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Person-Centred Consulting
in a Changing World

Reintroducing the person-centred approach
into organizational consulting

through Person-Centred Systems Theory

Robert Waldl & Sylvia Karantani
PCE 2026 · 17th World Conference · Cologne
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Overview

1

Theory Carl Rogers · Jürgen Kriz · Person-Centred Systems Theory

2

Practice Examples from consulting practice

3

Questions Discussion · or more examples
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The Wrong Question

Functioning – or feeling?
“We decide this purely 
rationally.
No emotions, please.”

• pseudo-rationality
• feelings treated as noise
• feelings are information
• organizations function better when feelings can be read

Person-centred work belongs in organizational consulting.
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Carl Rogers and Organizations

La Jolla

encounter groups
workshops

Participants

corporate presidents
managers · leaders

1977

On Personal Power

Power

shared, not controlled

Who makes 
decisions?

Who controls 
whom?

Rogers wrote this almost fifty years ago.
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Named Organizational Projects

1944/45

USO

counsellor training
large non-profit organization

1967

Private school & college 
organization

Los Angeles
self-directed change

1970s

Human Dimensions
in Medical Education

medical schools
Eastern Virginia Medical School

Rogers did work with named organizations.
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Rogers influenced leadership theory

business leaders
contact · workshops · influence

• opened the door to organizations
• gave us the attitude
• gave us a theory of power

not yet a built practice
of person-centred

organizational consulting

The person-centred approach is strong in 
psychotherapy and counselling.

But in organizational consulting, it is almost 
invisible.

But today we can continue.
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Jürgen Kriz: Person-Centred Systems Theory

Person-centred

• the person
• subjective experience
• feelings
• meaning

+

Systemic

• patterns
• feedback
• self-organization

A map, not a template.
A map helps me see where I am.
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Four Process Levels

Feeling is not only inside a person.
It can appear as atmosphere, culture, and social climate.

4 · Society   climate of our time

3 · Organization   culture · leading affect

2 · Interpersonal   team · atmosphere

1 · Person   body · feeling · meaning
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How Change Happens

old order new ordermovement

Problems are often old solutions.

• they once made sense
• they became too stable
• pseudo-rationality is one of these old solutions

create conditions
for self-organization

When calculation is not enough, we have to sense.
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Our Practice Today
coaching · supervision · organizational development

Private person protected dyadic setting

Organization triangle contract

Understand the organization sufficiently:

·  Culture
·  Goals
·  Structure
·  Dynamics
·  Developmental tasks

Coach

Client
or Team O rganization

The triangle contract
We need a map.
Kriz’s Person-Centred Systems Theory.

(                                    )
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Part 2

Examples from Practice
Sylvia Karantani
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Example: The Exhausted Leader

“I just function.”

“I no longer know what I 
want.”

one exhaustion
read on four levels

Person body and feelings say no

Team every problem moves up

Organization old picture of leadership

Society turbulent market · pressure

This burden is not only yours.
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Rogers opened the door.
Kriz gave us the map.

Functioning – or feeling?
It was never a contrast.

Feeling is not the enemy of reason.
It is reason in embodied form.

It is time to build the field of person-centred organizational consulting.
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BACKUP

Example 2: The Numbers Are Fine

“The numbers are 
fine.”

• the atmosphere is heavy
• people are careful
• people do not feel heard

The atmosphere is information.

The numbers cannot give this information.

• add leadership coaching
• learn to read the atmosphere
• give the team more room

The numbers stay fine.
And the atmosphere becomes better.
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BACKUP

Example 3: A Culture of Mistrust

On the wall

Trust.
Openness.

In the field

mistrust
In meetings: yes.

In the elevator: the 
opposite.

What is the leading affect of this house?

• culture grew
• no change by announcement
• change the conditions
• mandate · development · time
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NOT TO PRESENT

Sources and Concepts

• Rogers: On Personal Power; On 
Encounter Groups
• Kriz: Person-Centred Systems Theory
• Gendlin: bodily felt sense and felt shift

• Damásio: somatic marker
• Schmitz and Böhme: atmospheres
• Schein and Ciompi: culture and affect logic

Note: for exact quotations from On Personal Power, check the original text.
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BACKUP · Our Practice Today (previous version)
leaders · teams · management groups

Formats coaching · supervision · organizational development

Foundation presence · empathy · congruence

Frame clear mandate · clear contract · clear frame

Instrument bodily sensing · atmospheres · cultures · leading affects

It helps us trust self-organization on all four levels.
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