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Person-Centered Systems Theory
Person-centered systems theory , developed by Jürgen Kriz, explains how people make sense of 

themselves, others, and the world, by looking at multiple interacting levels of human experience. 

Four Levels of Human Processes
Interconnected levels that shape how people feel, think, and act. All four levels are active at the same time

a) Psychological Processes (personal, inner level where people interpret experiences, form meaning, evaluate situations, and reflect 

on themselves, emotions and thoughts)

b) Interpersonal Processes (face-to-face social interactions—families, couples, teams)

c) Cultural Processes (“toolbox” of language, norms, stories, values, and social rules)

d) Bodily Processes (Biological, emotional, and evolutionary foundations shape how humans perceive, feel, and act)
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Meaning Attractors
§ Stable meaning patterns
§ Can become rigid
§ Development = updating old patterns

Bottom-Up and Top-Down
§ Bottom-up: perceptions, emotions
§ Top-down: expectations, culture
§ Meaning = interaction of both

Complex Interaction
§ Human systems are non-linear
§ All four levels influence each other
§ Stress ↔ communication ↔ perception

Complementarity of Objective and Subjective Perspectives
§ Objective data is not enough
§ Subjective meaning is essential
§ Humans live in a combined lifeworld

Person-Centered Systems Theory
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The Challenge

§ Global teams struggling with misalignment & communication issues

§ Cultural differences causing conflict

§ High stress leading to reactive leadership

Combining Person-Centered Systems Theory & Business Coaching

§ Adds clarity to all different layers of peoples’ thinking & acting processes

§ Build stronger trust within teams
§ Provides confidence in navigating ambiguity
§ Facilitates systemic leadership

“Leadership today is not about managing complexity— it’s about understanding the human systems within it.”

Combining Person-Centered Systems Theory & Business Coaching 
to Help Executives Lead Complex International Teams
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Robert Waldl
Coach and Supervisor for Organisations

Personcentered Psychotherapist in Privat Practice,
former Trainer for Personcentered Psychotherapy
in Vienna, Austria
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My Clients:

Teams
Leaders
Management Teams
Owners of Family Businesses and their Families
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My Contracting Partners 

•Healthcare Organisations

• International Corporations

•Family Businesses
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Working for Organisations 
Means Working in a Triangular Relationship

1. Teams, Leaders and Management Teams

2. Contracting Partner
3. Coach, Supervisor
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Working for Organisations – 
Means  Working in a Triangular Relationship

Contracting Partner

Team Supervisor
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The coach's task is to understand the clients in a 
deep, empathetic way -
so that they too can better understand 
themselves and their situation.

To improve labor relations
To reduce stress and avoid Burnout
To reduce conflicts in the Team
So that they can pursue their goals
So that the work has meaning 12

12



28.07.26

3

How does a Personcentered Coach Work:

The most important factor in coaching
is an empathetic relationship.

Without a consciously lived relationship, there 
can be no coaching success.
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The coach's task is to understand the 
individuals, the teams, and their situation.

In Organisations the situation is shaped by 4 interacting 
levels:
1. the personal level
2. how the Teams work together
3. the conditions of the organization, 
4. and the influence of society.
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How does a Personcentered Coach work for 
Organisations
A consciously lived relationship is necessary here, but 
not sufficient. 
To understand the teams and their situation, a 
theoretical map is needed! Without the Map der Coach 
may be can stay empathic, but he /she will not be 
congruent any more - becouse he /she is lost
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In all Organisations I work for:

the conditions under which people work 

have changed dramatically in recent years — 
and they continue to change.
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Work today takes place under conditions 

more dynamic

more demanding, 

more unpredictable than ever before.

Leads to more stress and all kind of conflicts.
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VUCA: to describe conditions in organisations

Volatility

Uncertainty
Complexity
Ambiguity
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BANI: to describe conditions in organisations

Brittle, Anxious, Non-linear, Incomprehensible

We live and work in environments that are highly 
unstable, emotionally charged, and increasingly 
difficult to predict.
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Organizations — 

Companies public institutions, hospitals, universities, 
family businesses 
— all operate in this highly complex environment. And 
they face significant economic and social pressures.
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How does a Personcentered Coach 
work for Organisations

A consciously lived relationship is necessary 
here, but not sufficient.

To understand the teams and their situation, a 
theoretical map is needed!
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Person-Centered Systems Theory 

1. the personal level

2. the interpersonal level

3. the organizational level

4. and the societal–cultural level
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How does a Personcentered Coach work for 
Organisations

A consciously lived relationship is necessary 
here, but not sufficient.

To understand the teams and their situation, a 
theoretical map is needed!
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The Central Role of the Relationship

– the working relationship

– the alter-ego relationship
– the transference relationship
– the dialogue relationship
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Beginning the Coaching Process: 
Phenomenological Analysis
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The Person-Centered Systems Theory  as a Map:
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The Person-Centered Systems Theory as a Map:
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Thank You!
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