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PROCESS CONSULTATION AND

THE PERSON CENTERED APPROACH
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Carl Rogers and Edgar Schein are two
psychologists who have worked extensively on
the subject of how to help change take place.
Each has worked on both the process of
change and the philosophical foundations on
which the helping role is based. While each
has written in a different context - Rogers in
psychotherapy and Schein in Organization
Development - there are considerable parallels
between their respective approaches.

This paper explores the underlying philosophy
of the two approaches and outlines the
parallels between them.

CARL ROGERS:
APPROACH

THE PERSON-CENTERED

The person-centred approach to the helping
process, whether in psychotherapy,
counselling or education, is the creation of a
facilitative climate in which the client is able to
effect constructive change. It is also termed as
the non- directive approach and client-centred
therapy.

In the person-centred approach the therapist
provides the conditions for self-exploration in
a safe, trusting environment. This provides the
framework for self-initiated and self-directed
assessment to effect change of existing
behaviours, attitudes, thought processes,
values and habitual modes of coping.

"The individual has within himself or herself
vast resources for self-understanding, for
altering his or her self-concept, attitudes and
self-directed behaviour - and that these
resources can be tapped if only a desirable
climate of facilitative psychological attitudes
can be provided."

Roger believes there are three conditions
which constitute this growth - promoting
climate:

1) Congruence or genuineness

2) Unconditional positive regard - acceptance,
caring

3) Empathic understanding.

Congruence means the more the person in the
helping role is himself or herself (genuine) in

the helping relationship and not putting up a
professional facade, the more the client is
likely to change. If the person in the helping
role is in tune with his or her feelings, there is
congruence between what the person is
feeling and thinking and what is being
expressed to the client.

Unconditional positive regard means a non-
judgemental, non-possessive, accepting
attitude towards how the client is, at any given
moment, so that the client feels safe to
explore difficult personal issues.

The third condition is empathy - the quality of
presence and listening by the person in the
helping role. With empathy, the therapist
senses accurately the client's feelings and
personal meanings, and is able to enter the
client's inner world in such a way that the
client experiences the therapist as genuinely
able to understand him or her. At the same
time the person in the helping role remains
outside the experience of the client.
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The person-centred approach places great
emphasis on setting a facilitative climate
whereby the client experiences non-
judgemental listening and empathy from the
counsellor.

Therapists rarely ask questions, make
diagnoses, provide interpretations or advice,
offer reassurance or blame, agree or disagree
with clients, or point out contradictions.
Instead, they let clients tell their own stories,
using the therapeutic relationship.

The therapist listens without trying to provide
solutions. The therapist creates an
atmosphere in which clients can communicate
their feelings with certainty that they are
being understood rather than judged.

It is non-directive. The therapists allow clients
to lead the discussion and do not try to steer
the client in a particular direction.

According to Rogers, this permissive approach
makes clients more aware of aspects of
themselves that they have been denying. It
helps free clients of the sense that they are
under the influence of forces beyond their
control.

Rogers maintained that we behave as we do
because of the way we perceive our situation.
"As no one else can know how we perceive,

we are the best experts on ourselves."

Rogers developed his theory based on his
work with emotionally troubled people and
claimed that we have a remarkable capacity
for self-healing and personal growth leading
towards self-actualization. He placed emphasis
on the person's current perception and how
we live in the here-and-now.

“If I am truly open to the way life is
experienced by another person...if | can take
his or her world into mine, then | risk seeing
life in his or her way...and of being changed
myself, and we all resist change. Since we all
resist change, we tend to view the other
person's world only in our terms, not in his or
hers. Then we analyze and evaluate it. We do
not understand their world. But, when the
therapist does understand how it truly feels to
be in another person's world, without wanting
or trying to analyze or judge it, then the
therapist and the client can truly blossom and
grow in that climate."”

Unlike other therapies the client is responsible
for improving his or her life, not the therapist.
This is a deliberate change from both
psychoanalysis and behavioral therapies
where the patient is diagnosed and treated by
a doctor. Instead, the client consciously and
rationally decides for himself what is wrong
and what should be done about it. The
therapist is more of a friend or counselor who
listens and encourages on an equal level.

Rogers believes that active listening,
respecting the other as a person,
acknowledging the other's right to be who he
or she is, helping the other to understand his
or her own strengths, weaknesses and
potentials and letting the other learn on own
conditions is the basis of the client centered
approach.

EDGAR SCHEIN - THE HELPING RELATIONSHIP
IN PROCESS CONSULTING

Schein believes that the Organization
Development (0OD) process of Process
Consulting is to help people in organizations to
help themselves. He defines process
consulting as a consulting model distinct from
expert (information  purchase) and
patient?doctor models.

Both the expert and patient-doctor models
focus on consultant as the solution prﬂuiden
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Process Consulting is putting the focus on the
client. Understanding that the consultant can
only help the clients to solve their problems,
consultation becomes a matter of establishing
a supportive relationship. Through the
relationship, the client comes to understand
the need and opportunities for change.

Schein believes that the essence in helping
relationship is the word "relationship”. That
the decisive factor as to whether or not help
will occur in human situations involving
personality, group dynamics, and culture is the
relationship between the helper and the
person, group, or organization that needs
help. Every interaction, beginning with contact
with a client is an intervention that
simultaneously allows both theclient and
helper to diagnose what is going on and that
builds a relationship between the two of
mutual trust, and caring.

Schein has put forth ten principles of a helping
relationship. These are guidelines that aid the
consultant when he is in a helping
relationship. They remind how to think about
the situation the consultant is in and not
prescribe what to do.

These principles are:

1. Always try to be helpful.

Without the genuine intention of being
helpful, it is unlikely that a helping relationship
is formed and that help will occur. in all human
relationships the intention to be helpful is the
best guarantee of a rewarding relationship
which leads to mutual learning.

2. Always stay in touch with the current
reality.

One cannot be helpful if one cannot decipher
what is going on in oneself, in the situation,
and in the client.

3. Access your ignorance.

The only way one can discover one's own
inner reality is to learn to distinguish what one
knows from what one assumes to know and
from what one truly does not know.

Accessing is the key : one must make an effort
to locate within oneself what one really does
not know. It is like scanning the inner database
and gaining access to empty compartments.

If a person truly does not know the answer,
then he/she is more likely to sound congruent

and sincere, when he/she asks about it.

4. Everything you do is an intervention.

Just as every interaction reveals diagnostic
information, every interaction also has
consequences for both the client and the
consultant. The consultant therefore has to
own everything in his/her scope to assess the
consequences, to be sure that they fit into the
goals of creating a helping relationship.

5. It is the client who owns the problem and
the solution.

The consultant creates a relationship in which
the client can get help. It is not his job to take
the client's problems onto his shoulders, nor is
it his job to offer advice and solutions in a
situation that he does not live in himself.

6. Go with the flow.

To the extent the consultant does not know
the client's reality, he/she must respect as
much as possible the natural flow in that
reality and not impose his/her own sense of
flow on an unknown situation. Once
therelationship reaches a certain level of trust,
and once the client and consultant have a
shared set of insights into what is going on,
flow itself becomes a shared process.
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7. Timing is crucial.

The introduction of the consultant's
perspective, the asking of a clarifying question,
the suggestion of alternatives or whatever else
he/she wants to introduce from his/her own
point of view has to be timed to those
moments when the client's attention is
available, The same remark uttered at two
different times can have completely different
results,

8. Be constructively opportunistic with
confrontive interventions.

When the client signals a moment of
openness, a moment when his or her
attention to a new input appears to be
available, it is important to seize those
moments and try to make the most of them. In
listening for those moments, the consultant
must spot areas in which he/she can build on
the client's strengths and positive motivations.
Those moments also occur when the client has
revealed some data signifying readiness to pay
attention to a new point of view.

9. Everything is a source of data; errors are
inevitable-learn from them.

No matter how well the consultant observes
the previous principles, he/she will say and do
things that produce unexpected and
undesirable reactions in the client. He/she
must learn from them and at all costs and
avoid defensiveness, shame, or guilt. He/she

can never know enough of the client's reality
to avoid errors, but each error produces
reactions from which the consultant can learn
a great deal about his/her own and the client's
reality.

10. When in doubt share the problem.
Inevitably, there will be times in the
relationship when the consultant doesn't
know what to do next, feels frustrated, and
gets paralyzed. In situations like these, the
most helpful thing he/she could do is to share
the "problem” with the client. Inasmuch as it is
the client's problem and reality is being dealt
with, it is entirely appropriate for the
consultant to involve the client in his/her own
efforts to help.

Parallels between Client Centered Approach
and Process Consulting in a helping
relationship

Comparison shows several parallels between
the two philosophies.

Rogers view is that to help, the therapist must
possess the qualities of congruence,
unconditional positive regard and empathy. All
these form the basis for a relationship of
mutual trust and caring. Such a relationship
then provides the conditions for self-
exploration in a safe, trusting environment.

Similarly, Schein believes that the relationship
of the consultant with the clientis the decisive
factor as to whether or not help will occur.

Relationship of trust and mutual caring to
form a facilitative climate with focus on client
underlies both approaches.

Schein in his principle "access your ignorance”
believes if you truly do not know the answer,
then you are more likely to sound congruent
and sincere when you ask about it.
Congruence to the situation in a relationship
is common to both approaches.

Person Centred approach provides the
framework for self-initiated and self-directed
assessment and change of existing behaviours,
attitudes, thought processes, values and
habitual patterns of coping of the client.
Rogers asserts that it is the therapeutic
relationship that helps the client find the
solutions to his/her situation. The therapist
does not own the problem.

The principle put forth by Schein:"It is the
client who owns the problem and the
solution”. The consultant creates a
relationship in which the client can get help.
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Rogers' approach is non-directive. The
therapist allows clients to lead the discussion
and does not try to steer the client in a
particular direction. This is the same as
Schein's principle of "Go with the flow".

Active Listening is a necessary aspect of Client
Centred approach. This is similar to Schein's
principle of "Be constructively opportunistic
with confrontative interventions." The
consultant seizes opportunities to build on the
relationship through active listening.

Conclusions

In this paper | have attempted to bring
together two traditions of the helping process.
While both disciplines work in different
arenas, they share some common
philosophies about facilitating positive change.

For both Rogers and Schein, their approaches
are wider and more fundamental than that of
providing a technique of how to work in a
helping role with individuals, groups and
organizations.

For Schein, process consultation is a
"philosophy of how to provide help to human
systems"; for Rogers, the person-centred
approach is a facilitative "way of being".

On reflection, despite different terminology,
the underpinning philosophical foundations of
both traditions are consistent with each other.

Process consultation provides a useful method
for working with complex task-focused
systems with person-centred values.

It articulates an approach that person-centred
practitioners can congruently adapt when
contracting to work on task-related issues to
bring about change.

However, Rogers has put forth qualities that a
therapist should possess in the change process
of troubled people. The relationship helps
clients to set a new paradigm to change the
perception of reality, given the vast potential
they have. This relationship is a one to one
change process.

Schein has put forth principles that aid in
process consulting. They remind the OD
consultant what to keep in mind while
engaging with the client. While these
principles also change the paradigm of the
client to set new realities, it is has a larger aim
of changing the paradigm in which the task
oriented organization exists. It is not in that
sense a one to one change relationship, rather
relationship(s) that influences many for
change. It emerges that the scope of both is

different.

Today, | hold the role of Head OD and Learning
for and organization . | am also the
Chairperson of the Internal Complaints
Committee.

In my roles | am responsible for change
interventions across the organization. | need
to engage with associates one to one, and also
in groups.

| have the qualities of positive regard,
congruence and empathy, but | intend to make
these gualities in me stronger. | also will keep
in mind the ten principles of process
consulting when engaging with associates.
Drawing from both Rogers and Schein together
will help me in achieving greater success in my
assignmenets.
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ON BEING OUR TRUE SELVES

People are just as wonderful as sunsets if you let them be.
When | look at a sunset, | don't find myself saying:
“Soften the orange a bit on the right hand corner.”

I don't try to control a sunset. | watch with awe as it unfolds.

Carl Rogers
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