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Question and Answer with Roland J. Loup, PhD. 
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What have you learned when organization transformation does not work? 
 

Two major factors that contribute to the failure of organization change or 
transformation are organization culture and politics. I think that OD is based on 
a belief that people use power to benefit the organization; however, people 
many times use power to benefit themselves.  A person’s motivation and how 
he or she uses their position power greatly affects the outcomes of 
organization transformation. 
 
Political power is used primarily by an individual or group to benefit that 
individual or group, a constituency within or outside the organization, or in 
support of an ideology. The organization comes in second or third on the list of 

beneficiaries of the power.  Politically motivated decisions and actions can greatly affect the success or 
failure of organization change. My guess is that every experienced change management   consultant has 
stories of political expediency over what is best for the organization. 
 

Some questions this raises for OD and change management practitioners: 
 

 How do we diagnose possible political issues that can torpedo the change effort? What questions 
do we ask?  What do we listen for in our client conversations to become aware of the possibilities 
for political decisions overriding organizational welfare? 

 How do we inform/alert clients to the possibilities of political expediency over organization 
welfare?  

Story 1: I once was working with a factory and the plant manager was transferred and a new manager not 
immediately put in place. Some of those in the organization who aspired to the plant manager job began 
making decisions and taking actions to help improve his/her chances to get the position rather than 
benefiting the organization in the long run.   
 
Story 2: A colleague and I once worked with a state department of public health. The governor had 
appointed a new director of the department to transform how public health services were administered in 
the state and had pledged his full support for the effort. The new system was very controversial and as time 
went by the resistance to the change by some major constituencies of public health become stronger and 
more vocal. A major event in our consulting was a 3-day meeting of various constituencies in the public 
health department.  The governor was up for re-election in the coming year or so and it became obvious 
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that he needed to distance himself from this public health transformation to help with his re-election. 
Instead of attending the large-group meeting and supporting the transformation as promised, he sent a 
young lawyer from the governor's office who essentially lectured the group about public health and its 
current shortcomings in the state - no mention of the proposed system. His need for re-election overrode 
the organization change, the governor abandoned the change in order to help be re-elected. Without his 
support the proposed change died a slow death and the public health director left the position.   

 
How did you get into organization development?  
 
As many OD professionals in my age cohort, I slid sideways into OD.  My path was getting a PhD in Statistics, 
a 10-year career in line management and several years in hospital management consulting. I have little 
formal training in OD. My introduction to the field was through Ron Lippitt, a co-founder of the National 
Training Labs (NTL) in the mid 1950's, and Kathie Dannemiller, a major thinker and practitioner in the field.  
Both were among the original 50 thought leaders and practitioners in OD, and, lucky for me, lived in Ann 
Arbor where I resided when I was a novice. Each was incredibly generous with time and counsel. They were 
clear about their values, were well versed in theory and practice, had high standards of being client-focused 
in their work and constantly encouraged me to learn "why before how," develop my self-awareness, and 
take on challenges in the work.  
 
From 1986 - 2000 I was one of four partners at Dannemiller Tyson Associates. Our focus was consulting in, 
expanding our knowledge in, and documenting what we knew about Whole-Scale™ Change, an 
organization transformation process that was pioneered by Kathie Dannemiller and a few others in the 
early 1980's (for more information please see Whole-Scale Change: Unleashing the Magic In Organizations 
and The Whole-Scale Change Toolkit, which are available for purchase on the Dannemiller Tyson website). 
In the 1990's we focused on teaching this approach around the world through 25 - 30 workshops and 
consulting projects.  
 
Much of my practice has focused on strategy formulation and execution, which often demand major shifts 
in organization direction and culture. I have found that the major peril in most strategic planning efforts lies 
in the poor execution, rather than in the plan itself.  Peter Drucker's adage, "Culture eats strategy for 
lunch," has been borne out in my practice.  
 
Though these mentors are now gone, my apprenticeship continues. What I don't know dwarfs what I know 
and trying to widen and deepen my understanding of organizations and how to help them change keeps me 
seeking new insights.  
 


