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What happens when a passionaté/orkplace Happiness Advocate
starts working at a company Such anexpert may want to cross
development psychology and contemporary career philosophies wi
the company's values andperationsin order to bringhappiness at
work to centre stage.The result is a relatively unique HR philosophy

Howeverlet@ start fromthe big picture While most peoplewant their work to suit their lifestylgand
not vice versy their career to be limitlessand enriching and their lives to be balancednany
companies are still stuck anoutdated work cultureThey try to tie their employe€development to
companyspecificobjectives and hpe that people identify with the organisation 24/7.

Snce peopl@ career expectations have changgreversibly and this is confirmed by countless
research, then companiemre n a difficult situation. Thegan eithernot find suitable personnelor
people dor2stay with the companyor long,or they are dissatisfiedstressecandburnt out. The only

cure in a situation like this is to put yourself in your employsheesand think about the work culture,
challenges andelfrealisationthey need. And therput on the career advigs@ hat and start putting it
allinto practice.This is exactly the kind of approach that the Estonian software development company
Proekspert hasttempted in its HR development over the past four yeaasd successflyl. At the
Dream Employer @npetition, the healing circlephilosophy project was awardedirst place in the
businesscategory andecondplace inthe HR projecteompetition.

Professionabut modest

After | had taken a job @roeksper (this was nearly four years agaid theCEQMarko Sverdlikvas

introducing me to mynew colleagues|, eagerlyasked them what they did.RHE laconic answet got

was a ¢ S LINP@EDWasysiightlyperplexedbecause the happiness at work equatistiongly

dzy RS NI A y S amaini®oyhd ideyuaderétéding hlow we can make the world a better place. The
perplexity turned into astonishment KSy L 32 K2 Rmanfoths Plodksparha? ¥ L2 ¢ S
shot-and | realisedhey don't even talk about!it

Manufacturing lines, solar panels, cranes, heart monitoring equipment, banking engmnent
solutionsareall things that softwardad brought into life. Howevehe employees werguicker to be
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critical and modest than proud of themselvasisis relativelycommonplace in engineeririgecause
the work requires very high qualificatisrand the only acceptable outcome i @&xcellent one.
Unfortunatelyexcessive criticism has negativensequences. The energy in theganisation may turn
aggressivenew initiatives are gunned down arnmkople dor2dare to introduce ne ideas anymore.
They dor like talking abotithemselves much because th&@enothing to be proud of.Inside they
feel that things used to be better in the past. In the end, this may turn a company thathsunique
and creates high value into one that is fullditant and seltritical nerd.

Adoptingan adjusted version dhe American social psychologist apdychodramatist Ann E.Hale's
healing circle philosophwas supposed to change this patteifine healing circlgin other wordsthe
philosophy of season$as primarilybeenused in development psychology. The central idea is that
everyd a S I¢ Bag & clear migsn in promoting development and maintaining the wholé the full
development cycle is not covered then soonetater, problems ensudgor exampldf the adjustment

LIK I & Springd, @ Skipped, then the employee will not move on to the relationship creation phase
and just keep to themselveH.the relationship phase is skipped, then the employee neller get to
professional selfealisation.In order to maintain a balancee decidel to plan actiities into each
sector to help uschieve missiomelated goals.

Caring recruitment culture in @ing

Sring is always dedicated to a new beginning and adjustment. When new employees ooame t
organisationthey are in ring. Theyneed tme to understand where the&ye ended up and what's
expected othem, which requiresupport andencouragement. For the employthis seasonincludes
guestions like how do we see the labour market how visible are wewhat@ our recruitment
reputation, howwilling are people to come and work for us and how smooth i tin@nsition, how
quickly do they make the ganisatior® identity their own?

When we started this projed®roekspertwasmvery HAER( RS GUITS S2LP-CONFIOENT AFTER PETURNING FRoM NENTAL ADJUSTHENT
known on the labour market, but raén reputable in )
smalle circlesvhere people had prior exposure to the
company. The reputation was psitive, but the
company was unknown and that is by no means
good thing n a highly competitive IT labour market.

We startedwith openness to the IT labour markét/e
made an introductory video conceptualithg
interactive recruitment campaignswhich were
supposed to result in smarter engineers receiving
cool award at our officekor exampleinstead of using .
a regular job ad to findsoftware development o,
engineerswe used acomic strip with a hidderogics
task. All the candidate we met, even the ones we

didn@ conclude contracts with, received thorougl
personal feedback and recommendations to impro @
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The biggest change was introducing an induction programBedore the tell-tale sign that anew
employee ould copewas low quickly they learnt to swirNow we dedicate a lot of time to the new
hire so they get an idea of therganisaion®@ idenity. During the first two weekthey are able to speak
to aroundten different in-house leadersnd ourCEQCalso meets each and every new employee
employ120 peoplé.

Summery hustle and bustle facilitates a sense of family

Summer is the time to create relationships in theealing circle philosophyrhe goal is a functioning
communication system, good relations, a healtthause climate, growing into a team and synergy.
Three years ago cariied out some resignation interviews wheteheardgood people complain that
their work is quite facinatingbut no oneshowedany interestin how theywere doing otherwiseWe
therefore made it our prioriy to focus on middlenanagemen® communications skill$Ve decided

to do it big we established a training centr®roJniversity,which provided not only professional
training but also psycholodgcal and communication trainingManagers had a separate mentor
programme aimed at improving conflict resolutioregotiation, feedback and support skills.

All company summer days, winter days, Christmas partieotra sports events
are geared towarg communication.The company supports itewn basketball,
volleyball and football teamsin addition we organise spontaneous danc
luncheons, board game and film viewing evenirigs. two yearswe also had a ‘
company bad Snce employees were critical of information distributior (& ¢

information days with afteparties there s a forum onthe intranet where ps
everyone can express their opiniorand every other week we hold ManaginJ



Directorinformation briefings to discuss important matters in the loun@ace a monthwe publish
an inrhouse newspapekiello World

You might askhy should a software company publish a print paper when there #rerahanrels
and faster ways oflistributing information?CHrst of allit@ anice change to virtual work to produce
something visible and tangible every once in a wtlecondlythe newspaper also featurgwofile
storieswhich are much more enjoyable to read on paper.

Autumn ¢ dedication and health handn-hand

L F 2Almimé td be the most complicated challenge. It is aimed at helping employees grow
professionally. Software development is an area | am not very familiar with.

We started with organising professional training at &uoUniversty. Then we created aoluntary
career systemwhere all employees were able totest themselves tadiscover which area they could
evolve in.In order to better dsseminate information ihousewe started providing engineensith
training skills and encourag them to become mentorsAs aresut a programmeof internal training
called thedShareg was born bringing inexperience from customer projectaew frameworks and
evenhobby projects.

AAARS FTNRBY LINE TSaiisadsyabbut pRoleEsiorinigopir Tamaidizindhisye deine
ourselves as a health promoting employé&gain, ve started big almost weekly health lectures, |
pinned all information boards chodlll of articles on healthy nutrition, we provided breakfaat
office masseuse and exereislasses. Ifth selfcritical I say the outcome was thate focus shifted
too muchfrom working to eating ad exercisingFor exampld was in correspondence with employees
on whether you could have a double portion of jam on your porriggevhat doMH measurement
units mea in the aticle on the information board discussing the damaging effects of microwave
ovens.By today we have struck a balance in the form of offering quality health chigsk a very
ergonomic work environment, fruit Wednesdays, health lectures and angetubreakfast once a
month. Our message is that the work environment must support a baldretereenbody, mind and
spirit.

Summay, and looking backeads to a new beginning

G 2 A\ is Sidltime to draw conclusions, run analysis, look back and learn from experiereer

to give employees feedback on athcan help them o their road to seHrealisationwe tailormade
performance discussiondollowing career counselling methods Witregard to thisparticular
organisation's need$or example, we used Canadian careeoféssor Norman Amundsonvgheel of

values to ask people what they value and how our company corresponds to those expectations. Life
has shown that the more we correspd to people€ values, the more safied and dedicated they are.

We made arexcellent summarpf our last20 yeas  experienceri author Sass Henns bookd 2 NA (i S NA&
of tomorrowd We met many former and current employees, collected stories and mematiéch
madefor quite a novel that even people faemoved fromIT found an interesting readn addition,

it@ an homage to the employeeo helpal establish the company ardkdicated the best years of

their lives to it.Of coursewe also collect feedback with satisfaction surveys, but in addition, our agile
work processes include constant feedbackcompleted tasks

One of the trickiest things was to come up with a recognition system which would highlight the shot
mammoths and rtraordinary peopleThe first year launched thedPerformer of the Yedrselection
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and got seriously burne@me employees thought it a bit
naive and organised an election campai@imat yearthe
recognition was done through a ttkveil o humour, but
last yeadProject of the Yedrselection was a much more
dignified undertakingln additionwe created a recognition
system for daily praisevhere you can pat colleagues on
the back for their effortand give them a treatlust choose
éGive Kudos to ydzNJ T Nithe yeeognitim system by
entering the perso® name, the reason, choose the treat
and thankyou note with a small gifike a cinema ticket,
box of chocolates etc. which miaglly ends up on the
colleagu& desk.

In summarythese seem like things a lot of companies do and they don't ctdikithealing circle
HoweverProeksper® legacyis comprehensivenesgo make sure we dof forget any sector. Aa
career counsellor and trainémoticedthat in most companieSpringis short or norexistent, there is

no time for adjustment and there is nousamer either. Employees sense that they are in endless
autumn and burn out. At Pekspertthis philosophy helpas keep thingbalanced. After Autumithere
needs to come a time tdraw cortlusions and ppare for the following Springor examplethis
answers the questionf why it makes sense to hold insipig performance discussions aretognition
events¢g because aftewardsanother cycle begindVe want our people to grow bt professionally
and personallyn this organisatiorand for their personal dreams twome true

Time to count our chicken

| startedfrom the challenges | faced Broekspetrfour years agoNow, counting our chickens, | could

say Yes, our workenvironment and internal communication improv@des, active negative energy
was replaced with active positiy. Yes, we are much more visibles, people want to come and work

for us. Many good peoplieel reinvigorategmany have returnedput it is cefinitely not orly because

of the HR philosophy because at the same ttimecompany haveenworking hard on its brand and
cartying out some daring strucetral changes. Since summer 204@ are a organisation free of
managersand in that lightthe healhg circlephilosoghy supports our current culturgvhere every
employee skills and decisions are trusted and the majority of the management and responsibility has
beengiven tothe employees.
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Management is now replacedy/ta team supporting the compa@ymain activity and teams.
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