Gamification in sales teams management: a case study
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The efficient management of human capital has become paramount for
organizational success, since people are the only competitive factor that cannot be
imitated or duplicated by competitors (Saha & Pandita, 2017). The workplace is no longer
just a transactional scenario where business is carried out, it is expected that employees
are proactively involved in activities of improvement, innovation and knowledge sharing
(Kumar & Raghavendran, 2015). Gamification has emerged as a strategy capable of
providing adequate incentives to create value in this new paradigm of work, increasingly
digital, distributed, creative and driven by intrinsic and social motivations (Morschheuser
& Hamari, 2019). Although the concept is known by multiple definitions, it can be
summarized as the use of video game design elements in other contexts (Deterding,
Dixon, Khaled, & Nacke, 2011). Even though the application of game elements in the
corporate environment is not recent, the convergence of technological progress with the
prevalence of gaming in today's society has allowed gamification to be more easily,
ubiquitously and socially accepted in the workplace (Kim, 2015).
The taste for games has led to great, worldwide expectations of gamification
(IEEE, 2014), to take advantage of the more positive characteristics of players such as
creativity, perseverance, learning, optimism and curiosity for non-active activities
(McGonigal, 2014). If human motivations were once based on survival, today the
motivational paradigm is based on motivations related to the pleasure of experiences
(Schell, 2008). The dichotomy between work and play is increasingly tenuous, with the
expectation that work will be as engaging and motivating as games (Prensky, 2002).
This, is worthy of consideration by professionals in the people-management sector,
particularly as the younger generations (Y and Z), who are very close to videogames and
technology in general, and characterized by distinct work motivations from the past,
begin to represent a considerable part of the workforce (Zichermann & Linder, 2013).

Thus, gamification has been diffused as a new approach to recruitment and selection
processes, for training and development, as well as to stimulate employee performance
and engagement (Sousa, 2018).
Even though gamification is intended to provide game-like experiences, it is not
a magic solution and presupposes corporate commitment. Given that a process of value
co-creation is in its genesis (Huotari & Hamari, 2017), it is crucial that companies have
well defined objectives to achieve and know their employees in depth, so that the
elements of games such as dynamics, mechanics and aesthetics are effective and
lessen the adverse effects of “one size fits all” solutions (Nicholson, 2015).
Taking into account the revolution that has marked the retail sector in the last
decades (Moncrief, Marshall, & Rudd, 2015), we propose to study how gamification
influences salesforce motivation and engagement. A case study was conducted, with a
Portuguese company active in the retail market of appliances, consumer electronics and
entertainment. We organized 5 Focus Groups, with 5 salesmen each and the obtained
data were analyzed through content analysis.
The results suggest that gamification provides effective extrinsic motives, mainly
rewards, competition and cooperation. However, we consider that, if in the best scenario
gamification does not promote self-determined behavior (Ryan & Deci, 2000), in the
worst-case scenario inhibits its occurrence, possibly due to different situations, but which
may be concomitant: 1) prescription of gamification (Mollick & Rothbard, 2014); 2)
“overjustification” effect (Lepper & Greene, 1973). The results also point out that
gamification does not promote salespeople engagement. We believe that the
inexperience in the development of the “sweet spot” of gamification, explains the
obstacles perceived by vendors (Bakker & Demerouti, 2014), namely injustice, lack of
resources, and others.
Admitting gamification stimulates behavior and is a tool valued by sellers; the
system, however, must be transactional, in line with different organizational specificities,
as well as anticipate the side effects of competition and provide more opportunities for
fun, so that more positive and entertaining work experiences are ensured. Therefore, it
is essential to recognize the potential, along with the limitations of gamification, so that
people management practitioners can effectively use it, as a valuable weapon to win the
war of talent in the contemporary world.
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