


 

It is now commonplace to regard formal 
organizations as Complex Adaptive 
Systems. From this perspective, all 

forms of social institutions, such as business 
firms and government agencies, are viewed 
as aggrupations of large numbers of 
interacting individuals who autonomously 
and spontaneously adapt to each other’s 
actions and to changes taking place in their 
environments. This manner of interaction is 
similar to that observed among flocks of birds, 
schools of fish and crowds of people.

Like their counterparts in the biological and 
physical worlds, complex social systems have 
a number of distinguishing characteristics. 
Foremost among these is their extreme 
sensitivity to their initial conditions. This 
means to say that their behavior may fluctuate 
widely, depending on even the slightest 
variation from their original states, making 
them seemingly erratic and unpredictable in 
their working. 

The state of social systems at any point 
in time is the outcome of their past histories. 
They evolve through time in a manner that is 
best described as path dependent, and, by 
extension, irreversible, a process not unlike 
the evolution of plant and animal species.  

Because social institutions evolve along 
different paths, each organization is unique 
in all its relevant attributes and unlike any 
other in the same genre. It goes without saying 
that social systems cannot be made to revert 
back to any previous state, nor, for that matter, 
can they be projected a preferred future state. 
They pretty much have a mind of their own. 

This characteristic of social systems has 
important implications for the management of 
organizations, particularly on the management 
of change. Because each organization is one-of-
a-kind, courses of action that are appropriate for 
one organization are not necessarily applicable 
to others. In other words, choice criteria in 
organizations are context-specific and should 
not be regarded as universal in their application. 

Social systems have yet another unique 
characteristic that sets them apart from their 
counterparts in nature.

As they age, social institutions tend to 
fossilize and lose their adaptive capacity. 
Through time, they tend to serve the narrow 
interests of their dominant stakeholders rather 
than those of society as a whole. Compared 
to newly organized entities – or “start-ups” as 
they are called in the business world – long-
established organizations tend to lose their 
self-organizing character.

A Case in Point
 

The University of the Philippines (UP) 
represents what is arguably the greatest 
concentration of intellectuals anywhere in the 
region, and has the potential of being a truly great 
institution. However, these gifted individuals 
have tended to pursue their respective narrow 
interests in relative isolation from one another 
and, as a result, have failed to capture the huge 
potential benefits arising from networking and 
the sharing of complementary knowledge and 
information. They have failed to meld into a 
vibrant, cohesive and productive institution. 

As a result, UP has become an anomalous 
situation where the whole is actually less than 
the sum of its parts. Complexity Theory tells us 
that it should be the other way around. 

Whole communities, entire societies, and 
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many organizations, including government 
agencies, charitable organizations and 
professional associations, exhibit essentially 
the same characteristics, known among 
students of Philippine culture as the “kanya-
kanya” syndrome. Consequently, they become 
remiss in benefitting the constituents that they 
are supposed to serve.  

Managing Change in Organizations

Unlike their counterparts in the biological 
world, formal organizations are notoriously 
resistant to change. This is so because 
their structural configurations, governance 
mechanisms and cultural characteristics tend 
to be more and more deeply entrenched and 
institutionalized as they age. As a result, they 
lose their resiliency and become unresponsive 
to changes taking place in their environments.  

What, then, is an effective 
strategy for “managing” change in 

organizations? 

A novel approach to decision making 
developed by University of Chicago Behavioral 
Economist Richard Thaler provides a promising 
strategy for promoting change in organizations. 
Known as “choice architecture,” this method 
is one by which individuals are “nudged” to 
make choices that are beneficial to them and to 
their organizations. This is achieved by artfully 
limiting the number of alternative choices that 
are available to them, describing these options 
in a manner that is appealing, presenting them 
in a sequence that induces them to make the 
most beneficial choice that first comes to their 
attention, and by specifying the default option 
should they fail to make a specific choice. In this 
way, individuals make decisions “on their own,” 
with a minimum of instructions or directives 
from persons of authority.  

Choice architecture may also be implemented 
by purposely re-designing the organization’s 
hierarchical configuration, re-formulating its 
administrative mechanisms, and re-creating its 
culture in order to make it conducive to change. 

To make them more adaptive, formal 
organizations should be designed to have a 
number of basic characteristics. These include 
the following:

•	 Structural characteristics 

Structurally, formal organizations should 
be organized horizontally into few levels of 
authority and vertically into broad classes of 
problems or issues assigned to organizational 
members, rather than by function or technical 
expertise. In this way, strategic choices tend 
to be more timely because they are made 
by organizational members who are most 
knowledgeable and technically capable in 
dealing with the issues at hand and who have 
immediate access to relevant data, rather than 
by those who are in authority but who do not 
have the knowledge to deal effectively with the 
day-to-day problems faced by the organization. 
	
•	 Cultural aspects

To foster institutional change, organizational 
leaders must attempt to create a culture 
which encourages collaboration and sharing of 
knowledge and expertise among organizational 
members in dealing with problems and issues 
that are of common concern, rather than devote 
their resources and energies to further their 
parochial self-interests.  

•	 Governance mechanisms

An adaptive organization requires that 
individual members should be given a wide 
latitude of freedom in making decisions and 
not depend on orders or instructions from 
their superiors nor limited in their actions by 
restrictive rules and regulations. 

Finally, an essential component of governance 
mechanism is a performance and compensation 
system which rewards organizational members 
for their contribution to the achievement of 
organizational goals, rather than for their inputs 
in terms of time and effort.

(The article reflects the personal opinion of 
the author and does not reflect the official 
stand of the Management Association of the 
Philippines or MAP. The author is a Retired 
Professor of Economics and Management at UP 
Diliman. Feedback at <map@map.org.ph> and 

<nspoblador@gmail.com>).
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There is ChatGPT or GPT 4, but what is 
GPT anyway? It’s Generative Pre-trained 
Transformer which has the ability to 

perform natural language processing tasks, 
such as answering questions, summarizing 
texts and making term papers! Yes, this is 
the world of Artificial Intelligence or AI, and 
like the Promethean events in our lives—the 
industrial revolution, for example, we are 
now in a different world where an invention 
can be a tool or a weapon. It can be good 
and it can be bad.

How will we now deal with this given that 
in the business world, we have common 
concerns like asking people to write up 
something creative for our marketing, for 
example? Marketing and communications 
departments may do shortcuts to write 
something made by Chat GPT. How will we 
know if our people are truly competent or 
are using this new tool to impress us about 
their knowledge, which may be from a 
borrowed brain like AI?

In Human Resources, we may have 
performance evaluations written up by a 
robot. We may get reports from our field 
staff that they never wrote themselves. Yes, 
and as  Chat GPT may have better grammar 
than  some of today’s graduates, it can then 
also be a tool for MSMEs who cannot afford 
to hire additional staff to make marketing 

write -ups or copywriting. But beware that 
you, as the owner, will have to double check 
what this ChatGPT writes for you.

The more pressing concern is the use of 
ChatGPT or AI in schools. Students may no 
longer do research and just depend on this 
app to make their term papers, academic 
reports and other school requirements 
using word processing software. How will 
a teacher know if the work submitted was 
created from a student’s knowledge bank 
or from AI? How will a student develop his 
or her natural ability to create or write? 

So while we can use its features to make 
life easier for some, it can also be a concern 
for many as we enter this new age similar 
to the Industrial revolution, or the discovery 
of the printing press. Thomas Friedman, a 
noted columnist of the New York Times, 
described this period we are entering as 
Promethean—referring to the demi god in 
Greek Mythology named Prometheus who 
changed the way the other Gods were 
perceived.

Now, what bad things can ChatGPT help 
spread? It could be disinformation. Easily 
ChatGPT or similar apps can manufacture 
news and can also spread fake news. As 
it can create words and paragraphs in 
seconds, it can also translate the same 
simultaneously into languages, making the 
viral spread very fast and uncontrollable. So 
this is a matter of concern for geo-political 
issues as well as something as entertaining 
as who is dating who in Hollywood.

In this period, we all have to see how apps 
like these and how AI can be a blessing and 
a curse. I tried to check my name on Chat 
GPT and it gave me an Entrepreneur award 
I had never gotten! The written facts were 
75% correct, but could be improved. As a 
small entrepreneur, it may help me write up 
some facts but as a writer, it may not sound 
like how I would write. But definitely, for 
many MSMEs, it is worth looking into should 
you need a quick write-up for your website 
or your applications for various needs.

What worries me is the weapon side of it. 
As if we did not have enough issues about 
DISINFORMATION, here now is a quicker 
way to spread untruths. Here now is a 
way to really rewrite history or completely 
change it. “Take it with a grain of salt” as 
they say, but this time, we not only have 



to take grains but maybe pounds of the 
mineral to ward off fake news.

Maybe we should all go back to Creative 
Writing as an exercise to make us not need 
the app. We can also teach our people to 
stretch their minds and think out-of-the-box 
rather than depend on a robot to think for 
us. AI is good for intelligent cars, intelligent 
equipment and smart gadgets. But not for 
creativity.

As a business person, as a management 
professional think about how ChatGPT or 
GPT4 and the like can affect your business. 
Taking the macro point of view, think about 
how it can change the business environment 
you are in. Or think about how it can change 
governments. Truly there is an effect on 
how we used to do things and how we will 
do it now.

So while we look for what ChatGPT says 
about our business, we have to learn to 
wade through tons of misinformation, too. 
We have to be ready with improving our 
digital footprint or flood the internet with 
facts so our results will come out nearer to 
the truth. Robots or AI can only do so much. 
As humans, we can do more, and create a 
real world based on fact and truths.

It is time to write about ourselves if 
need be, if only to let AI pick up more facts 
about us. So, try checking on Google what 
has been written about your business or 
your personal details. Then ask ChatGPT. 
Chances are, you may also get an award 
like I did!!

In the meantime, everyone beware 
of this period we are entering, hopefully 
with eyes wide open. It’s a robot out there 
pretending to be more than just moving like 
a human. This one thinks (or so it thinks) 
like a human. Let’s all use it as a tool and 
not as a weapon.

(The author is a Vice Chair of the MAP 
Environment Committee. She is President of 
NextGen Organization of Women Corporate 
Directors (NOWCD), Founder of the ECHOstore 
Sustainable Lifestyle. Feedback at <map@map.

org.ph> and <pujuan29@gmail.com>). 




























