOGRAPHICS
Until recently generational demographic shifts in the workplace and the
educational sector have gone undetected. Donovan writes, “What may have been
considered a traditional student is no longer the majority on today’s college campuses
(Levine and Cureton, 1998 as cited in Donovan, 2003, ¶ 3). Citing College Board Online
(1999) she further shares that, “Today’s college students are more likely to be racially
and ethnically diverse, over 25 years of age, female, attending school part-time while
working full-time, or commuting from off campus (College Board Online, 1999 as cited
in Donovan, 2003, ¶ 3). Referencing the ever-changing workforce population Riche
(2003) contends,
In addition to the continuing trend toward gender and ethnic/racial
diversity, two less well known demographic trends will further diversify
the workforce. Specifically there will be more in workers’ ages, and more
diversity with regard to workers’ household/family characteristics. (p. 21)
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Currently there are four generations living in the world. They are the Matures,
Boomers, Generation X, and the Millennials (Notter, 2002). The Millennial generation is
another area that is generating change in the realm of higher education. Figure 3, shows a
snapshot of age differences and lifestyle in the four generations.

Figure 3: Generational Characteristics

Source: Greg Hammill, Farleigh Dickson University (2005).

As various traits characterize each population, business, industries, and other
organizations are rallying to learn more about the newly emerging workforce known as
the Millennials and how their presence is influencing organizational norms. In order to
recognize this phenomenon, Notter (2002) offers a review of the characteristics of each
generation.
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Matures
•

Strongly influenced by family and religion. Education is viewed as a dream,
and leisure time is understood as a reward for hard work. Matures account for
approximately 5 percent of the workforce.

Core Vales
Dedication

Patience

Sacrifice

Delayed Reward

Hard Work

Duty Before Pleasure

Conformity

Adherence To Rules

Law And Order

Patience

Respect For Authority

Boomers
•

Often described as self-absorbed. Tout the power of the individual to accomplish
whatever he/she sets out to tackle. Education is seen more as a birthright than a
dream. Currently account for approximately 45 percent of the workforce, but is
beginning to leave the workforce to retire.

Core Values
Optimism

Personal growth

Team Orientation

Youth

Personal Gratification

Work

Health and wellness

Involvement
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Generation X
•

Generally speaking this generation was the first to enter the workforce after
corporate downsizing.

Lack of workplace loyalty contributed to an

entrepreneurial spirit. Currently accounts for approximately 40 percent of the
workforce. Education is viewed as a means to an end.
Core Values
Diversity

Techno-literacy

Thinking Globally

Fun

Balance

Gen X Core Values Continued
Informality

Pragmatism

Self-reliance and

Millennials
•

This generation is technologically savvy and is often referred to as “digital
natives”. This has made their perspective more global, connected, and aroundthe-clock. Leisure is actually interwoven with work. Education is viewed as
attainable, but needs to be meaningful and highly interactive.

Core Values
Optimism

Sociability
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Civic duty

Morality

Confidence

Street Smarts

Achievement

Diversity

Sociability
Figure 4 shown below offers a glimpse into workplace characteristics by generation.

Figure 4: Generational Workplace Characteristics

Source: Greg Hammill, Farleigh Dickson University (2005).
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These core values are important to note, because education and workforce needs
can no longer be based on antiquated policies or procedures. Along with racial/ethnic
changes in society, generational diversity is impacting organizational culture and
fostering the need for cultural competency at all levels. Senior leadership has embraced
this ideology and has strategically begun to position diversity change agents inside their
organization accordingly. However, before diversity best practices can be executed, an
awareness of the ethos of higher education should be explored.
CHANGING CULTURE OF HIGHER EDUCATION
Understanding the context in which an organization resides is essential in being
able to effect change. Arnold (2006) writes, “With a comprehensive understanding of
culture, leaders are able to craft decisions that will resonate with multiple constituencies
and engender their support” (p.21). Organizational culture is composed of the shared
beliefs, expectations, and values and norms of conduct of members (Hanson, 2003).
Hanson further explains, “The informal culture interacts with the formal organizational
structure and control system to produce a generally clear understanding of the way things
are done around here” (p.60). In short, the culture of any venue is created, maintained,
and changed by the people. Before delving further into the culture of higher education, an
insight into the premise of an institution of higher education should be examined. The
premise of an institution often connects directly to the institutional culture that is
developed.
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PREMISE OF AN INSTITUTION
An organization’s culture derives from several factors, including the mission of
the business, the needs of the stakeholders, strategic goals, environmental scans, and the
population that is being served by that particular industry. As a result, the question as to
the purpose of an institution is complex at best.
Leadership at colleges and universities has long since lauded the importance of
teaching the best and brightest students. This investment in human capital will serve as a
return to society as a whole because of the advancement of an active citizenry, creation of
new ideas, and increased productivity in the workforce. To obtain the best and the
brightest students, school recruiters must attract them to their institution. In order to
make the campus a viable option, Chief Executive Officers at colleges and universities
recognize that their school must possess a great reputation, superior facilities, career
opportunities, financial incentives, a knowledgeable and helpful staff, and stellar
professors (Keller, 1983). Although this extensive list is important, Balderston (1974)
conveys that a university exists, in large measure, to support, facilitate, and give
recognition to new scholarship.
Bok (1982), who focuses primarily on research institutions, agrees with
Balderston (1974) but believes that institutions also have an obligation to assist society in
solving its social problems. The author contends that:
Education and research may not be the most visible or heroic means of striking at
the evils of society. But taken as a whole, they represent the surest way by which
academic institutions can resolve the moral dilemma of continuing to enjoy the
quieter pursuits of learning in a world filled with suffering and injustice. If
universities pursue this course with enough energy and determination, even their
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angriest critics may eventually come to appreciate the full weight of their social
contribution. (p.309)

Bowen, Kurzweil, and Tobin (2005) agree and propose the following:
Since at least the latter half of the 19th century, college and (especially)
universities have seen their purpose as encompassing the advancement and
dissemination of knowledge, as well as the education of students. Still another
component of educational purpose might be termed “civic service,” or even
pursuit of “civic virtue,” and colleges and universities have long regarded
themselves as “civilizing forces”. (p.3)
The authors further highlight three reasons why post-secondary institutions exist:
“A central purpose of higher education, in every setting, is to prepare talented young
people to assume productive roles in their societies – to foster the creation of ‘human
capital’” (p.2). Humans are defined as having capital because, “people cannot be
separated from their knowledge, skills, health, or values in the way they can be separated
from their financial and physical assets” (Becker, 2002, ¶ 2).
Consequently, the administrators at institutions of higher education are
commissioned with meeting the needs of their stakeholders, the on-campus community,
and the community at-large and adapting to the ever-changing world around them. It is
easy to comprehend why institutional culture often reflects current socio-political
perspectives reflective of the area in which the organization exists. These perspectives
can reflect a global, national, local, or slant. However, other factors such as changing
demographics, technological advances, and the effects of globalization are also
influencing how organizations are doing business. Other causes that can affect how
leadership develops policies, procedures, and trainings are the push toward a knowledgebased economy and the advent of the Millennial Generation.
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MILLENNIAL GENERATION
Thach (2005) asserts, “Recent statistics show that there are approximately 76
million Millennials in the U.S. and that their annual income totals $211 billion” (¶ 3).
With that type of annual income, the Millennial buying power is highly significant. Their
consumer buying power equals approximately $172 billion annually, which is an
incentive for various entities to understand what Millennials value and to tailor programs
and products to their needs. Unless people acknowledge, understand, and respect
generational differences in behaviors, values, and philosophies, then productivity and
effectiveness as related to education, business, and industry will slow significantly.
According to a study conducted by the Office of Admissions at Michigan State
University, there are five points which correspond to the Millennial Generation and the
topic of diversity (Horne, 2005).
•

By 2010, minority groups will make up 52 percent of the under-18 population.

•

20 percent of Millennials are second-generation immigrants.

•

1 in 10 has a non-citizen parent.

•

In regard to interracial dating – 82 percent in a react.com 1999 poll say love
should be colorblind.

•

With the Internet, satellite news, porous national borders, and the end of Cold
War, this is the first generation to think of itself as global.
Failure to recognize those attributes can lead to loss of stakeholder support which

includes monetary and other resource donations, job recruitment, and legislative backing.
This in turn becomes a driving factor in why administrators seek to maintain a diverse
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community and an environment of inclusion. One facet of inclusion is the need for all
campus constituents to become culturally adept at dealing with people from diverse
backgrounds. As individuals realize that every person has value, they lay the groundwork
for developing cultural competence. Valuing others has become a tangible asset and is
currently the driving force behind the 21st century notion of a knowledge-based-economy
(KBE). In business and industry, the labor force is no longer being viewed as a means to
an end. Instead, Chief Executive Officers, Managers, Department Heads, and Team
Leaders who are interested in staying extremely viable are seeing their labor force in
terms of both financial investment and gain. For this to be implemented correctly though,
every employee, regardless of his or her position, must understand and adhere to these
espoused values.
THE ECONOMICS OF CHANGE
Globalization and changing domestic markets reflect a changing buying public
(Hubbard, 2004, p.10). Instead of concentrating on domestic U.S. markets and suppliers,
most organizations operate in a global village where buyers, sellers, customers, suppliers,
owners, and partners come from all corners of the planet and influence subsystems in
most organizations (Brown, Snedeker, & Sykes, 1997, p.18; Hubbard, 2004; Friedman,
2005; Yukl, 2006). In a KBE, human capital is seen as a leveraging tool that can help the
organization be successful (Dess & Picken, 1999). Generally, in an industrial or
agricultural based economy, humans are valued as skilled labor. In the current
technological or information age, humans are regarded as capital. This capital is then
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viewed as an integral key for an organization to be able to function effectively, stay
competitive, and increase the businesses’ financial solvency.
Hubbard (2004) writes, “In addition to attracting and retaining the best workforce,
successful businesses must also attract and retain clients” (p.10). Brown, Snedeker, and
Sykes (1997) agree and further contend that, “All people are different and each brings
distinctive characteristics to the workplace…organizations must learn how to benefit
from those differences” (p.8). In economic theory, the law of supply and demand dictates
the type of product that will be produced. Every product, sale, or marketing plan begins
with an idea. Those ideas stem from a need or a desire to make human existence more
manageable. More important, though, is the knowledge of from where those ideas come;
with whom they are shared; and to whom they are marketed. So, the question that needs
to be addressed here is two-fold: 1) what is human capital? And 2) what is a knowledgebased economy?
HUMAN CAPITAL EXPLAINED
Several definitions exist for the term human capital. Many authors agree that
human capital refers to the knowledge, skill set, and expertise that a person has (Brown,
Snedeker, & Sykes, 1997; Hayles & Russell, 1997; Dess & Picken, 1999; Archibugi &
Lundvall, 2001; Becker 2002; Hubbard, 2004; and Bowen, Kurzweil, & Tobin, 2005).
However, a publication from the United States General Accounting Office (2000)
arguably provided the most extensive explanation of the concept:
Simply stated, human capital means people. There are however, two key
principles that are central to the human capital idea. First, people are assets
whose value can be enhanced through investment. As with any investment, the
goal is to maximize value while managing risk. As the value of people increases,
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so does the performance capacity of the organization, and therefore its value to
clients and other stakeholders. Second, an organization’s human capital policies
must be aligned to support the organization’s “shared vision” – that is, the
mission, vision for the future, core values, goals and objectives, and strategies by
which the organization has defined its direction and its expectations for itself and
its people. All human capital policies and practices should be designed,
implemented, and assessed by the standard of how well they help the organization
pursue its shared vision. (p.1-2)
In basic terms, human capital is a primarily internal resource and occasionally
external resource that strategic employers are using to establish a connection with their
employees, stakeholders, current clientele, and future customers. The diagram on the next
page shows how tangible and intangible resources are interconnected, how management
can leverage human capital, and how those resources can impact organizational culture.
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Figure 5: How structural capital links an organization’s resources
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Source: Dess and Picken (1999).
To demonstrate how this chart flows, authors Dess and Picken (1999, pp. 19-27)
offer the following explanations:
• Recruiting, Selecting, and Retaining Human Capital – attracting and retaining
top-quality talent is a key strategic priority for most organizations. The systems,
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processes, procedures, and practices that support the acquisition and retention of
human capital resources are critical elements of an organization’s structural
capital, and many leading companies place a high priority on these activities. For
example: Cisco Systems has a simple philosophy: “If you get the best people in
the industry [and] motivate them properly, then you’re going to be an industry
leader.”
• Learning, Developing, and Shaping Attitudes – the knowledge, skills, and taskrelated experience of human capital resources can be strengthened through
individual learning, training, development, and practice. Increasingly, training
and development opportunities at leading organizations are being offered to all
employees, not just those on professional or managerial career paths.

For

example: Cinergy, a Cincinnati-based utility company has replaced executive and
leadership development with “talent development,” available to everyone.
• Organizational culture – a key element of structural capital that can facilitate or
impede efforts to leverage an organization’s human capital resources by the way it
shapes employee values, attitudes, and behaviors. The dominant values of some
organizations help to focus and ensure the effective implementation of their
strategies; others focus on storytelling and rituals, humor and fun, or formal
mechanisms for gathering employee feedback. For example, a major component
of the culture at Southwest Airlines and Sun Microsystems is fun and foolishness,
an effective counterbalance to the stresses of competition.
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• Concentrating Resources – concentrating and focusing resources on key
organizational priorities is an important element of strategic leverage. Individual
skills and know-how can be focused and concentrated more effectively on the
organization’s core value-creating activities in several ways. For example,
employee orientation programs, such as those used by UPS and Intel, are an
effective starting point for many companies.
• Designing Core Business Processes – designing core business processes and
value-creating activities to utilize skills and capabilities of the organization’s
human capital resources most effectively is critically important. Individual task
performance can be improved through the thoughtful design of tasks and
organizational structures and the careful matching of individual skill sets with job
requirements. Technology has been used in many organizations to leverage the
skills of employees. For example, Sears, Roebuck, and Co. uses speech
recognition systems to route customer calls, improve customer service and free up
nearly three thousand employees for other assignments.
• Accumulating and Sharing Knowledge – the relationships between human
capital and organizational knowledge and information resources provide
opportunities for leverage in both directions. Individual knowledge, skills, and
capabilities can be enhanced by encouraging and facilitating individual learning
and providing opportunities for training, skill development, and practice.
Individual task performance can be leveraged by providing ready access to the
knowledge and resources required for the job, whether the source is internal or
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external to the organization. The capabilities of the organization can be broadened
by encouraging and facilitating organizational learning and the widespread
sharing of individual knowledge, collective know-how, and market intelligence.
Technology can facilitate communications and collaboration, knowledge-sharing,
and the gathering and integration of external information. Technology plays as
increasingly important role in the internal communications and informationsharing activities of virtually every individual and organization in the workforce
today. For example, groupware is increasingly used in many organizations to
facilitate internal communications and collaborative efforts.
• Multiplying Individual and Organizational Capabilities – the strength and
precision of individual motor skills can be multiplied many times by the
appropriate application of technology resources, such as machine tools and
transportation equipment. Technology can also leverage communications and
information-gathering capabilities by extending the scope and range and reducing
time and effort expanded in these activities. For example, Welch’s Foods, Inc.’s
sales representatives can now design their own account management reports.
Available on demand, customized data sets are updated daily.
• Encouraging and Facilitating Organizational Learning – organizations adapt to
a changing environment by learning from experience and outside influences how
to use their resources more effectively and manage their core value-creating
activities.

Successful learning organizations encourage a proactive, creative

approach to the unknown, actively solicit the involvement of employees at all
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levels, and enable everyone to use their intelligence and apply their imagination.
According to former Citibank CEO Walter Wriston, “The person who figures out
how to harness the collective genius of the people in his or her organization is
going to blow the competition away.” As an example, Xerox Business Systems
has an executive called the “learning person” within the organization.

Her

responsibilities include the creation of an environment in which everyone is
willing and able to challenge the status quo.
Thus, human capital is really about valuing the ideas, expertise, experiences, and
cultural backgrounds of others and pairing that information with company resources to
develop and maintain a competitive edge. In effectively leveraging human capital,
company leaders are facilitating four key outcomes: a collegial atmosphere, a more
productive and effective workforce, customer growth, and a highly satisfied consumer;
which directly link into why a knowledge based economy is becoming more prevalent.
KNOWLEDGE BASE ECONOMY EXPLAINED
The technological advances of the 20th and 21st centuries have facilitated how
quickly information is shared and used. The management of knowledge and knowledge
workers presents a whole new set of challenges (Dess & Picken, 1999, p.27). Friedman
(2005), referencing the changing airline industry, illustrates a great example of this.
Think about it: In Globalization 1.0, there was a ticket agent – a living, breathing
person. I used to have to go to the airline office in downtown Washington, D.C.,
take a number, wait in line, and then come face-to-face with a ticket agent in
order to negotiate my flight arrangements. In Globalization 2.0, the e-ticket
machine replaced the ticket agent. We thought that was pretty cool. And that was
just a couple of years ago. But while you were sleeping we entered Globalization
3.0, and now you – the individual – become your own ticket agent. Or, to look at
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it another way, you, the individual, became an employee of Southwest Airlines.
(p.202)
In order to understand the role of knowledge and learning in economic
development, it is useful to make a distinction between different kinds of knowledge
(Foray & Lundvall, 1998, p.115). Lundvall and Johnson (1994) attest that there are four
types of knowledge; Know-what, Know-why, Know-how, and Know-who.
illustration on the next page offers a synopsis of each type.
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The

Table 4: Types of Knowledge
Type of Knowledge

Refers To
Knowledge about “facts”. How many
people live in New York? What are the
ingredients used in pancakes?

Know-what

Know-why

Know-how

Here knowledge is close to what is
normally called information. It can be
broken down into bits.
Knowledge of scientific principles and
laws of motion in nature, in the human
mind, and in society.
This kind of knowledge has been extremely
important for technological development in
certain areas such as the chemical and
electrical/electronics industries.
Skills related – the capability to do
something. It can relate to production, but
also to many other activities in the
economic sphere.
This is typically the kind of knowledge that
is developed and kept within the borders of
the individual firm.
As the complexity of the knowledge base
increases, a mix of the division of labor and
cooperation between organizations is also
tending to develop in this field.
Mix of the different kinds of skills,
including what might be characterized as
social skills.

Know-who

It involves information about who knows
what and who knows how to do what.
This also involves the formation of special
social relationships with the expertise
involved that makes it possible to get
access to and use their knowledge
efficiently.
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Source: Lundvall and Johnson, 1994

Enabled by technology and driven by global competition, organizations have been
forced to become flatter and more flexible, and new organizational forms have evolved;
the barrier-free, modular, virtual, and cellular forms are increasingly common (Dess &
Picken, 1999, p.27; Lundvall & Johnson, 1994; Schienstock, 2001). This is not a new
phenomenon. Freeman (2001) suggests that each era is characterized by a different
technology set. These technological booms are what drive strategic planning and
organizational changes in education, business, and industry.
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Figure 6: A Different Set of Technologies Behind Each ‘Golden Age’
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Source: Chris Freeman (2002).
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According to Becker (2002, ¶ 3), “education and training are the most important
investments in human capital,” which directly impacts an organization’s knowledge base.
Reflecting on the premise of an educational institution, the clear message for educators is
an emphasis on “the pursuit of research and advancing new knowledge…and the
recognition that universities have a public responsibility and obligation to extend the
democratic beliefs of such knowledge to the widest spectrum of society” (Bowen,
Kurzweil, & Tobin, 2005, p.24). If industries can understand and incorporate these four
types of knowledge (know-what, know-why, know-how, know-who) into their training,
marketing, product development, and services rendered, then the organization can
maintain a competitive advantage in the market it serves.
During the past ten years, executive leaders in colleges and universities have been
moving toward employing transformational leaders who will administer the institution’s
diversity initiatives. Ultimately the leadership made this move because a paradigm shift
of who and what is valued has occurred. The concept of valuing all people is a major
driving force behind the needs of the current and future workforce to become culturally
competent. Additionally, funding is helping to facilitate change and awareness of
diversity. Competition for recruitment, retention, support, and research opportunities is
fierce and globally slanted. As a result, leadership in business and academia must be able
to meet the demands of a global workforce and a global clientele. Transformational
leadership is at the crux of organizations seeking to manage diversity, organizational
change, and a culture of inclusion in the 21st century.
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TRANSFORMATIONAL LEADERSHIP
Yukl (2002) defines leadership as “a process whereby intentional influence is
exerted by one person over other people to guide, structure, and facilitate activities and
relationships in a group or organization” (p.2). Kreitner and Kinicki (2007) concur,
suggesting that a transformational leader “transforms followers by creating changes in
their goals, values, needs, beliefs, and aspirations. [Leadership is able to] accomplish this
transformation by appealing to followers’ self-concepts – namely their values and
personal identity” (p. 525). The complexity of an organizational culture, the environment
in which the organization resides, and the multilayered goals the CDO must implement
all necessitate transformational leadership to manage diversity effectively. Bass (2005)
proposes that, “Transformational leaders help followers grow and develop into leaders by
responding to individual followers’ needs by empowering them and by aligning the
objectives and goals of the individual followers, the leader, the group, and the larger
organization” (p.3). In other words, the term transformational leader can best be
described as a person who is able to effect change. For the purposes of this study, the
change effected would be in an organization’s culture, policies, and procedures. In order
to examine briefly how a CDO can effect change, a perspective on organizational culture
follows.
ORGANIZATIONAL CULTURE AND CHANGE
Understanding the concept of organizational culture is fundamental in being able
to introduce change into an organization. In the fields of organizational management,
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organizational psychology, and educational administration there exist several definitions
for organizational culture. However, the connotation of the term is generally the same.
Schein (1992) defines the culture of a group as:
A pattern of shared basic assumptions that was learned by a group as it solved its
problems of external adaptation and internal integration, that has worked well
enough to be considered valid and, therefore, to be taught to new members as the
correct way to perceive, think, and feel in relation to those problems. (p. 17)

Bass (2005) contends, “Organizational culture is the glue that holds the
organization together as a source of identity and distinctive competence” (p. 99).
Comparable to corporations, institutions of higher education also embody a particular set
of values, beliefs, and practices. These ideals are typically espoused via their mission and
vision statements and in hiring practices. As a result, cultural norms and mores become
embedded and reflective in employee attitudes and behaviors.
Visionary leaders understand that environmental changes will necessitate the need
for staffs to maintain an ability to adapt to new challenges or information. Because
demands on most organizations are unlikely to be absolutely steady and stable, Kotter
and Heskett (1992) found that “only cultures that can help organizations anticipate and
adapt to…change will be associated with superior performance over long periods of
time” (p. 44 as cited in Bass, 1992, p. 101). However, transforming how organizations
have “done things in the past,” is not an easy task to implement. Nonetheless, it is a task
on which administrators need to focus, especially if they want their school to remain
viable. The illustration on the next page shows how the buildup of pressure leads to
transformation.
53

Figure 7: Basic Model of Transformation Pressure

Transformation Pressure
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Source: Lundvall and Archibugi: 2001
Currently organizations are experiencing an unprecedented rate of environmental
change due to such forces as globalization, rapid transformation and dissemination of
technologies, and movement toward market-based socioeconomic systems (Schneider
2002, p. 209). Subsequently, executive management and their stakeholders are yielding
the management of diversity initiatives to professionals who can implement
organizational change in an effective manner. Organizational change can be defined as
the process of altering the behavior, procedures, purposes, or output of some unit within
an organization (Hanson, 2003, p. 297). Hanson (2003, p. 297) further articulates that
there are three types of educational change: planned change, spontaneous change, and
evolutionary change.
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• Planned Change – is a conscious and deliberate attempt to manage events so that
the outcome is directed by design to some pre-determined end. The introduction
of specific curriculum standards by a state department of education is an
illustration of planned change.
• Spontaneous Change – is an alteration that emerges in a short time frame as a
result of natural circumstances or random occurrences.

It is often a coping

reaction to the turbulence of events, for example, if the superintendent
unexpectedly takes a new position a few days before the academic year begins
and the board must scramble to find an acceptable replacement.
• Evolutionary Change – refers to the long-range cumulative consequences of
major and minor alterations in the organization, both planned and spontaneous.
These cumulative alterations in direction are driven by court cases, cultural shifts,
changes in school board composition, new state and federal policy and laws, and
changing national demographics.
Evolutionary change and passion for wanting to make a difference are two
motivating factors that are driving an increase in the creation of Chief Diversity Officer
positions on college and university campuses. As a transformational leader, Chief
Diversity Officers possess the ability to “intellectually stimulate and challenge
followers…are attentive and supportive, but they also inspire and serve as leadership
exemplars” (Bass, 2005, p. 225). Additionally, Bass (2005) suggests that,
“transformational leadership is, at its core, about issues around the processes of
transformation and change” (p. 225). Making diversity an institutional value is one such
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transformation that is guiding the strategic planning process for leaders seeking to make
their campus appealing on a local, national, and international level.
CONCLUSION
To meet the needs of increasingly diverse campuses, many institutions have
developed executive positions to guide their diversity agendas (Gose, 2006; Williams &
Wade-Golden, 2006). Regardless of the moniker, which can range from Vice President
of Diversity Initiatives to Special Assistant to the President for Equity and Inclusion, a
Chief Diversity Officer’s role is still the same: to serve as a resource in assisting the
administration, staff, faculty and students in becoming culturally competent in a global
environment. As workforce needs and demographics continually change, it is imperative
that leaders in educational entities adapt and revise antiquated policies and attitudes to
ensure that each person, whether a member of an underrepresented group or not, has
sufficient opportunity to learn that every person has value and can contribute positively to
society as a whole. Fullan (1993) argues that, “educational institutions have a moral
purpose to make a difference in the lives of students regardless of background, and to
help produce citizens who can live and work productively in increasingly dynamically
complex society” (p. 4).
It is evident that more women and persons of color are attending institutions of
higher education. Many of these students are first-generation college students.
Additionally, there are four specified generations that are employed in the corporate and
academic sector. These cultures are beginning to intersect in various environments and as
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a result, are triggering new methods for developing curriculum, work place acumen,
scholarly research, student development programs, and interpersonal interactions.
As corporations move toward valuing human capital and a knowledge-based
economy, educational administrators are heeding that information and are using it to
implement change. Rosenzweig (1998) suggests that any political system that fails to take
into account the way in which its “society” actually operates will surely fail. Gillborn
and Mirza (2000) suggest:
Equality of opportunity is a vital issue of social and economic importance to the
society as a whole. If any individual is denied the opportunity to fulfill their
potential because of racial, ethnic, or gendered class status it is now widely
understood that society as a whole bears a social and economic cost by being
deprived the fruits of their enterprise, energy and imagination. (p.6)

The CDO is one agent of change that is meeting this challenge in a swift and
tactical manner. Though change may occur over time, some evidence does exist that the
CDO is making strides towards incorporating an appreciation, awareness, and respect for
diversity on college and university campuses (Williams & Wade-Golden, 2006). For
example, retention for minority students and women continues to increase; more faculty
from underrepresented populations are being recruited; more programmatic and training
efforts regarding cultural competency are in place; and finally students are being
encouraged to step outside of their comfort zones to engage in activities they normally
would not attend. To summarize Brayboy (2003), it is important to recognize that
diversity cannot be implemented while maintaining a business-as-usual philosophy
regarding operational policies and practices. The author further explains:
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To advance the agenda of diversity, institutions that truly value diversity must
move toward considering wholesale changes in their underlying structures and
day-to-day activities, especially if they are truly committed to refocusing the
historical legacies of institutional, epistemological, and societal racisms that
pervade college and university campuses. (p. 74)
Consequently, Chief Executive Officers are seriously embarking on a mission to
make their campuses much more reflective of the society in which they reside, while
making sure that the current and future workforce will continue to advance equal
opportunities for all. These positives changes are being advanced by institutional
commitment and appropriate distribution of various resources. More important though, is
the knowledge that a skilled administrator known as a CDO is effecting change on a daily
basis.
CHAPTER SUMMARY
This chapter established a context for the need of the study the investigator seeks
to undertake. The historical background included factors that have contributed to the rise
of the new phenomenon on college and university campuses known as a Chief Diversity
Officer. Chapter three will provide detailed instructions for the research design,
description of participants, procedures and data collection, and analysis.
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CHAPTER THREE: METHODOLOGY
The purpose of this chapter is to explain the specific methodology used by the
researcher to conduct this study. This chapter will clarify the research design, provide a
description of the participants, the process for data collection, and data analysis. To
examine how executive leadership at institutions of higher education is incorporating
diversity as an organizational value, the researcher will answer the following questions:
1. What institutional and societal factors contributed to the establishment of the
Chief Diversity Office and the position of the Chief Diversity Officer?
2. What is the difference between the role of the Chief Diversity Office and the
role of a Multicultural Student Services Office?
3. How is diversity being made into a core value at an institution of higher
education?
4. How does the Chief Diversity Officer measure that diversity is becoming an
institutional value?
RESEARCH DESIGN
This study was conducted using a qualitative research methodology. Strauss and
Corbin (1998) describe qualitative research as “any type of research that produces
findings not arrived at by statistical procedures or other means of quantification” (p. 1011). Qualitative inquiry is beneficial in helping the researcher discover meaning through
the investigation of phenomena (Mertens, 2005). In looking at the emergent trend of why
Chief Diversity Offices are being created and what his or her role is, a case study is
suitable in extracting that information.
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According to Marshall & Rossman (1999), “Qualitative researchers are intrigued
with the complexity of social interactions as expressed in daily life and with the meanings
the participants themselves attribute to these interactions” (p. 2). The researcher used a
multiple site case study approach to examine five similar public research universities in
Texas that had recently added Chief Diversity Officer positions to the institution.

A

qualitative multiple site case study approach was selected to obtain information on how
senior leadership in charge of diversity initiatives transforms the culture into a more
inclusive and welcoming campus environment. Tellis (1997) explained:
Case studies can be single or multiple-case designs. A multiple design
must follow a replication rather than sampling logic. Multiple cases
strengthen the results by replicating the pattern-matching, thus increasing
confidence in the robustness of the theory. (¶ 17)
Creswell (1998) defined a case study as “an exploration of a “bounded system” or a case
(or multiple cases) over time through detailed, in-depth data collection involving multiple
sources of information rich in context” (p. 61). Merriam (2002) stated:
The process of conducting a case study begins with the selection of the
‘case’. The selection is done purposefully, not randomly; that is, a
particular purpose, site, program, process, community, or other bounded
system is selected because it exhibits characteristics of interest to the
researcher…Except for the selection of a ‘bounded system’, qualitative
case study researchers proceed in data collection and data analysis like
other qualitative researchers. The findings of the investigation are written
up as a comprehensive description of the case. (p.178)
The researcher acknowledges that there are inherent strengths and weaknesses in
conducting a qualitative study. Yin (2003) declared that, “[A case study] allows the
investigators to retain the holistic and meaningful characteristics of real life events” (p.
3). Tellis (1997) wrote, “A case study can be seen to satisfy the three tenets of the
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qualitative method: describing, understanding, and explaining” (p. 14).

A distinct

disadvantage to this methodology is that “Qualitative results are more difficult to
aggregate and therefore make systematic comparisons…It can also be extremely difficult
to replicate research due to the lack of structured design or standardized procedures”
(O’Neill, 2006, ¶ 12; Creswell, 1998; Tellis, 1997; Yin, 1993). Lastly, the potential for
researcher bias must be acknowledged as a weakness to this design. Nevertheless, Yin
(2003) contends that these weaknesses can be addressed by “following systematic
procedures,” acknowledging that “case studies, like experiments, are generalizable to
theoretical propositions and not to populations,” and implementing strong data collection
and analysis procedures (p. 10).
DESCRIPTION OF PARTICIPANTS
There are 34 publicly state-funded institutions in the state of Texas. The five
universities that were selected for this study were chosen purposefully and realistically.
The criteria that was used to select a university were: 1) a state-funded institution, 2) the
institution had already obtained tier one status or sought tier one status, 3) had created a
Chief Diversity Office within the past five years or maintained an active commitment to
educating a diverse population, 3) the President showed commitment to building an
inclusive environment, and 4) the school had a minimum combined undergraduate and
graduate student population of 14, 000.
UNIVERSITY PROFILES
TAMU
This university is located in the southern region of the state. According to facts listed
about the school, it is research-intensive and boasts award-winning faculty. The
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university also maintains three international centers and two branch campuses. The
student population numbers over 35,000 for undergraduates and over 8,000 for graduates.
The institution also asserts that it maintains a high retention rating for two populations
that are designated as underrepresented.
TTU
Located near the southwest section of the state, this university is listed as a “major
comprehensive research” school. One of the institutional goals is to obtain tier one
status. Additionally, the student population which is close to 30,000 includes enrollment
from students hailing from all 50 states and 90 foreign countries. The school also
emphasizes a commitment to the enhancement of the cultural and economic development
to the area, state, and nation.
UT
Over time this university has grown from a single building to a multiple acre campus
setting. Located in the south central region of the state, a significant number of staff,
faculty, and students call this institution and region home. According to the fast facts
listed about the school, it has one of the “most diverse student populations in the country”
and is “a national leader in the number of degrees awarded to minority students”. More
than 11,000 degrees are awarded annually stemming from 170 fields of interest.
UT Dallas
Also located in the south central region of the state, this university was established as a
research center and maintains strong ties to both business and industry. There are also
many opportunities to attend cultural events both on and off campus. Statistically, the
school also has a very strong Asian, International, and Hispanic student presence on
campus. Obtaining tier one status is also listed as a strategic goal.
UH
Located in the southern most region of the state, this school has an enrollment of
approximately 35,000 students. This university offers students opportunities for “cuttingedge research”, option to study with faculty who have won awards ranging from the
Pulitzer Prize to the National Medal of Science. Undergraduates have the option of
choosing from 120 majors, while graduate students have the option of close to 200 fields
of study. According to the fast facts, this university is the “second most ethnically
diverse research school in the nation”.
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The personnel surveyed or interviewed for this study were identified as either the Chief
Diversity Officer or President. Because five universities were identified to take part in
the research, the investigator assumed that the number of participants would equal ten.
However, one institution at the time of this study did not have a Chief Diversity Officer.
Therefore, a total of nine participants (four Chief Diversity Officers and five Presidents)
were sent requests to participate in the study. Noting the timeliness and significance of
this study, all four Chief Diversity Officers accepted the invitation to complete the study
questionnaire. Initially, three of the five Presidents agreed to take part in the study. After
several attempts by the researcher to schedule a time to conduct the semi-structured
interview only one President fulfilled that request.
PROCEDURES AND DATA COLLECTION
For this multiple site case study, the researcher obtained data using a
questionnaire, semi-structured interviews, follow-up questions, and Web site and
document review, to assist in the triangulation of the data. Since, the investigator served
as the primary instrument to collect, code, and analyze the data the researcher made every
effort to be aware of possible bias. Yin (2003) stated, “Using multiple sources of data,
being sensitive and responsive to contradictory evidence, and applying member checks
can assist in remedying potential researcher bias” (p. 59).
The questionnaire sent to the Chief Diversity Officers and the semi-structured
interview questions used for the Presidents for this study was adapted from David’s
(1998) study regarding The Role and Functions of Diversity Affairs Centers’ Chief
Personnel Officers at Public Universities in Texas. David (1998) replicated Moyers’
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(1992) study of A Conceptual Analysis of the Status, Role, and Function of Chief
Minority Affairs Administrators on State-Assisted Universities in Ohio. David (1998)
established, “The questionnaire was constructed by Moyer with a team of experts from
state-assisted universities in Ohio and was validated by a group of minority affairs
personnel from public universities in Ohio” (p. 39). Both the questionnaire and semistructured interview protocol allowed each participant to articulate his or her thoughts
regarding institutional history and the current state of affairs regarding diversity.

The

following protocol was used to collect the data. Once the researcher received committee
support to conduct the study, she then applied for IRB approval.
In September of 2009, the researcher received IRB approval. After IRB approval
was obtained, the researcher then submitted a letter to the Chief Diversity Officers and
Presidents requesting participation. Included in the letter request was information about
the researcher, a consent form, return postage paid envelope, and a brief synopsis about
the study. Shortly, thereafter the investigator mailed a copy of the questionnaire to each
Chief Diversity Officer. She followed-up with an email which asked if the participant
preferred to complete the questionnaire on his or her own or if the Chief Diversity Officer
would rather have the investigator set up a phone appointment and type his or her
answers into the document.

Two of the Chief Diversity Officers completed the

questionnaire and mailed it back in the prepaid envelope to the researcher. One Chief
Diversity Officer accepted the appointment suggestion and the investigator typed up his
responses. The last Chief Diversity Officer completed the questionnaire, but requested a
face to face meeting with the researcher, which was granted and took place in February
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2010. During the meeting, the Chief Diversity Officer shared their life story and other
documentation related to the position.
In a similar protocol each President received an email from the investigator
requesting participation in the study. Included in the email was information about the
study, the researcher, and an attached copy of the semi-structured interview questions.
Two Presidents immediately declined. One cited a hectic travel schedule as being the
reason for declining, but did thank the researcher for sending in her request. The other
declined without giving a specified explanation.
complete the phone interview.

Three of the Presidents agreed to

However, due to scheduling conflicts two of the

Presidents were unable to do so. One President rescheduled twice, but provided a third
appointment which culminated in an interview. The interview lasted 45 minutes, was
guided by an interview protocol, and responses were typed as the interviewee talked.
Patton (1990) stated, “The advantage of an interview guide is that it makes sure that the
interviewer/evaluator has carefully decided how best to use the limited time available in
an interview situation” (p. 283).

The completed questionnaires and interview were

secured in a cabinet in the surveyor’s apartment.
Additional documents were used to triangulate the data gained through the four
questionnaires and one interview. Written records that were used for this study included
press releases, strategic plans, Web sites, annual reports, memorandums, field notes, task
force findings, admissions statistics, organizational charts, and other print media. This
archived information provided the researcher with additional evidence that confirmed the
data shared in the questionnaires and interview.
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DATA ANALYSIS
Data gathered from the questionnaires, follow-up questions, additional documents, field
notes, Web sites, and interview were read and reviewed. The evaluator used open coding
to categorize the data and find emerging themes. Open coding is defined as the analytic
process through which concepts are identified and their properties and dimensions are
discovered in data (Strauss & Corbin, 1998, p.101). After the general grouping of the
first themes were established, the investigator began axial coding of the data. Axial
coding is used to clarify and refine themes into additional categories and subcategories
that relate to one another by the use of inductive and deductive thinking (Northcutt &
McCoy, 2004, p. 98). Strauss and Corbin (1998) define the next step in the coding
process as selective coding which is the process of “integrating and refining categories”
(p.143). The researcher reexamined the data and refined themes and categories. By
utilizing member checks, multiple sources of data, understanding and acknowledging
researcher bias, maintaining an audit trail, and corroborating the data collected, the
investigator ensured that the credibility, trustworthiness, dependability, and reliability of
the study was upheld (Merriam, 1998; Creswell, 1994).

The richness of the data

acquired allowed the researcher to share a relevant story of how leadership has responded
to those changing campus demographics by making diversity a core institutional value.
SUMMARY
Chapter three provided a detailed description of the methodology and procedures
that guided this study. The specific topics covered were the research design, description
of the participants, procedures and data collection, and data analysis. Chapter four will
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present the findings from the multiple site case studies. Chapter five will provide an
analysis of the findings and recommendations for further study.
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CHAPTER FOUR: FINDINGS
INTRODUCTION
The findings that are presented are obtained from four sources: the questionnaires
sent to the Chief Diversity Officers (CDO), document review, semi-structured interview
questions answered by the president’s if applicable, and institutional Web sites. To
obtain additional information, organizational review charts and additional information
shared by the CDO’s was analyzed.
Significant demographic changes are on the horizon throughout the U.S. in
general Texas in particular. As a result, it is important for public higher education
administrators to promote a welcoming and inclusive atmosphere on their college and
university campuses.

While the same philosophy is also being utilized at private

institutions, this study is reflective of five specific public universities in Texas.
In order to be successful in incorporating another value into an organization that
has long been established, a paradigmatic shift must occur. The catalyst that many
institutions are using to facilitate awareness, social justice advocacy, and a welcoming
environment to all of its stakeholders is a Chief Diversity Officer (CDO). Among other
duties a CDO is charged with bridging gaps that existed between underrepresented
populations and the majority. This push towards establishing an institutional culture that
reflects all forms of diversity is not to suggest that in the 20th century these schools were
anti-underrepresented populations. This focus is a method for institutions to show that an
endorsement has been made to pursue and support many facets of diversity. Institutional
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commitment to encouraging open-mindedness, understanding, and respect is critical to
both the social and economic success of a multi-national populace.
The process of implementing institutional diversity initiatives begins with
developing a mission statement that reflects school’s position. David (1998), states
“mission statements express the ways in which various institutions deal with diversities
on campus by including specific language that reflects institutional concern and
commitment to the philosophy of diversification in the college environment” (pg. 49).
Though it is important for the Chief Diversity Officer to have a departmental mission
touting the importance of diversity appreciation, it is possible that having that sentiment
reflected in the overarching university mission is even more effective. Table 5 indicates
the institutions and chief diversity offices that have the term diversity listed specifically
in the mission statement.
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Table 5: Use of Diversity in Mission Statements
Overarching Mission Statement

CDO Mission Statement

# of times the term diversity is
specified in mission

# of times the term diversity is
specified in mission

TAMU

0

5

TTU

1

1

UT

0

1

UT Dallas

0

2

Institution

*No Chief Diversity Office at

UH

1
UH

Interestingly only 2 institutions have the term diversity specified in the overall
mission, whereas each institution that has a CDO mentions the term diversity at least
once in their specific mission statement. This finding prompted the researcher to review
the overall mission statement for each institution to observe if other diversity related
concepts or social justice terms that incorporate or reflect diversity were present. Table 6
illustrates that data.
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Table 6: Diversity Related or Social Justice Terms Used in Mission Statements
Overarching Mission
Actual Terms Used in
Institution
Includes terms that incorporate
Mission Statement
or reflect the concept of diversity

racial, ethnic, geographic
groups, women, men,
and global

TAMU

Yes

TTU

Yes

globally, cultural

UT

No

n/a

UT Dallas

Yes

global, cultural

UH

Yes

cultural

This particular finding demonstrates that two of the three institutions (TAMU and UT
Dallas) that did not have the term diversity in the overarching mission did include
terminology that reflected the concept of diversity in its mission statement. UT did not
include the term diversity or other terminology that reflected the concept of diversity, but
did mention “achievement of excellence” in its mission. In this case, the researcher
surmises that in the achievement of excellence, understanding and appreciating diversity
is inherent in that pursuit. Williams, Berger, & McClendon (2005) assert, “That diversity
as a component of academic excellence, is essential to ensure higher education’s
continuing relevance in the twenty-first century” (p. 3). Mission statements serve as
living documents that should be reviewed and updated periodically. Just as mission
statements are amendable, institutional leadership may also update or begin other
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institutional programs, offices, or policies based on differing factors. Research question
number one demonstrates this point.
RESEARCH QUESTION 1
What institutional and societal changes contributed to the establishment of the
Chief Diversity Office and the Chief Diversity Officer position?
CHANGE IS THE NAME OF THE GAME
To answer this question successfully and remain true to the data obtained, the researcher
has included Table 7 that demonstrates which individuals answered the other research
questions posed in this study.
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Table 7: Response to Request for Study Participation
CDO

Responded to
Questionnaire

TAMU

President

Yes

Responded to
Structured
Interview Questions

TAMU

No – originally agreed,
but gatekeeper would
not schedule
appointment

TTU

Yes

TTU

No – originally
agreed, schedule
proved to be too
hectic

UT

Yes

UT

No – declined due to
scheduling conflicts

UT Dallas

Yes

UT Dallas

Yes

UH

n/a (does not have CDO)

UH

No – declined no
reason given

Based on the information received from document review the main factor that contributed
to the CDO office and position being established tied to two tangible items: institutional
growth and institutional demographics.

By using the term institutional growth, the

researcher is referencing the changes in the number of underrepresented populations on
the five university campuses.

The following tables illustrate the changes that have

occurred in student demographics and include the 1999/2000 and 2008/2009 academic
years. This information provides further reasoning as to why senior leadership and
stakeholders would advocate for making diversity an institutional value. The researcher
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did not include the faculty or staff demographic statistics because the student population
indicates a more significant change rate.
Table 8: TAMU - 1999 Student Demographics
Category

Undergraduate

Graduate

Student Size

36,077 (100%)

7,365 (100%)

18,880 Men (52.3%)

4,408 Men (59.8%)

17,197 Women (47.7%)

2,957 Women (40.1%)

White non-Hispanic

29,335 (81.3%)

4,182 (56.7%)

Black non-Hispanic

958 (0.9%)

164 (2.2%)

Hispanic

3,398 (9.4%)

363 (4.9%)

Asian/Pacific Islander

1,194 (3.30%)

163 (2.2%)

American Indian or Alaska
Native

169 (0.4%)

18 (0.2%)

Multiracial/Unknown

506 (1.4%)

72 (0.09%)

Non-resident Alien

517 (1.4%)

2,403 (3.26%)

Gender
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Table 9: TAMU - 2008 Student Demographics
Category

Undergraduate

Graduate

Student Size

38,430 (100%)

9,609 (100%)

20,053 Men (52.2%)

5,512 Men (57.4%)

18,377 Women (47.8%)

4,097 Women (42.6%)

White non-Hispanic

29,363 (76.4%)

4,596 (47.8%)

Black non-Hispanic

1,215 (3.2%)

345 (3.6%)

Hispanic

5,188 (13.5%)

679 (7.1%)

Asian/Pacific Islander

1,759 (4.6%)

268 (2.8%)

American Indian or Alaska
Native

222 (0.6%)

34 (0.4%)

Multiracial/Unknown

105 (0.3%)

96 (1.0%)

Non-resident Alien

578 (1.5%)

3,591 (37.4%)

Gender
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Table 10: TTU – 1999 Student Demographics
Category

Undergraduate

Graduate

Student Size

20,227 (100%)

3,424 (100%)

10,812 Men (53.4%)

1,793 Men (52.3%)

9,381 Women (46.3%)

1,631 Women (47.6%)

White non-Hispanic

16,789 (83.0%)

2,376 (69.3%)

Black non-Hispanic

644 (0.0318%)

69 (0.020%)

Hispanic

2,069 (1.02%)

230 (0.067%)

Asian/Pacific Islander

396 (0.0195%)

63 (0.01839%)

American Indian or Alaska
Native

86 (0.00425%)

11 (0.00321%)

Multiracial/Unknown

100 (0.004%)

65 (0.01898%)

Non-resident Alien

143 (0.0070%)

610 (0.178%)

Gender
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Table 11: TTU – 2008 Student Demographics
Category

Undergraduate

Graduate

Student Size

23,107 (100%)

4,670 (100%)

12,917 Men (55.9%)

2,439 Men (52.2%)

10,190 Women (44.1%)

2,231 Women (47.8%)

White non-Hispanic

17,676 (76.5%)

2,720 (58.2%)

Black non-Hispanic

998 (4.3%)

142 (3.0%)

Hispanic

3,195 (13.8%)

374 (8.0%)

Asian/Pacific Islander

707 (3.1%)

112 (2.4%)

American Indian or Alaska
Native

158 (0.7%)

34 (0.7%)

Multiracial/Unknown

150 (0.6%)

321 (6.9%)

Non-resident Alien

223 (1.0%)

967 (20.7%)

Gender

77

Table 12: UT – 1999 Student Demographics
Category

Undergraduate

Graduate

Student Size

37,159

10,470

18,433 Men (49.6%)

5,513 Men (52.6%)

18,726 Women (50.3%)

4,957 Women (47.3%)

White non-Hispanic

24,007 (64.6%)

6100 (58.2%)

Black non-Hispanic

1,277 (3.43%)

257 (2.45%)

Hispanic

5,106 (13.74%)

692 (6.65%)

Asian/Pacific Islander

5,372 (14.45%)

492 (4.699%)

American Indian or Alaska
Native

166 (0.446%)

48 (0.458%)

Multiracial/Unknown

73 (0.196%)

119 (1.13%)

Gender

1,158 (3.1%)
Non-resident Alien

2,762 (26.38%)
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Table 13: UT – 2008 Student Demographics
Category

Undergraduate

Graduate

Student Size

37,389 (100%)

12,595 (100%)

17,972 Men (48.1%)

6,487 Men (51.5%)

19,417 Women (51.9%)

6,108 Women (48.5%)

White non-Hispanic

20,465 (54.7%)

6,762 (53.7%)

Black non-Hispanic

1,803 (4.8%)

389 (3.1%)

Hispanic

6,766 (18.1%)

1,164 (9.2%)

Asian/Pacific Islander

6,585 (17.6%)

950 (7.5%)

American Indian or Alaska
Native

172 (0.5%)

41 (0.3%)

Multiracial/Unknown

54 (0.1%)

297 (2.4%)

Non-resident Alien

1,544 (4.1%)

2,992 (23.8%)

Gender
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Table 14: UT Dallas – 1999 Student Demographics
Category

Undergraduate

Graduate

Student Size

5881

4220

2975 Men (50.59%)

2349 Men (55.66%)

2906 Women (49.41%)

1871 Women (44.33%)

White non-Hispanic

3666 (62.3%)

2237 (53.0%)

Black non-Hispanic

400 (6.8%)

215 (5.1%)

Hispanic

435 (7.396%)

162 (3.8%)

Asian/Pacific Islander

1132 (19.25%)

520 (12.32%)

American Indian or Alaska
Native

32 (.544%)

9 (0.21%)

Multiracial/Unknown

No data listed

No data listed

Non-resident Alien

216 (3.67%)

1077 (25.52%)

Gender
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Table 15: UT Dallas – 2008 Student Demographics
Category

Undergraduate

Graduate

Student Size

9,393 (100%)

5,520 (100%)

5,107 Men (54.4%)

3,119 Men (56.5%)

4,286 Women (45.6%)

2,401 Women (43.5%)

White non-Hispanic

5,118 (54.5%)

2,317 (42.0%)

Black non-Hispanic

712 (7.6%)

265 (4.8%)

Hispanic

1,069 (11.4%)

308 (5.6%)

Asian/Pacific Islander

2,008 (21.4%)

675 (12.2%)

American Indian or Alaska
Native

47 (0.5%)

15 (0.3%)

Multiracial/Unknown

56 (0.6%)

45 (0.8%)

Non-resident Alien

383 (4.1%)

1,895 (34.3%)

Gender
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Table 16: UH – 1999 Student Demographics
Category

Undergraduate

Graduate

Student Size

23,525

9126

Men 10,941 (46.50%)

Men 4177 (45.77%)

Women 12,584 (53.49%)

Women 4949 (54.22%)

White non-Hispanic

9556 (40.6%)

4723 (51.7%)

Black non-Hispanic

3526 (14.9%)

733 (8.03%)

Hispanic

4474 (19.0%)

753 (8.25%)

Asian/Pacific Islander

4633 (19.6%)

910 (9.97%)

American Indian or Alaska
Native

125 (0.5%)

41 (0.44%)

Multiracial/Unknown

284 (1.2%)

591 (6.47%)

Non-resident Alien

927 (3.9%)

1375 (15.06%)

Gender
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Table 17: UH – 2008 Student Demographics
Category

Undergraduate

Graduate

Student Size

28,800 (100%)

5,484 (100%)

14,133 Men (49.1%)

2,763 Men (50.4%)

14,667 Women (50.9%)

2,721 Women (49.6%)

White non-Hispanic

9,685 (33.6%)

2,230 (40.7%)

Black non-Hispanic

4,324 (15.0%)

452 (8.2%)

Hispanic

6,524 (22.7%)

486 (8.9%)

Asian/Pacific Islander

6,227 (21.6%)

487 (8.9%)

American Indian or Alaska
Native

101 (0.4%)

13 (0.2%)

Multiracial/Unknown

670 (2.3%)

158 (2.9%)

Non-resident Alien

1,269 (4.4%)

1,658 (30.2%)

Gender

One distinct cause that is driving institutional leadership towards hiring Chief
Diversity Officers is the changes that are occurring in the campus demographics. The
other cause for implementation is the desire for each school to stay competitive in a
global market. One Chief Diversity Officer shared:
Issues facing institutions in the next 5 to 10 years: one challenge is the
economy and the resources that the university may place in helping to
address this long term issue of diversity – there is no shorter solution of
inclusiveness, it is a long term issue. To move [the institution] forward,
you have to have a strong belief and an integrated diversity strategic plan.
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A President noted:
States over the last 20 years have been disinvesting in higher education
and transferring the burden of paying from the state to the individual.
Education is a public good – now more than ever. Succinctly put price and
quality education is out of reach of too many Texans. That profoundly
impacts everyone – I don’t see a clear solution to the problem. Increasing
Medicare, Medicaid, Social Services costs creates even less money [for
state entities]. If you want to compete nationally and/or internationally
[both in corporate or academia] you have to have a quality education.
Typically a diversity strategic plan falls under the auspice of the CDO. To impact
organizational change effectively from the top down and inside out, the CDO’s surveyed
in this study alluded to two different dynamic: 1) the image or the prestige for the
position and 2) the internal oversight the position holds. This is illustrated in Table 10.
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Table 18: CDO Position Characteristics
CDO
CDO Office
Position
Institution
Title
Title

Faculty Rank

Highest
Degree
Obtained

Reports
To

Professor

Ph.D.

President
and
Provost

TAMU

VP &
Associate
Provost

Office of the
VP &
Associate
Provost for
Diversity

TTU

VP for
Institutional
diversity,
equity, and
community
engagement

Division of
Institutional
diversity and
community
engagement

Associate
Professor
(Curriculum
and
Instruction)

Ph.D.

President

UT

VP for
Diversity
and
Community
Engagement

Division of
Diversity
and
Community
Engagement

Professor
(Educational
Administration
and Law)

Ph.D. and
JD

President

UT Dallas

VP for
Diversity
and
Community
Engagement

Office of
Diversity
and
Community
Engagement

Under
discussion at
this time

Ph.D.

President

UH

n/a school
does not
have a CDO

Looking at the snapshot of CDO profiles, the researcher noted that each CDO has at least
one terminal degree, reports to the Chief Executive Officer for his/her institution and
maintains the title of Vice President and with the exception of one CDO also holds a
position as a faculty member. Based on the initial review of the data listed above, the
researcher determined that the title for the CDO position, faculty rank, terminal degree,
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and reporting line to the President of the institution gave the CDO position and office a
sense of legitimacy and platform to implement change. As it stands, the offices at these
five state schools sends a message that diversity appreciation is important and should be
adhered to by both the on-campus community and community at-large. One CDO shared
the following comment:
[A] CDO needs to have at least a doctorate degree. I think it will create a
sense of respect and show that you made it through the ranks. From the
faculty [perspective], you are one of them. From a student perspective,
they seem to have more respect for you – really the degree leads to more
acceptance from the whole community. If you don’t have a terminal
degree, you may have difficulty dealing with the faculty. I think that the
CDO doesn’t have to be a member of an underrepresented society, but the
person needs to be passionate about bridging the gap for creating an
inclusive environment and understand what the issues are from the
different groups. You should also have a passion for it. A strong belief is
also needed. I believe the position should also report to the President or
the Provost and be a part of the President’s Cabinet. If not, that can hinder
the effectiveness of the position – it will be looked at differently.
Another CDO stated:
I like to think it is really important (some people will disagree), but I think
that faculty standing for a VP of Diversity is really important. It can be
sticky, but I think having tenure at the faculty rank is important. With it
you, can make diversity initiatives congruent with the academic
expectation of the institution. It has to be integrated as part of the
academic expectation of the institution. It has to be integrated as part of
the academic mission of the university. For example, that is why Greg
[Greg Vincent/CDO at UT Austin] is a full professor and endowed
professor. With an academic attachment to the position [of CDO] it
provides more (don’t use validity or credibility – those words can
undermine the position), but more strength to the position. In other words,
the position becomes more academically stout – if tenured professors or
someone has been trained in a discipline, the diversity goals and academic
mission become more stout more unassailable and it helps with gaining
faculty and faculty involvement. You don’t want to erode the good work
that faculty involvement and supervision can add to the institution’s
diversity initiatives.
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A President commented:
I have been here for 5 years and before I started we did not have a CDO. I think it
is important [to have one] because it provides external visibility and shows the
community that the institution does care about diversity. We spent a lot time
talking about the name for position. Originally the position was going to be a
Vice Provost for Diversity, but we decided that we wanted to make a stronger
priority statement about diversity. So, the decision was made to have the position
moved to my portfolio and the title became Vice President of Diversity and
Community Engagement. Community engagement was added because we feel it
is important for the community to help us keep our focus.
At times it is a challenge to get other administrators on board with the diversity
office in the right way. Often the position is seen as the only office responsible
for diversity initiatives. It is a shared responsibility to get the initiatives moved
forward and integrated into our university. To get Deans, faculty members, and
administrators on board the CDO must build trust. S/he can do that by taking a
pretty soft approach, meeting with others, talking, and offering encouragement.
In reviewing the data further, the researcher noted another factor in the public image of
the CDO position. That finding is shown in Table 19.
Table 19: CDO Breakdown by Gender and Race
TAMU
TTU
UT
School

UT Dallas

UH

Gender

F

M

M

F

n/a no CDO
at institution

Race

AfricanAmerican

Latino

AfricanAmerican

Cuban

n/a no CDO
at institution

Though the findings listed above are unable to be generalized for CDO’s in all
institutions of higher education, what is interesting to note is that each of the CDO’s for
this study are a member of an underrepresented population. The researcher also notes
that current census data indicates that the Hispanic population is rapidly moving into a
“majority” position. For the purpose of this study the term underrepresented population
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refers to groups whose demographic statistics are generally less than 50 percent at
predominately White institutions.
RESEARCH QUESTION 2
What is the difference between the role of the Chief Diversity Office and the role
of a Multicultural Affairs/Student Services Office?
INFORMATION VERSUS INTEGRATION
To answer this question the researcher asked the CDOs to include information in the
questionnaire about his or her portfolio. Understandably each CDOs portfolio is going to
include different departments at their respective campuses. These differences are due in
part to two factors: 1) the needs of the campus and 2) the organizational structure of the
institution. The following table represents the range of offices under the oversight of
each CDO.

88

Table 20: CDO Portfolio
TAMU
TTU
CDO
Portfolio

International
Programs Office

UT
CDO
Portfolio

UT Dallas
CDO
Portfolio

Hogg Foundation
for Mental Health

Faculty
Diversity

Mentor Tech Program

UIL

Multicultural
Center

Institute for
Development Enriched
and Advance Learners

UT Elementary
School

Institutional
Initiatives

Upward Bound

Diversity
Education Institute

Office of Community
Engagement

Gender and
Sexuality Center

Community
Engagement
Galerstein
Women’s
Center

CDO
Portfolio
Cross Cultural
Academic Advance
Center

Support Operations for
Academic Retention
Learning Center
Excel Program
Academic Testing
Tech Transfer And
Acceleration Program
Tutoring Center
UIL

UH
CDO
Portfolio
N/A school
does not have
a CDO

Multicultural
Information
Center
Services for
Students
w/Disabilities
University
Outreach Centers
Intellectual
Entrepreneurship
Equal Opportunity
Services
Pre-College Youth
Development
Student Academic
Success Initiatives

Center for
Undergraduate
Research

School
Partnerships

Chess Institute

Community
Engagement

The investigator discovered that only two of four CDO’s interviewed oversaw an
Office of Multicultural Affairs. Upon further review, though only two CDO’s have a
multicultural department in their portfolio, four of the five institutions studied do
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maintain a multicultural affairs unit. The institution that does not have an independent
Multicultural Affairs Office, does offer a diversity management certificate course,
provide links to Web sites that can be useful to minority groups 1, and offers various
departmental competency courses in diversity integration concepts.
The crux of research question two looks at the difference(s) between a Chief
Diversity Office and a Multicultural Affairs Office. The investigator concluded that
many individuals view the two offices as having the same premise, that notion is not true
for the campuses that were used in this study. The researcher acknowledges that some
institutions only have a Multicultural Affairs Office and the person in that position also
serves as a diversity strategist for the institution. The main difference between a Chief
Diversity Office and a Multicultural Affairs Office is that the latter focuses on
programmatic aspects for the campus. Examples of programmatic events can range from
cultural celebrations and awareness weeks to peer to peer mentoring to dialogues about
current topics on campus. A Chief Diversity Office is typically charged with changing a
campus culture holistically to show an increase towards respect and appreciation for
differing aspects of diversity.

How this directive gets accomplished varies at each

institution, but traditionally a CDO influences the following efforts:
1.

Recruitment of diverse students, staff, and faculty

2. Retention of diverse students, staff, and faculty

1

The term Minority Group used in this sentence comes from verbiage used in the University of Houston’s
career services website http://www.career.uh.edu/links/Diversity.cfm.
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3. Curriculum that is reflective of diversity
4. Changing and/or approving policies that are not reflective of the institutional
mission or are not in line with diversity strategic plans
5. Building and maintaining a relationship with the external community
6. Serving as an advocate for other social justice issues
7. Assessing and reporting to the internal and external campus community how
diversity appreciation is becoming an institutional value
In more simplistic terms a Multicultural Affairs Office serves a conduit for information
regarding diversity. Conversely, a Chief Diversity Office serves as a conduit for the
integration of diversity throughout the academy.
A President stated:
The CDO takes overall care of the diversity matters on campus. A
Multicultural Services Office principally oversees student based needs and
serves as an encourager to them.
The next research question provides an understanding of how specific values become part
of the institutional culture.
RESEARCH QUESTION 3
How is diversity being made a value at institutions of higher education?
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VALUE INTEGRATION MODEL
Incorporating institutional values begins with surveying what is stated in the
school’s mission, vision and value statements, and strategic initiatives. The next step is
determining which method(s) will best ensure how the message is shared to both the
internal and external campus community. The changing demographics throughout the
United States are impacting how corporations and educational entities are training current
and prospective workforce members. Organizational leadership has responded to this
need by promoting the importance that everyone should understand and show respect and
appreciation for diversity. In the realm of education, many stakeholders are investing
time and money into creating positions that will oversee strategic initiatives relating to
diversity. For this study, the following tables show the breakdown for each school’s
Chief Diversity Office initiatives.
Table 21: TAMU - Strategic Initiatives
Strategic
Priorities
Accountability

Committee or Council on
Diversity
Yes
Chancellor’s Diversity
Council

Diversity
Plan

Special Programs

Yes

Difficult Dialogues Program

Climate
Equity

The CDO at this institution, the top three strategic initiatives are accountability,
climate, and equity. Further review of the Chief Diversity Office Web site and diversity
plan indicates that each department within Institution A should and will maintain
responsibility for integrating respect for and appreciation of diversity into the institutional
framework.
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Table 22: TTU - Strategic Initiatives
Strategic Priorities
Enrollment Growth
Increase research
and expand creative
scholarship
Become a member
of emerging research
status (Obtaining tier
1 status)
Strengthen further
outreach and
engagement

Committee or Council
on Diversity
Yes

Diversity
Plan
Yes

Special Programs

At TTU, the CDO shared that there are four strategic initiatives that are guiding
how diversity is becoming an institutional value. The priorities are enrollment growth,
increase in research and expanding creative scholarship, obtaining tier one status, and
strengthening further community outreach and engagement. Further review of the chief
Diversity Office Web site, diversity plan, and task force recommendations shows that an
active pursuit of a diverse student body and attainment of a more elite status are the
components that help make diversity an institutional value. While the pursuit of a diverse
student body is fairly self-explanatory, obtaining elite status as a tier one institution can
be used as a marketing tool to attract more diverse faculty and staff.

93

Table 23: UT - Strategic Initiatives
Strategic
Priorities
Attract and retain
the best faculty

Committee or
Council on Diversity
Yes
DDCE Advisory
Council

Diversity
Plan

Special Programs

Yes

Attract a diverse
and talented
student body
Facilitate a robust
research
enterprise

At UT, the CDO shared that there are three strategic initiatives that are guiding
how diversity is becoming an institutional value. The strategic priorities are, attracting
and retaining the best faculty, attracting a diverse and talented student body, and
facilitating a robust research enterprise.

To maintain the best faculty requires an

institution to recruit both nationally and internationally and the school must have an
environment that is conducive to being open and embracing of all.
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Table 24: UT Dallas - Strategic Initiatives
Strategic Priorities

Enhance Diversity

Committee or
Council on Diversity
Yes
(Committee for the
Support of Diversity
and Equity)

Diversity
Plan

Special Programs

Yes – tied to
UTD overall
strategic plan

Yes

Enhance Retention,
Promotion, and
Graduation
Improve Climate of
Internal
Community
Celebrate Culture
and Diversity and
Improve
Communication
Integrate Diversity
into the Academic
Curriculum

Dialogue Dinners
Living/Learning Community in
Residence Hall

At UT Dallas, the CDO shared that there are five strategic initiatives that are
guiding how diversity is becoming an institutional value. The strategic priorities are to
enhance diversity, enhance retention/promotion/graduation rates, improve the internal
climate, celebrate culture and improve communication, and integrate diversity into the
curriculum. This particular school seems to undertake a unique approach in integrating
diversity as a value. They focus primarily on showcasing the diversity already present on
campus and encourage the celebration of that. Additionally, they expose the internal
community to the advantages that diversity can bring to an environment.
In reviewing the questionnaire given to the participating CDOs, the researcher
noted that the first step into integrating diversity as a value is for the CDO to have
strategic initiatives for the school. The second step is to create buy-in and accountability
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from the other department’s on-campus. Finally, the CDO needs to determine how to
share with the internal and external communities the message that diversity is a value.
The researcher also discovered that two additional factors can assist with the
promotion of diversity being implemented as a university value. The first factor requires
support from senior-level leadership. With support from the Board of Trustees, the
President, Provost, and the President’s Council, a strong message is sent to the faculty,
staff, students, and the community at-large that the institution truly values diverse
perspectives, people, and ideas. The other factor that is critical to the success of making
diversity a tangible value is for the CDO to encourage each department to tailor diversity
education to their specific constituents. This level of professional development impacts
staff, faculty, and student behavior which in turn creates a climate that is welcoming to
all and instills appreciation and respect for diversity as an institutional value.
Another element that the researcher noted in this study is that institutional values
are implemented in one of two ways. The first approach shows that university leadership
focuses more on an external method to integrate a value into the culture. An external
method refers to the diversity message that is shared with community leadership,
community stakeholders, and the local community.

The second approach shows

university leadership using an internal method of integrating an institutional value into
the environment. An internal method refers to the diversity message that is shared with
the internal leadership, staff, faculty, and students. That does not mean that the external
and internal messages shared regarding diversity are different. Instead each message is
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tailored towards the population it will be shared with. For example, a CDO may initiate a
goal of increasing the numbers of underrepresented students attending the institution.
The manner in which that message is disseminated may follow the protocol listed below.
•

External Administrative (city and other area leaders, politicians, corporate
leadership, philanthropists).

A meeting might be held (individually or

collectively) to share that university administrators will be expanding recruitment
efforts towards underrepresented populations. As a result, a request for support in
this goal is appreciated. The benefits to the local community may include a better
educated workforce, the development of more talent within the workforce, and
obtaining untapped resources. Also, programs that facilitate a pipeline to the
university may be created.
•

Internal Administrative (executive administrators, deans, directors, mid-level
managers). Depending on the audience either a memorandum or meeting may be
held.

The explanation regarding the push towards recruiting more

underrepresented students may help the staff and faculty gain insight into where
the institution is headed, the impact this goal may have on resources,
opportunities to mentor new students, and increase dialogue, workshops, and
training sessions about culture.
•

External Community (community at-large, media outlets, civic and social
groups, social organizations. Various methods may be used to communicate the
institutional initiative. They can range from information sessions, social events,
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community meetings, press releases, or program collaborations.

Part of the

message shared to these stakeholders by the CDO and his or her staff is that
diversity is appreciated and welcome on campus and that assistance is needed
advancing that objective.
•

Internal Community (staff and faculty not at the executive or senior-level
administrative and students).

The message shared may inform the internal

community of the relevance of the new initiative, ways they can assist in ensuring
that the plan is successful, and the potential benefits that will come from adopting
the goal. These can include, but are not limited to having more available
resources, different course options, professional or personal development
opportunities or a chance to further discuss where the institution is headed. The
use of memos, mixers, state of the institution addresses, town hall meetings, and
announcements in classes may help in publicizing the intention of the Chief
Diversity Office.
In most instances this study indicates that there appears to be a dualistic
internal/external approach to implementation, but generally the data shows that each
university will lean towards one of the two methods to incorporate a value into the fabric
of the institution. The researcher also discovered that a model for implementation can be
developed from looking at the strategic priorities for each school and the CDO’s
portfolio. Using the data from these findings, the researcher is able to illustrate that a
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four pronged effort is used to help guide a value becoming institutionalized. Figure 7
illustrates this point.
Figure 6: Value Integration Model

Source: Lowery, 2011

In looking at the flow of the Value Integration Model (VIM), the researcher found
that the tipping point for the process of making a core value part of the institutional fabric
requires the examination of a critical factor that will significantly impact the campus
climate. University leadership then determines whether the critical factor warrants being
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addressed at that time. If it is determined that the critical factor does not need to be met
at that time, then the process for implementation ceases. Alternatively if it is determined
that the external factor must be dealt with, the process moves onward and necessitates a
decision as to which office will oversee that implementation. Once the office has been
selected or developed, the execution for making the core value part of the institution
begins a four pronged course of action. The four pronged course of action includes
disseminating any messages and initiatives to the internal and external leadership as well
as the external community at-large and internal campus community. One CDO shared
the following insight:
It is key how you communicate what you do, it creates buy-in and
resources can be secured. It also spells out what you need from your
strategic partnerships, as well as what you will give your strategic
partnerships. Usually the office of diversity won’t have the staff or
resources to get the job done. You must have assistance from enrollment
services, student affairs, development office, communication, academic
affairs. You must also have a partnership with academic offices, deans,
department chairs, which will help you get in with the faculty. Those
entities can create buy-in with the faculty – faculty must see you as a
partner and not as a watch dog.
The same CDO further noted:
It is critical for a CDO to create partnerships to be successful in the CDO
role. Another important item for a CDO to do is partner with the
community. The university is there to serve the community, corporations,
school district; those are the ones you want to help create successes for
CDO. You will reach the community that is forgotten because you may
not meet the requirements – so it is key that the diversity office takes a
leadership into partnering with the community especially for communities
in need. Partnerships usually don’t have a lot of resources. With
President Barack Obama, hopefully some more sources will come our
way. If you reach out to people, they will reach out to help you as the
CDO and the CDO office.
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A President shared:
Well I guess to me, the goal of diversity is to celebrate difference between
people and offer an environment where everyone feels welcome. I think
that a chief diversity officer has an obligation to make sure there are
plenty of messages on campus for students to find other students like
themselves. I think it is an equally important opportunity to open
everyone eyes to viewpoints that are different from their own. What a
failure [for the institution] if a student leaves without understanding
difference and appreciate it. If that happens, we haven’t challenged them
to understand others or themselves, to engage with other students, or make
others feel welcome. A CDO leaves the institution enriched.
Based on the information provided, the researcher was able to establish a pattern of how
diversity may be implemented as a core institutional value. The investigator can now
address last question in the study.
RESEARCH QUESTION 4
How does a Chief Diversity Officer measure that diversity is becoming an
institutional value?
MEASURING SUCCESS
The answer to this question varied slightly among the CDOs that were asked. All CDOs
queried agreed that assessment of institutional diversity initiatives is essential to making
the efficient functioning of the campus and to making the campus culture more inclusive.
Furthermore, the assessment outcomes can assist senior administrators in obtaining
additional resources and illustrate that the diversity strategies are working. However, no
specific protocols were shared. In reviewing the documentation in strategic plans, the
website, and information shared from the questionnaire it can best be determined that
CDO’s can will employ a variety of methods to assess the diversity initiatives. These
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methods can range from the use of surveys, attendance checks, faculty and departmental
evaluations, annual reports, and interviews. Conversely, CDO administrators can also
revamp diversity initiatives that are not meeting specified outcomes.
However, the assessment of many diversity initiatives requires a longitudinal
approach. One reason for this stems from the understanding that change occurs over
time. This is especially evident where a major shift or addition to institutional practices
is occurring. Another reason is that most Chief Diversity Offices were implemented
fairly recently and are in varying stages of facilitating strategic goals.

Table 25

demonstrates the varied responses the researcher received when questions 10 and 11 were
asked in the CDO questionnaire.
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Table 25: Campus Culture Adjectives (CDO Questionnaire – Question 10)
TAMU

Institution

Adjectives
describing
culture
Pre-CDO
position

No response
given

Adjectives
Currently
describing
culture
With CDO
position

“I have been
in this
position
since July
20, 2009, so
it’s a little
early to
report as the
diversity
report takes
root, we will
assess the
climate”.

TTU

UT

UT Dallas

UH

Complacent

Skeptical

Static

Hopeful

Under-realized

Determined

“Lacking
engagement
in matters of
diversity.”

No CDO,
President
declined to
participate
in the study

“All from the
president,
academic
units, student
and staff
organization
are engaged
in many new
programs
supporting
the mission of
the diversity
office.”

No CDO,
President
declined to
participate
in the study

Dynamic

Welcoming

Institutionalized

Inclusive

Appreciated

Skeptical

When further probed to determine how the strategic initiatives (see research question 3)
were to be assessed, the CDOs reported a variety of answers. Table 26 displays each
CDO reply.
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Table 26: How Strategic Priorities Are Measured
(CDO Questionnaire – Question 11)
TAMU

TTU

“University
diversity plan
– with reward
to units who
are advancing
the priorities
of the plan”.

“The areas
will assign
specific
metrics and
goals that will
be used to
define
outcomes for
each of the 4
categories”.

UT

UT Dallas

UH

No specific
response was
given.
However, an
annual impact
is complied
and
distributed.

No specific
response was
given.
However, an
annual report
on strategic
initiatives is
given each
year.

Strategic
initiatives are
listed on
website as
well as the
campus
master plan –
no specified
method is
listed for
assessment.

The data listed above can lead to an assumption that assessment of diversity
initiatives may undertake a more qualitative than quantitative approach initially. In short,
the researcher learned that assessment for diversity outcomes begins with timely
conversations with various constituents to ensure that an inclusive environment is being
promoted. Follow-up with each unit, department, or individual coupled with support
from the CDO and his or her team is paramount to the success of those strategies.
Additionally sharing what changes are occurring throughout the institution also helps to
create buy-in and builds momentum towards further change. Over time, numerical data
can be obtained to provide additional support for and said goals and objectives. Though
specifics for assessment were not listed by the CDO’s at the time of this study, the
researcher assumes that within the next two to three years survey data and rubrics will be
available for review.
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SUMMARY
Chapter four presented the findings for the five institutions reviewed in this study.
The study looked at how the concept of diversity is being made an institutional value.
This chapter was divided into two sections that helped to guide the reader through the
findings and subsequent themes that emerged from the findings.
provided the context for the study.

The first section

The second section of the chapter explored

administrators’ responses to the four research questions. Chapter five will provide the
conclusions, implications, and recommendations for further study based on the findings
from Chapter four.
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CHAPTER FIVE: DISSCUSION
The desire to establish opportunities for equity and access to members of minority
populations has prompted chief executive officers and other senior leadership to institute
and promote a welcoming environment for all on their campuses. According to Tierney
(1997), a critical challenge for academe is to serve a public purpose by championing
diversity and full participation for all. Previous research shows that an increase in the
need and respect for diversity on university and college campuses is touted as a benefit
that will increase workforce skills, enhance student learning, and provide a means for
people to interact with others who are seemingly different from themselves (Tierney,
1997; Duderstadt, 2000; Terenzini, Cabrera, Colbeck, Bjorklund & Parente, 2001;
Arnold, 2006).
PURPOSE OF THE STUDY
The purpose of this dissertation is to analyze how senior leadership in charge of
addressing inclusion efforts on campus is making diversity an institutional value.
Additionally, this dissertation will examine the difference between the role of the CDO
and the role of the MAC (if applicable) at five similar public institutions in the state of
Texas.
SIGNIFICANCE OF THE STUDY
In order for any institutional change to be effective, senior leadership must ensure
that all of their constituents have a concrete understanding of the institutional mission and
organizational changes, as well as any new focal points the institution is undertaking.
Moore (2005) noted that the term diversity is the new catchphrase that institutions of
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higher education are including in their strategic planning. However, because the concept
of diversity and any policy changes related to diversity encompass a variety of meanings
to each person, it is critical that administrators communicate exactly their definition of
diversity and the parameters that policies related to diversity will include. It is also
critical to understand the role of a Chief Diversity Office and a Multicultural Affairs
Office (if applicable). This understanding will assist in developing mission statements
and setting strategic goals. If that clarity fails to be established, effective implementation
of any new policies can be impeded. This study is significant because few studies have
explored how Chief Diversity Officers (CDOs) undertake making diversity an
institutional value. Additionally, administrators looking to incorporate a Chief Diversity
Office on their campus can understand the value of the position, the role of the position,
and methods to assess how diversity becomes a core value.
RESEARCH QUESTIONS
The following questions guided the research to achieve the objectives of this
study:
1. What institutional and societal factors contributed to the establishment of the
chief diversity office and the position of the chief diversity officer?
2. How is diversity being made a core value at institutions of higher education?
3. What is the difference between the role of the chief diversity office and the role of
a multicultural student services office?
4. How does the chief diversity officer measure that diversity is becoming an
institutional value?
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METHODOLOGY
This study was conducted using a qualitative research methodology. Strauss and
Corbin (1998) describe qualitative research as “any type of research that produces
findings not arrived at by statistical procedures or other means of quantification” (p. 1011). Qualitative inquiry is beneficial in helping the researcher discover meaning through
the investigation of phenomena (Mertens, 2005). In looking at the emergent trend of why
Chief Diversity Offices are being created and what his or her role is, a case study is
suitable in extracting that information.
The researcher used a multiple site case study approach to examine five similar
public research universities in Texas that had recently added Chief Diversity Officer
positions to the institution. A qualitative multiple site case study approach was selected
to obtain information on how senior leadership in charge of diversity initiatives
transforms the culture into a more inclusive and welcoming campus environment. Tellis
(1997) explained:
Case studies can be single or multiple-case designs. A multiple design
must follow a replication rather than sampling logic. Multiple cases
strengthen the results by replicating the pattern-matching, thus increasing
confidence in the robustness of the theory. (¶ 17)
There are 34 publicly state-funded institutions in the state of Texas. The five universities
that were selected for this study were chosen purposefully and realistically. The criteria
that was used to select a university were: 1) a state-funded institution, 2) the institution
had already obtained tier one status or sought tier one status, 3) had created a Chief
Diversity Office within the past five years or maintained an active commitment to
educating a diverse population, 3) the President showed commitment to building an
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inclusive environment, and 4) the school had a minimum combined undergraduate and
graduate student population of 14, 000.
For this multiple site case study, the researcher obtained data using a
questionnaire, semi-structured interviews, follow-up questions, and Web site and
document review, to assist in the triangulation of the data. The questionnaire sent to the
Chief Diversity Officers and the semi-structured interview questions used for the
Presidents for this study was adapted from David’s (1998) study regarding The Role and
Functions of Diversity Affairs Centers’ Chief Personnel Officers at Public Universities in
Texas.
The personnel surveyed or interviewed for this study were identified as either the
Chief Diversity Officer or President. Because five universities were identified to take
part in the research, the investigator assumed that the number of participants would equal
ten. However, one institution at the time of this study did not have a Chief Diversity
Officer. Therefore, a total of nine participants (four Chief Diversity Officers and five
Presidents) were sent requests to participate in the study. Noting the timeliness and
significance of this study, all four Chief Diversity Officers accepted the invitation to
complete the study questionnaire. Initially, three of the five Presidents agreed to take part
in the study. After several attempts by the researcher to schedule a time to conduct the
semi-structured interview only one President fulfilled that request.
RESEARCH QUESTION 1
What institutional and/or societal changes contributed to the establishment of the
Chief Diversity Office and the position of the Chief Diversity Officer?
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Many areas within the United States are steadily moving into a majority-minority
demographic state. This change facilitates both increased access to higher education and,
consequently, an increase in the number of people who can obtain a four-year or
advanced degree (Donovan, 2003; Milem, Chang, & Antonio, 2005; Ward, 2009) .
Furthermore, with the influx of more women, international students, first-generation
college students, and openly “out” gay/lesbian students attending post-secondary schools,
many campus officials are taking heed of this variegated collegiate landscape.

As

institutional demographics continue to change, it is important for senior-level
administrators to take those changes into consideration, since plans for new programs,
research opportunities, and hiring practices will emerge based on the needs of the new
demographic population. Moreover, maintaining a welcoming environment for all can
help advance institutional retention and recruitment efforts in a positive manner. As the
need for a well trained workforce continues to expand, it is essential that faculty, staff,
and students understand how to interact effectively with others who may have a different
backgrounds and life experiences.
Such initiatives also connect to schools’ fundraising efforts and ability to forge
strategic partnerships both politically and economically. This is important to note,
because funding at the state and federal level for education is declining and in many cases
is causing a budget shortfall for state-funded institutions. As this problem continues to
unfold and present new concerns for administrators, being able to be forward thinking
may well create options that will help to alleviate some, if not all, of that shortfall. Given
the crucial role rankings play in institutional ability to attract the best and brightest
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students, faculty, and staff, universities must have the necessary resources and
opportunities in place both to stay financially solvent and to improve their rankings.
However, it is also essential to understand that the current economic situation may elicit
budgetary cuts for some school initiatives. In most instances, because of the value that is
placed on the significance of diversity appreciation and marketability of a culturally
competent workforce, administrators will find creative ways to still maintain this core
value in institutional policies, procedures, and trainings.
RESEARCH QUESTION 2
What is the difference between the role of the Chief Diversity Office and the role
of a Multicultural Affairs/Student Services Office?
With the advent of the Chief Diversity Office and position, many administrators
have implemented strategic diversity initiatives to help shift the campus culture to
become more inclusive for its constituents.

Quite often many schools have had a

Multicultural Affairs Office in place for several years prior to the creation of the CDO
position and office. In some instances, staff, faculty, and students believed that the
Multicultural Affairs Office, along with other specialized departments or units (i.e.
Women’s Studies, Gender and Sexuality, Disability Services, TRIO etc), was meeting
both the needs of diverse constituents and educating the masses about the history, culture,
and concerns of those groups in which the office was serving.
Many employees also assumed this office sufficiently created and maintained a
welcoming environment for all. Although the Multicultural Affairs Office and other
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specialized departments and units continue to help meet those goals, many employees do
not understand the distinct difference between that role and the role of a CDO and his or
her office. Though the Multicultural Affairs Office and other specialized departments or
units can assist the campus culture in becoming more inclusive, the office is not
responsible for incorporating diversity initiatives throughout every institutional
department.

Nor can a Multicultural Affairs Office directly impact antiquated or

unintentional exclusionary practices or policies. This is due in part to the rank and title
that the position holds in the organization and also because the position typically does not
serve on the president’s cabinet. Nevertheless, the office can impact those individuals
who might not otherwise be directly connected to a CDO or his or her personnel. It is
with this understanding that the Multicultural Affairs Office should be at least one of the
offices in a CDO’s portfolio.
RESEARCH QUESTION 3
How is diversity being made a value at institutions of higher education?
The question posed by this researcher led to a variety of replies by the
respondents. These replies guided the researcher toward creating a model that illustrated
how CDOs in this study are able to make diversity an institutional value.
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Figure 7: Value Integration Model

To outline the flow of the Value Integration Model (VIM), a Critical Factor (CF)
typically evolves over time or presents itself in such a powerful manner that university
leadership must take a stand and decide whether the CF will significantly impact the
campus community either in a negative or positive way.

If university leadership

determines that the CF will not have a significant impact, then the process for integrating
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a value will cease. If university leadership determines that the CF will have a significant
impact on the campus community, then the process for integrating a value continues. The
next step in the VIM allows for an office to be chosen that will oversee the method(s) in
which the value will become integrated in the institutional culture. Once that office has
been determined, the course of action can then follow a four-pronged process. However,
since the sample size for this study is small, that assertion cannot be generalized.
Additionally, the researcher also notes which method the CDOs interviewed for this
study did utilize for their specific institution. Those differences are bulleted below.
TAMU
This CDO has oversight over the International Programs Office and serves on the
Chancellor’s Diversity Council. The CDO also serves on one local community board
(NAACP). The strategic initiatives for the institution are accountability, climate, and
equity. According to the questionnaire for this study, the CDO is involved in some
retention efforts and oversees a significant number of administrative functions. Based on
the information provided, the method for integrating diversity as a value at this school
seems to be heavily focused on the internal administrative and internal community. This
particular focus may stem from the very specific and embedded culture of the institution
that has been in place for over 130 years.
TTU
The CDO has oversight over the Cross Cultural Advance Center, Mentor
Program, Institute for Advanced Learners, Upward Bound, community engagement,
Support Operations for Academic Retention, the Learning Center, Excel Program,
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academic testing, Transfer Program, Tutoring Center, University Interscholastic League,
Center for Undergraduate Research, and the Chess Institute. The CDO also serves on a
total of 22 internal and external committees. The strategic initiatives for the institution
are enrollment growth, increased research and expansion of creative scholarship,
obtaining tier one status, and strengthened community outreach. This CDO is involved
in student recruitment, retention, and administrative functions.

The CDO is lightly

involved in institutional orientation. Integrating diversity as a value at this school seems
to be focused on sharing the message to all four constituents at the same time (external
administrative, internal administrative, external community at-large and internal
community).

This particular focus may stem from the function that the institution

provides for the locale in which it resides and the objective of developing into a tier one
school.
UT
The functions for this CDO include oversight over a mental health foundation,
University Interscholastic League, a university-sponsored elementary school, Diversity
Education Institute, Gender and Sexuality Center, Multicultural Information Center,
Disability Services Center, outreach centers, intellectual entrepreneurship, Equal
Opportunity Services, pre-college youth development, academic success initiatives,
school partnerships, and community engagement. The CDO also serves on a total of nine
internal and external committees. The strategic initiatives for the institution are to attract
and retain the best faculty, attract a diverse and talented student body, and facilitate a
robust research enterprise. The CDO is heavily involved student recruitment, orientation
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to the institution, retention, and administrative functions. As a result, the method for
integrating diversity as a value at this school seems to be focused on the messages given
to all four groups concurrently (external administrative, internal administrative, external
community at-large and internal community). This particular concentration may stem
from the outward focus to build strategic partnerships and garner more research
opportunities.
UT Dallas
This particular CDO oversees faculty diversity, the Multicultural Information
Center, community engagement, and a Women’s Center.

The CDO also serves on

several internal and external committees, one of which is the city’s Hispanic 100 group.
The strategic initiatives for the institution are to enhance diversity; enhance retention,
promotion, and graduation; improve the internal climate; celebrate culture and diversity
and improve communication; and integrate diversity into the academic curriculum. The
CDO is heavily involved in student recruitment, retention, and administrative functions.
Integrating diversity as a value at this university seems to be focused on building
consensus internally first before focusing on the external administrative and community
message that is shared. This focal point may stem from the institution being heavily
student and employee focused.
UH
The researcher does not have any information to share regarding a CDO because
the school does not currently have a CDO. However during the latter part of 2010, the
institution posted a position for a vice president overseeing affirmative action. At this
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time it cannot be determined if the position will also oversee the institution’s diversity
initiatives.
RESEARCH QUESTION 4
How does a Chief Diversity Officer measure that diversity is becoming an
institutional value?
The general consensus amongst the CDOs is that assessment is vital to
demonstrating the success of or modifications to the institution’s diversity initiatives.
Cranton and Legge (1978) suggest, “The primary function of evaluation is to make some
judgment about the value or worth of a phenomenon” (p. 464). Without concrete data to
explain where the campus was and where the campus is headed, some campus
stakeholders may remain cynical regarding a CDO’s contributions to the institution.
Their cynicism may stem from a belief that all change should occur quickly. Since they
cannot observe tangible change taking place, the allegation made is that change is not
occurring. Though their perspective is acknowledged, campus stakeholders hoping to see
rapid change may not recognize that transforming an institution’s culture takes time,
energy, and commitment.
All CDOs interviewed for this study agree that the most influential data is
gathered longitudinally. One example of datum that can illustrate this point effectively is
retention and recruitment rates of underrepresented populations. Over time a case can be
formed that specific interventions related to diversity have been helpful in shifting those
numbers in a positive direction. The CDOs questioned in this study did not share which
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techniques would be used to gather facts and figures. In reviewing individual Web sites
and other documentation available on the offices, the researcher noted that departmental,
programmatic, and faculty evaluations were one method listed that could be utilized in
assessment of the diversity office. Additionally, each CDO did mention that employees,
programs, and units would be measured against certain performance metrics. These
metrics would be developed from the University’s diversity plan of action. Further, each
CDO agreed that creating and disseminating an annual report is a valuable tool in
introducing the purpose and role of the office. In subsequent years, this report can be
used to show what progress is being made.
MAJOR FINDINGS
This study revealed some findings regarding CDOs and their ability to incorporate
diversity as a core institutional value. The first finding is that in order to begin the
process of making a value an integrated part of the university requires a commitment
from the President and Board of Trustees to move forward in that goal. Once that
commitment is garnered, recruiting and hiring a person to manage that initiative is critical
to its successful implementation. Furthermore, sufficient budgetary allowances must be
allocated to the office. Prior to the formation of the office, it is essential that the
President disseminates a message to the campus and community at-large of where the
institution is headed. A CDO can further that message by sharing periodic updates with
all the campus stakeholders as new initiatives are undertaken.
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The second finding indicates that CDOs ought to hold the rank of Vice President
or Vice Provost and participate in the President’s Cabinet. Additionally, the CDO should
also have a faculty appointment and oversee community engagement. By having status
as a senior administrator and faculty member gives credence to the position in the
administrative, student affairs, academic, and community sectors.
Finally, a CDO has four specific constituents that s/he must utilize for a value to
become ingrained in the institutional framework. These campus stakeholders include
administrators, staff and faculty, students, and community members. Any initiatives
associated with the value require that a message be shared often regarding the value.
While sharing that message is crucial, any new policies, procedures, programs, or newly
formed departments must also reflect that value in some way. Over time, the value will
be transformed into a core belief and practice.
RECOMMENDATIONS FOR FURTHER RESEARCH
The main focal point of this study was to explore how diversity is being made into
a core institutional value. Though the participant list is small, meaningful information
was shared about how that process unfolds at the five institutions included in this study.
Given the size of this study, replicating this study with a higher participant number and
using either a mixed-methods or quantitative methodology may yield generalizeable
findings regarding how diversity is made into a core institutional value.
A second area for further research is to determine how CDOs navigated a
pathway to their current roles. This particular study could be useful for individuals who
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are interested in pursuing a position as a CDO. Another component to this study would
be to review the ethnic, racial, and gender breakdown of the CDOs. This area of interest
may lead to a better understanding of who seeks out CDO positions and what attributes
institutional leadership may search for when hiring for the position.
A third futuristic study may focus on how transformational change occurs on
campus. By administering institutional surveys, talking with staff, faculty and students,
the researcher can establish guidelines that illustrate a paradigmatic shift in the campus
culture. These findings may be useful in the assessment of policies or procedures that are
geared towards bringing about change.
Finally, another area of further research would be to examine the budgetary
allocations for Chief Diversity Offices and assess how those align with the strategic
initiatives for diversity. More specifically, does the amount of money allotted for each
initiative equal greater or lesser success for implementation? This specific slant can help
senior leadership determine exactly where the institutional priorities reside and whether
or not those priorities need to or should be adjusted. These suggestions for further
inquiry can be beneficial in helping Boards of Trustees, Presidents, Chief Diversity
Officers, and other campus partners maintain a culture of inclusion.
CONCLUSION
The term diversity is a broad concept that has become an integral part of many
college and university mission statements, vision statements, and strategic planning. The
demographic changes occurring throughout the United States helped motivate
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institutional administrators to show support for diversity initiatives in higher education.
Additionally, access to educational opportunities continues to increase for many
individuals, and many schools also have seen an increase in the number of international
students that seek to attend American colleges and universities.

As a result, many

institutions show a statistical increase in the number of traditionally underrepresented
populations on campus. This phenomenon can be seen in the student populations and the
staff and faculty ranks. Consequently, positions known as Chief Diversity Officers have
been established at institutions of higher education. These officers are charged with
taking the concept of diversity appreciation and integrating it throughout each realm in
academia. Although high-ranking administrators may be the impetus in incorporating
new ideas, policies, or procedures, by asking questions and seeking information it is the
employees, students and external community that help keep the high-ranking
administrators accountable to the university values. This checks and balances system
ensures that institutional commitment to core values is upheld.
The intent of this study was to examine how diversity is being made an
institutional value at five public universities. The CDOs surveyed for this study have
been in their current role for less than five years, and each has a minimum of one terminal
degree. Each CDO serves on the President’s Council, holds the title of Vice President of
Diversity, and serves on committees both within and outside of the campus community.
Furthermore, each officer oversees a portfolio of other departments and units that can
assist in the integration diversity within the structure of the school. Because of the
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individual campus dynamics, the CDO utilizes a variety of methods that will help
diversity become a core value.
The findings from this study suggest that in order for the CDO to be successful in
his or her efforts of transforming institutional culture, a high level of trust must exist
between the CDO and his or her direct supervisor. Part of that trust is shown through the
CDO having access to appropriate budgetary allocations and other resources which help
guide diversity initiatives.

That level of trust also illustrates to the campus and

community at-large that the CDO position is legitimate and possesses the authority to
cultivate change. This is distinctly different from a prior study which found that the CDO
and office were being used as a public relations campaign and not as an agent of change
(David, 1998).
Commitment to transforming institutional culture into becoming more inclusive is
a significant task and occurs over time. Though a CDO holds the primary responsibility
in overseeing that effort, commitment from other campus stakeholders is critical to the
success of each initiative. Because an organization is comprised of people from differing
backgrounds it is important to realize that creating a more inclusive environment has two
components: 1) enacting policies and procedures that encourage change, and 2) shifting
individual mindsets and beliefs to persuade others to create a culture that values the
contributions of every person.
As campus demographics continue to change and as workforce needs require
individuals to be culturally sensitive and respectful, it is imperative that exposure to and
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dialogue with other cultures is encouraged. Education has long been regarded as a means
to reshape beliefs and attitudes towards others (Brint & Karabel, 1989; American Council
on Education, 1995; Duderstadt, 2000; Bowen, Kurzweil, & Tobin, 2005). With the
advent of the CDO position, the integration of diversity as an institutional core value
becomes more embedded in a school’s framework each day.
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APPENDIX A: (SAMPLE INVITATION LETTER)
<Title> <First_Name> <Last_Name>
<Company>
<Address>
<City> <State> <Zip>
Dear <Title> <Last_Name>
My name is Tanya Lowery and currently I am a doctoral student at the University of
Texas at Austin. Recently, I received approval to conduct a replicated study entitled:
Making Diversity an Institutional Value in Higher Education.
As an administrator and advocate for diversity, you can provide important information
about the status, role, and functions of your position at a state university. As you are
aware, the demographic makeup of the United States is rapidly changing. Consequently,
the populace at institutions of higher education is also changing to reflect an increase in
attendance from women, people of color, and other underrepresented populations. As an
administrator you play a key role in directing efforts to make diversity an institutional
value. Your participation in this study can contribute to a limited body of knowledge on
how that important goal is accomplished.
Should you choose to participate, you will be asked to sign a consent form, complete an
online survey, and an interview to be scheduled at your convenience. The survey should
take approximately 15 to 20 minutes to complete and the interview will range from 30
minutes to 1 hour in length. My goal is to have all the data collected and ready for
review by December 1, 2009. Your assistance with this study is greatly appreciated.
The study will be used to gather information about your position and function as an
administrator for diversity at state universities in Texas. Please note, that because the
specific population for this study is limited, your participation is extremely important. I
will be in touch again very soon to inquire about your decision to participate in this study.
We sincerely appreciate your time and cooperation. I look forward to talking with you
soon.
Sincerely,

Tanya Lowery
The University of Texas at Austin
(512) 784-3567
llowery@austin.utexas.edu

Dr. Gregory Vincent, Dissertation Advisor
Department of Educational Administration
The University of Texas at Austin
(512) 471-3212
gvincent@mail.utexas.edu
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APPENDIX B: SEMI-STRUCTURED INTERVIEW QUESTIONS
1. Please tell me about your preparedness for the current office you hold.
2. How would you describe the reporting relationship between you and the
university administrative structure?
3. What would be your preference, if any, other than your present line of reporting in
the university administrative structure?
4. What are your major concerns about societal constraints or issues that you think
will impact your practice or the operation of your office in the next decade?
5. What is your budget and what authority do you have in making your budget?
6. What responsibility do you have to affect policy and obtain student scholarships
for minority, recruitment, and retention on campus?
7. Given your experience in diversity, how best do you think diversity affairs could
be structured or organized to serve every ethnic minority or other
underrepresented group on campus more appropriately?
8. How would you describe the support you get from other administrators on
campus?
9. If applicable, what other departments reside under your purview?
10. In previous research it was reported that some administrators of diversity feel that
they have more work than they have time for and fewer staff to work with. What
are your views regarding that statement?
11. What kind of impact do you feel that your office is having in regard to:
a) making the institutional climate more welcoming,
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b) recruitment of a diverse staff and faculty,
c) retention of underrepresented student populations, and
d) the preparation of a culturally competent workforce
12. What is the difference between a Chief Diversity Office and an Office of
Multicultural Affairs?
13. Are there any additional thoughts you wish to share about your role as President
or about the Chief Diversity Officer Position?
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APPENDIX C: CDO QUESTIONNAIRE

General Background and Demographic Information
1. Name of institution__________________________________________________
2. Title of your position ________________________________________________
3. Title of your office __________________________________________________
4. Position prior to assuming present position? ______________________________
5. Is this your first position as a Chief Diversity Officer? ______yes _______no
6. If no, how long have you been a Chief Diversity Officer?____________________
7. Do you hold a dual appointment (tenure or tenure track) as a faculty member?
_____yes ______no
8. If yes, what is your academic rank? _________Professor _______Associate
_______Assistant ________Lecturer ________Adjunct
9. If yes, in which department?___________________________________________
10. Gender: _______Female ________Male
Academic Preparation/Involvement
1. Please list what academic degree(s) that you have (most recent first)
Degree

Year Completed
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Institution Conferring

2. Please list any professional organizations you are a member of.
_____________________________________________________________________
_____________________________________________________________________
_____________________________________________________________________
3. Please list any community and non-profit organizations you are a member of.
_____________________________________________________________________
_____________________________________________________________________
_____________________________________________________________________
4. What on-campus committees do you serve on?
_____________________________________________________________________
_____________________________________________________________________
_____________________________________________________________________
5. Do you chair any committee(s)? _____ yes ______no
6. If yes, please list which one(s)
_____________________________________________________________________
_____________________________________________________________________
_____________________________________________________________________
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7. What is your relationship to the community at-large? Please check all that apply.
______Resource Person ________Liaison ________Mentor
_________ Consultant ________Recruiter (student & employee)
_________Other please explain___________________________________________
_____________________________________________________________________
Administrative Structure
1. Where are you located in the administrative structure of your university?
________ Academic Affairs
________Student Affairs
________Other (please specify)
2. What is the title of the person to whom you report?
_____________________________________________________________________

3.

Do you oversee any departments or offices? _____yes _______no

4. If yes, how many ____________
5. Please list them ____________________________________________________
____________________________________________________________________
____________________________________________________________________
____________________________________________________________________
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____________________________________________________________________
Historical Information/Mission
1. In what year was your position and/or office established?
__________________________________________________________________
2. Did your institution previously have a position relating to minority affairs?
______yes _______no
3. If yes, please describe________________________________________________
4. Does your institution have a mission statement which reflects a commitment to
diversity? _______yes ________no
5. Please state what your mission statement is:
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________
________________________________________________________________________
__________________________________________
6. Please explain how your mission statement aligns with the overall mission of your
institution. ________________________________________________________
___________________________________________________________________________
___________________________________________________________________________
_________________________________________________________
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PLEASE CHECK ALL FUNCTIONS THAT APPLY TO YOUR DESCRIPTION. IN THE SECOND
COLUMN, PLEASE INDICATE WHETHER OR NOT YOU CONSIDER THESE ACTIVITIES
APPROPRIATE.
Column 1

Column 2

1. STUDENT RECRUITMENT

Yes

No

a. send recruitment mailings

____

_____

b. attend high school visitations

____

_____

c. visit churches and communities

____

_____

d. participate in college fairs

____

_____

e. provide pre-admission advising

____

_____

f. seek recruitment assistance from

____

_____

2. ORIENTATION TO THE INSTITUTION
a. prepare for assessment testing

____

_____

b. provide special orientation

____

_____

c. provide peer mentoring

____

_____

d. develop a calendar of events

____

_____

3. RETENTION
a. schedule entrance/exit appointments

Yes
____

No
_____

b. provide student advocacy

____

_____

c. monitoring student progress

____

_____

d. represent student concerns

____

_____

e. ensure minority representation on

____

_____

local civic group
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all major governance committees
f. enhance the coverage of minority

____

_____

____

_____

____

_____

____

_____

j. serve as a student mentor

____

_____

k. teach classes

____

_____

a. needs assessment for program
planning

____

_____

b. budget preparation

____

_____

c. hire staff

____

_____

d. evaluate staff

____

_____

e. fire staff

____

_____

f. compose annual report

____

_____

g. serve on institutional committees

____

_____

h. serve as a community resource

____

_____

____

_____

student concerns in student newspaper
g. identify and train minority student
leaders
h. develop scholarship resources for
minority students
i. establish relationships with minority
alumni

4. ADMINISTRATIVE FUNCTIONS

for education
i. publish handbook on underrepresented faculty recruitment
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j. develop goals for the institution

____

_____

5. How many students are enrolled at your institution?________________________
6. What percentage of students enrolled at your institution are:
_______White
_______Students of Color
_______Women
7. How many faculty employed at your institution are:
_______White
_______Faculty of Color
_______Women
8. How many staff employed at your institution are:
_______White
_______Staff of Color
_______Women
9. What are your top 3 strategic priorities for the institution as a whole?
__________________________________________________________________
_____________________________________________________________________
_____________________________________________________________________
10. How will each of those strategic priorities be measured?____________________
_____________________________________________________________________
_____________________________________________________________________
11. In pursuing your top 3 strategic priorities, have you been met with resistance?
______yes ______no
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12. If yes, in what ways: ________________________________________________
_____________________________________________________________________
13. If applicable: Do you have information about what the campus climate was like before
you started the position? List 3 Adjectives _________________ ___________________
_________________
What is the climate like currently? List 3 Adjectives________________________
_____________________ ____________________

Are there any additional thoughts you would like to share regarding the Chief Diversity
Officer Role?
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