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“Yes, problem-solving is important; the better solution-maker we are, the
brighter future we expect.

But we are not such good problem solvers for simple reasons: it is hard to
define a genuine problem.”

—In Meandering Sobriety (2024)
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Diversity, equity, and inclusion (DEI) policies and programs are important methods that can
reduce social inequality within the organization. They help detect and eliminate existing bias
or discrimination that hinders equal opportunities for all groups, as well as improve the
representation, status, and influence of historically marginalized groups, ensuring that all
employees feel supported and welcomed in expressing their authentic selves within the
organization (lyer, 2022). However, a significant amount of research has shown
inconsistencies regarding the impacts of diversity management practices on discrimination
reduction and performance enhancement (Nishii et al.,, 2018). DEI offices within
organizations are being shut down, while research and teaching activities are being scaled
back (Basken, 2024). The ongoing shuttering of DEI practices and the inconsistencies in
existing research highlight the need for new theoretical frameworks (Bernstein et al., 2020).
The current essay, thus, aims to provide a fresh view of the advantages and limitations of
DEI initiatives through the lens of granular interactions thinking theory (Vuong & Nguyen,
2024a, 2024b).

The granular interactions thinking theory is developed from the worldview and knowledge of
guantum mechanics (Hertog, 2023; Rovelli, 2018), mindsponge theory (Vuong, 2023), and
Shannon’s information theory (Shannon, 1948). According to quantum physics (Rovelli,
2018), all physical systems, including organizations, are formed through the interactions of
quanta at the fundamental level. Each quantum carries its own information that is defined
as possible alternatives. The theory of granular interaction thinking suggests that an
individual’s mind can be deemed as an information collection-cum-processor (Vuong &
Nguyen, 2024a). An organization is constituted by a group of people working together toward
a common goal or set of objectives, so it can be considered a collective mind, that is, a
larger information collection-cum-processor formed through the interactions of individuals’
minds. At the organizational level, employers and employees can be viewed as smaller sets
of information within the collective mind.

Quantum mechanics suggests that information within a system is finite. For a system (i.e.,
an organization) to sustain its existence, it must continually reorganize itself to adapt
through constant interactions with the external world. Only systems that can effectively
manage their correlations with the external environment—such as gathering, storing,
transmitting, and processing information—are able to survive, grow, and reproduce (Rovelli,
2018). As a result, managing information effectively to accomplish the goal is a prerequisite
for the existence of an organization (Vuong, 2023). For instance, the “bottom line” of a
business is making a profit through selling products or services; if it fails, it will cease to exist.

Diversity is generally defined as “the representation, in one social system, of people with
distinctly different group affiliations of cultural significance” (Cox, 1994), so people with
different group affiliations will have distinct sets of information and values. Compared with
that with low diversity, an organization with high diversity will eventually be constituted by
more distinct types of information and values. Such diverse sets of information and values
give the organization two main advantages.



Firstly, the information stored in the mind does not always accurately reflect reality due to
inherent limitations in input channels (e.g., sensory perceptions and measurement
apparatus, etc.) and processing capabilities (e.g., knowledge and data analysis) (Vuong,
2023). To better align its goals and operations with external reality, an organization must
optimize its internal processes (Nguyen, Le, et al., 2023). Embracing diversity provides the
organization with a broader range of information, insights, knowledge, and skills, enhancing
its optimization process (through broader perspectives, improved decision-making,
enhanced creativity, increased resilience, etc.). Second, diversity can facilitate the value
creation by offering a broader range of resources. According to granular interactions thinking
(Vuong & Nguyen, 2024b), values emerge from the interactions between information existing
within the mind and new information absorbed from the environment. A diverse group of
people not only contributes a wider variety of information but also can integrate and process
a broader spectrum of information inputs, increasing the potential for generating valuable
insights and innovations (Nguyen, Jin, et al., 2023; Vuong, 2022; Vuong et al., 2022).

It should be noted diversity can only provide a condition for the interaction to happen but
does not ensure it happens because the opinions and participation of minorities within the
organization can still be discriminated against and suppressed by the majority. For that
reason, equity and inclusion are necessary for increasing the probability that information
units provided by minorities can be used for the decision-making or value-creation processes.
Equity refers to the objective conditions of eliminating systematic disparities between groups
with varying levels of social advantage or disadvantage—such as wealth, power, or prestige
(Chin & Chien, 2006), while inclusion refers to how individuals perceive their involvement in
key organizational processes, including access to information and resources, participation in
work groups, and influence in decision-making (Mor-Barak & Cherin, 1998). An equitable
organizational environment facilitates the feeling of inclusion among employees, which
fosters their interactions with other members within the organization.

Nevertheless, besides advantages, DEI also has one major limitation: rising entropy within
the organization. To better understand this limitation, we can refer to Shannon’s formula for
informational entropy (or missing information) (Shannon, 1948):

HX) = = ) P(xp)log, P(x)

H(X) is the informational entropy of a random variable X with possible outcomes
{x1,%5,...,x,} and corresponding probabilities {P(x;),P(x;),..,P(x,)} . P(x;) is the
probability of the outcome x;. Each probability P(x;) represents how likely each outcome x;
is to occur. In this context, the variable X can be interpreted as an organization’s collective
mind, with i number of distinct sets of information (i.e., employees with distinct socio-
cultural backgrounds). Each set of information has its P(x;) probability to be maintained and
used within the organization. In other words, while the number of x; represents the diversity
level, P(x;) represents how the opportunities to contribute to the decision-making and value-



creation processes are distributed among the organization’s members. This formula
suggests that as the quantity of information units grows without clear differentiation and

prioritization, informational entropy will increase rapidly. It will peak when all information
1

units are considered equally important, that is when P(x;) = -

The higher the entropy is, the higher the amount of energy required to reduce the
uncertainty within the organization. An organization has a hierarchical or network structure
with defined roles, responsibilities, and authority levels to assign more probability to certain
members, which reduces entropy. However, the entropy within an organization with a similar
hierarchical or network structure but higher diversity and equity will still be higher than that
with lower diversity and equity. Meanwhile, all physical systems, including organizations,
have energy limits; specifically, streams of revenue and investments can be considered the
energy of an organization, and they are finite. Consequently, there are limits to the level of
DEI an organization can sustain.

Promoting and maintaining the DEI within an organization necessitates a significant amount
of energy investment. When the DEI is promoted but energy remains the same or
insufficiently invested, it can lead to the discarding of existing information units that are
deemed unnecessary or less important by the organization (Vuong, 2023). This could
explain why some diversity promotion policies and programs might inadvertently lead to
reverse discrimination against existing groups within the organization and negatively affect
the organization’s performance (Guynn, 2023; lyer, 2022; Nishii et al., 2018).

In general, implementing DEI policies and programs within an organization generally fosters
conditions for enhanced value creation and better adaptation to changing environments and
challenges. However, significant energy investment is required to maintain the organization’s
direction and operational certainty. To sustain DEIl and improve its effectiveness, it is crucial
that DEI policies go beyond merely increasing diversity and ensuring access to opportunities.
They must also focus on empowering a diverse workforce to contribute to the organization’s
success actively. When an organization succeeds in its operations, it can allocate more
resources (i.e., energy) to support DEI initiatives.

Moreover, the organization should cultivate a workplace culture that develops members’
adaptive cognitive processing and skills. Such a culture helps prevent exclusionary dynamics
(e.g., self-segregation, communication apprehension, stereotyping, and stigmatization) and
encourages proactiveness in inclusivity (Bernstein et al., 2020). This approach can
significantly reduce the energy required to maintain DEI efforts, making the practices more
sustainable in the long term.
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