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Abstract. The purpose of the article is to present gamification as an innovative
instrument used in Human Resources Management (HRM). Gamification fits
into the concept of the Industrial Revolution 4.0 (also referred to as the Cyber
Revolution). Due to a lack of statistics on the use of gamification in HRM, the
article presents the character of the analyzed concept, the areas where
gamification is used and underlines directions for further research. The paper is
based on subject literature studies in combination with scientific reflection. The
paper discusses both global changes and the nature of Polish HRM.
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1 Introduction

Managing people (human resources management, HRM) can be considered the key
management area. Individuals and groups have the most influence on achieving goals
thanks to their competences (knowledge and skills) and motivation. HRM includes
actions which are focused on recruiting and retaining valuable employees. In the
literature we can find many different definitions and scopes of HRM. It is generally
assumed that a set of actions or areas of HRM consist of recruiting and selecting (R&S),
onboarding, training, evaluating, rewarding and HR flow (including career
management). Approaching HRM from a broader perspective such topics as working
conditions (including health and safety) and the formation of organizational culture are
considered. The term which consolidates many of the above-mentioned actions is
motivating people.

Nowadays, job market is very turbulent, which is a challenge for employers. In order
to find and maintain high-quality human potential a company has to adjust to the needs
and expectations of potential and existing employees. In the current job market two
generations of employees dominate (Generations X and Y). The latter generation (as
well as the next one who are now still “cutting their teeth”) is called the companies’
future. A Gallup study shows that they are the least engaged generation, with only
28.9% engaged, as compared to 32.9% for Generation X [20]. In the literature many



characteristics of Generation Y are presented. It is said that Millennials commit
themselves to activities which provide them with personal fulfilment and that they
desire to shape their own development. Moreover, they believe they are a part of
“global village” thanks to unlimited Internet access. People from Generation Y are
fluent in modern technologies. There is also the following generation — known as
WWW or C — who actively influence the content of commonly accessed Internet sites.
Members of the last two generations have spent much time in front of a computer
working, learning, socializing, shopping and having fun. Entertainment as well as
education is delivered through playing computer games.

J. Huizing defines a game as a voluntary activity which we consciously treat as less
serious than everyday life, but which at the same time completely engrosses the player.
This activity is not associated with material gains. A game is played in its own space,
place and time, according to established rules and in a set order [33]. Some people
believe that games have always existed, “from the first Olympics in ancient Greece
through “The Biggest Loser” television show to the latest Xbox offering” [30]. But the
first computer games appeared in the 1940s [38]. Modern solutions are more and more
technologically advanced and interactive and computer graphics are 100% realistic.
The old and new games have one trait in common: the computer game players display
their determination, persistence and engagement. It was assumed that the players’ drive
could be transferred to the real world and utilized in finding solutions to real problems
— in the workplace as well. In this way gamification is becoming a new trend in
management and marketing [28]. It uses game mechanics to modify people’s behavior
— including employees.

Gamification fits into the concept of the Industrial Revolution 4.0 (also referred to
as the Cyber Revolution). The use of new technologies exerts an impact on people’s
attitudes and HRM processes (for more see [26]). There are some concepts matching
HRM with this Industrial Revolution, e.g., the concept of e-HRM and HRM 4.0. E-
HRM is defined as “the way of implementing HR strategies, policies and practices in
organizations through a conscious and directed support of and/or with the full use of
web-technology-based channels” [31]. In turn, adding the number “4.0” to the term of
HRM means the digitalization of all HR processes [35]. We can call gamification the
newest innovative instrument of HRM and, in the same way, create a concept of
gamified HRM.

The purpose of this paper is to present the idea of gamification in the context of
HRM. The problem was discussed in more detail by means of answering the following
research questions:

e What is the character of gamification? How does it work?
e In which areas of HRM is gamification used?
e What are the directions for research in the topic of gamification in HRM?

In order to provide answers to the above research questions literature studies were
conducted in combination with scientific reflection. Due to a lack of statistics on the
use of gamification in HRM, the article will present some examples of gamification
which we can find in the academic literature and on websites dedicated to HRM and



technology issues. The paper discusses both global changes and the nature of Polish
HRM. The paper also indicates directions for empirical research in the area of
gamification. That is why it can be treated as a pilot paper for future research.

2 Methodology

The main research method which was used for the purpose of this article is literature
studies. The author used a stand-alone review in order to provide an overview and
synthesis. A review of subject literature was carried out by analyzing the Web of
Science database. The keyword “gamification” in combination with “HRM” was used.
Then the author read all the articles in order to check whether they really focus on a
topic similar to the one presented in this article. The focus was put on academic papers
(in Polish and English) that have been published in the last seven years (2011-2018).
The results of the database search are presented below.

Table 1. Publications about gamification indexed in Web of Science in the last eight years.

Year of publication 2011 2012 2013 2014
Number of Results for the keyword

publications "gamification" in the topic 5 35 100 239
(conference

Results for the keyword

pr(?ceedn.lgs and "gamification" in the title 2 17 45 119
articles) indexed
in Web of science ~ Results for the keywords
"gamification" and "HRM" in 0 0 0 0
the topic
Year of publication 2015 2016 2017 2018
Num.ber.of Resu.lts fo.r the .keyword‘ 493 718 662 259
publications "gamification" in the topic
(conference Results for the keyword
proceedings and "gamification" in the title 200 315 265 9
articles) indexed Results for the keywords
in Web of science  "gamification" and "HRM" in 0 0 1 0
the topic

The main conclusion after the database analysis is that gamification in HRM does not
represent a highly popular topic in the high impact factor academic journals. That is
why the authors decided to use also the Google search engine in order to find more
information about the utilization of gamification in HRM. The conducted study shows
mainly different case studies. None of the articles pertain to quantitative research in the
area of gamification used in HRM.



3 Results of Literature Studies on Gamification in HRM

3.1 General Characteristics of Gamification

The term “gamification” was “coined in 2002 by the British consultant N. Pelling, as
a “deliberately ugly word” to describe the application of a game-like accelerated user
interface design in order to make electronic transactions both enjoyable and fast [3].
Nowadays, gamification is defined as utilization of game mechanics in order to increase
the participants’ engagement. Gamification is also described as the “intersection of
psychology and technology” [6]. Entertainment, clear rules, game design and
challenges are connected with the use of games for achieving real world aims, not only
for fun. In business it refers to implementing games in different organizational areas.
This is possible thanks to combining business thinking with creativity and
programmers’ tools [22].

As mentioned above, gamification is utilizing game elements (mechanics) and the
rules of game design in order to solve problems, which are not actually games. In
publications about gamification the concept of a “serious game” can be found. This
concept “is more tightly concerned with the use of games to achieve serious outcomes”
[40]. Gamification is not necessarily based on serious games.

The basic elements of game mechanics connected with game dynamics are as
follows [41]:

e scores which are a kind of prize for making progress and completing tasks with
feedback, which enable the immediate reaction of other players. In order to make a
game more attractive these scores can be given an original name, based on the name
of the company, its products, game topic, etc.

levels which mark the status of the player and show the player’s position in rankings,
scoreboards,

trophies,

challenges.

The phenomenon of gamification depends on providing players with positive emotions
connected with what is known as state of flow. This state is when people are so involved
in an activity that nothing else matters. The experience itself is so enjoyable that people
will do it even at great costs, for the sheer sake of doing it [4].

In order for gamification to be beneficial, an organization should define the business
outcome and success metrics. The second step is to define the target audience. The third
step is to define the player goals. The fourth step is to determine the player engagement
model. The fifth step is to structure the experience. Finally, the organization should be
able to read the data obtained through gamification [3]. Moreover, the following factors
are important [18,33]:

clearly defined goals and conditions for winning,
fair rules for all players,

plot twists, adventures and challenges,

voluntary participation,



e a way to communicate within the game.

Computer game mechanics have started to be used by many global organizations. The
development of gamification is visible in different business areas, e. g rewarding clients
for loyalty and encouraging them to design new products. Interest in this concept is
growing more and more, not only in marketing, but also in human resources
management [19].

While analyzing the definition of gamification one gets the impression that it is
nothing revolutionary or innovative. That is why one may wonder why game elements
were not implemented before in different areas of everyday life. The answer is simple
— humanity did not have enough technology at their disposal or the use of technology
was too expensive. Once Internet access, smartphones and tablets became widespread,
interest in gamification started to increase.

According to a report by Gartner, by the end of 2020 70% of medium and large
enterprises will have implemented at least one application based on gamification
[10].The global gamification market is grown rapidly. In 2013 the value of this market
was 50M dollars, and the predicted value according to M2 Research will be as much as
5.5B dollars in 2018. This equates to elevenfold increase within five years [5]. In turn,
the experts from Markets & Markets predict that by 2020 this market will reach the
value of 11B dollars [16]. Figure 1 presents a Google trend graph to see how the interest
in gamification has grown since 2008. The interest in gamification issues is also

noticeable in academic papers (see Tab. 1).

Fig. 1. Interest in gamification over time according to Google.

In Poland, the high cost of Internet access and mobile devices is a reason why
gamification is not as popular as in Western countries [13]. One more factor which was
mentioned in the introduction is societal changes. A thesis can be formulated that as a
result of the socialist system that was in place during the ‘80s, societal changes occur
more slowly in Poland than in the West.

Taking into account the above considerations one can ask whether gamification has
a place only in the virtual world. This is of course not true. Gamification, on the one
hand, uses the mechanics of computer games. On the other hand, detailed tasks
formulated in a game can be completed in reality. That is why gamification can be
implemented in any team of employees — even in those who don’t work in front of a



computer. The employer can also provide their employees with a mobile version of the
game. According to a report by TNS Polska “smarphonization” in Poland (defined as
the percentage of Poles using smartphones) was 58% in May 2015 [34].

It is worth mentioning that the use of gamification reduces costs in the long term.
The cost reduction is connected with the possibility of adjusting a game to current
needs and using it at different stages of the employee life cycle. It is not necessary to
use only on-line platforms, because off-line games can be played as well. This enables
the introduction of gamification into smaller enterprises. In order to use games in a
company, a huge budget is not required. The most important factor is the willingness
to be innovative [39].

3.2 The Areas of Using Gamification in HRM

As results from Table 1, gamification in HRM does not represent a highly popular topic
in academic research. The conducted study shows mainly different case studies of
gamification implementation. Gamification is mainly used in such areas of HRM as
recruitment and selection, onboarding, training, broadly defined motivating people and
the formation of organizational culture.

The recruitment and selection of candidates is the first area of HRM in which the
trends related to the fourth Industrial Revolution have been noticeable for a long time.
The subject literature presents several types of recruitment referring to ongoing
technological changes, i.e., the traditional one (prior to the 1990s), e-recruitment (1990-
2005), social recruitment (2005-2015) and gamified recruitment (since 2015) [24].
Modern recruitment tools facilitate the creation of a modern employer image.

Within the area of recruitment, gamification can portray different aspects of the
recruiting organization to potential applicants by immersing them in the organization
or persuading them to apply for accept a job offer. Game-like assessments can be
utilized within selection systems to identify the best applicants for the job. This solution
was used by the Marriott hotel chain. The game developed specifically for its needs —
“My Marriott Hotel” — presents working conditions in hotels and the players have an
opportunity to test themselves by playing various roles and performing different
professional tasks. It is important, however, that at any time during the game, the
participant has an opportunity to become a part of the actual recruitment process by
using the “Do it for Real” option and entering the hotel chain website, which presents
current job offers and questionnaires to be completed [14].

Examples of interesting uses of gamification in the recruitment process can also be
found in Poland [37]. The company Talent Bridge has developed a recruitment game
which can be customized and adapted to an individual organization’s culture by
tailoring the possible scenarios to an employer’s needs. One of the goals of this game
is to recruit candidates for work. Their task consists of a virtual walk through a designed
office in the course of which they are supposed to provide answers to questions about
their education and experience, and to fill in recruitment forms [32].

The above examples indicate that the implementation of game-specific mechanisms
can contribute towards increased efficiency of recruitment processes, measured



primarily by the number and quality of applications and their acquisition cost, along
with a shorter recruitment process [8].

Gamification can also dramatically increase onboarding efficiency as candidates are
motivated to complete various steps in order to earn rewards. Gamified training can
challenge new hires to learn more during training, benefitting both the employee and
the organization in the long term. The onboarding process is strictly connected with
employee education. According to a study conducted by the University of Colorado on
the impact of simulations and games in adult learners, the participants in gamified
eLearning experiences scored [23]:

e 14% higher in skill-based-knowledge assessments,
e 11% higher in terms of factual knowledge and
e 9% higher retention rate.

This shows that gamification not only helps learners acquire knowledge and skills more
effectively, but it also allows them to retain information and commit it to long-term
memory for future use.

R. N. Landers and A. K. Landers [17] identified the only psychological theory
focusing upon gamified learning. This theory proposes that game elements affect
training outcomes through one or two mechanisms. Firstly, gamification may be used
to create a mediating behaviour or attitude which, in turn, is thought to affect learning.
In an empirical test of this theory, a leaderboard was used to increase the amount of
time learners spent engaging in a project, and that amount of time, in turn, increased
the learning outcomes. Secondly, gamification may be used to strengthen the
relationship between instructional design and learning outcomes. For example, game
fiction can be used to increase learner engagement, which should make the existing
course material more effective in increasing training outcomes. Critically, in both of
these approaches, gamification itself is not intended to teach the learner anything;
instead, it is used to support the existing instructional material [1].

The case of Walmart can serve as an example of applying gamification to train
personnel on the subject of labor health and safety. The gamification-focused labor
health and safety training provided two benefits in this case: competing turned out to
be “addictive” and the co-workers involuntarily started talking not only about the
ranking but also about the importance of compliance with labor health and safety
standards. That, in turn, changed the behavior of the employees. The number of
accidents declined by 54% in eight company distribution centers [25].

Any discussion on the application of gamification in the education process should
be prefaced by the statement that gamification allows not only self-learning, but also
knowledge sharing [29]. The aspects of cooperation, mutual education of the
participants and searching for a solution by asking another employee can be included
in the game. As a result, desirable characteristics of organizational culture can be
developed. In this case, we can recall DuePropos which is an application for companies
that fosters teamwork and competition. It helps organizations to recognize the
commitments and efforts of employees in achieving the objectives together [24].

Gamification can support the process of product improvement suggestions or the
participation in company-wide volunteer programs, also fostering an organizational



culture. Physical activity of employees can also be promoted in the game. Points can
be awarded for participation in in-company or external sports competitions.

Gamification can be applied to everyday work performance, motivating employees
to higher qualities and quantities of work output. As M. Ward rightly observes, “if
people are well-motivated to work, both managing them and succeeding will be much
simpler” [36]. Without attaining an adequate level of employee motivation, which is
related to satisfying their needs properly, it is impossible to carry out a strategy, to
implement changes in the company successfully or even to run the day-to-day business
efficiently. The most effective and most frequently used method for persuading a team
to carry out company goals has been to motivate it, e.g., by means of applying a reward
system aimed at meeting specific needs [33]. Referring such assumptions to the above-
mentioned representatives of the modern generation employees, the thesis can be put
forward that the most popular forms of motivation (i.e., payroll and non-payroll ones)
may not work in the long run. Herger [11] thinks that “when we talk gamification, we
also talk about motivators. You may have already used bonuses, prizes, and other
rewards to motivate your employees. Those rewards are what psychologists call
extrinsic motivators. They come from outside an individual. They work well but have
certain limits and may sometimes interfere with the intrinsic motivations. Those are
motivators that come from inside an individual, such as the desire to become better in
what we are doing, the desire to make friends and meet people, or to belong to a group”.

As M. Armstrong, R. Landers and A. Collmus [1] rightly point out the gamification
of sales appears to be the most common form of gamification in a business setting. This
is presumably because the most basic game mechanics (e.g., points, badge, and
leaderboards) can be easily applied to a sales context without much thought or planning.
At the same time, much like a sales function, HR teams can also use gamification
internally to reward top recruiters and to incentivize employees to refer top candidates.
The opportunity for an employee to earn Referrer of the Year status can encourage
employees to take a more active role in talent acquisition and can even help relieve
some of the pressure from the HR department itself [27]. Gamification mechanisms for
conducting recruitment processes based on recommending acquaintances were
implemented by Hays Poland. The objective of the activities carried out by the company
was to recruit as many people as possible, aged 20—30, who were fluent in at least two
foreign languages. As a result of gamification, the potential of the current staff was
taken advantage of — i.e. its network of contacts — allowing the recommendation of
further candidates for work. The players become NASA agents searching for candidates
to populate Earth. The application is maintained in the atmosphere of tension provoked
by the threat of planetary destruction. In order to reinforce the players’ involvement,
the project introduced immediate feedback for the recruiters regarding the effectiveness
of their actions, along with additional rewards for each subsequent stage successfully
completed by the people they had recommended ([9] cited in [37]).

One may conclude that the highest level of motivation takes the form of commitment
identified with passion, dedication and the willingness of an individual to invest in and
contribute towards his/her employer’s success. K. Michalska [21] presents gamification
as an example of a method for improving the employee potential management processes
by strengthening their involvement, which has a direct impact on achieving the long-



term goals. The author argues that gamification can offer an excellent alternative to the
classic approach towards basic business processes. Particular attention is paid to
increasing employee performance. She describes the positive impact of gamification on
company structure — improving business operations, accomplishing the effects and
simultaneously and swiftly taking advantage of the opportunities presented to an
enterprise. She refers to the case of the company American AC Alion, emphasizing that
the application of gamification in Poland is still in the early stages of development. In
the fourth quarter of 2014, the aforementioned company introduced the 12-week
gamification program called “Reach the Beach” (achieving the program assumptions
was rewarded by trip to the Dominican Republic) aimed at involving employees in
order to meet a very ambitious goal — a 25% increase in year-on-year sales ([15] cited
in [21]).

The 2018 TalentLMS Gamification at Work Survey conducted in the U.S. reported
the following results [42]:

e 80% of employees enjoy using gamification software at work. They feel that
gamification makes them more productive (87%), more engaged (84%) and happier
(82%) at work.

¢ Employees were mostly motivated by intrinsic motivational factors.

e Older employees are more motivated by game elements than younger ones.

At this point it is worth focusing our attention to the last conclusion from the research.
Research conducted by T. Broady, A. Chan and P. Caputi [2] has similarly shown that
negative stereotypes about older people being adverse to technology and incapable of
using it are outdated.

4 Discussion and Directions for Further Research

Referring to the research questions put forward, it should be noted that gamification,
constructed in accordance with the respective rules, results in benefits for an
organization, as it is based on the player’s intrinsic motivation, raises productivity, and
provides commitment and satisfaction.

There are many successful gamification examples referring to such HRM areas as
recruitment and selection, onboarding, training, motivation (broadly defined) and the
formation of an organizational culture. However, there are no quantitative data
regarding the popularity of gamification in HRM among various types of enterprises.

In relation to the aforementioned HRM areas, the following problems — representing
an interesting research challenge — can be listed:

o the impact of gamification on employer’s attractiveness perceived by the candidates
for the job (including, e.g., the position hierarchy and gender),

e the comparison of the reliability of results in the course of gamified selection against
the results which the candidates would have achieved in traditional tests of their
skills, knowledge and personality,



e the impact of gamification on employee learning speed and the progress in learning
(taking into account generational differences, position hierarchy and gender),

e the degree of participants’ involvement in the game depending on the prize offered
to the winners,

e the relationship between the results achieved both in the game and at work and the
player type (explorer, achiever, socialiser or killer [7]).

5 Conclusions

The article shows that modern HRM is characterized by the use of gamification. This
involves using game mechanisms in relation to real problems occurring in the
workplace, for example.

It was found that gamification in HRM does not represent a highly popular topic in
the high impact factor academic journals. None of the articles pertains to quantitative
research in the area of gamification used in HRM. It was also found that gamification
represents a relatively new problem in Polish economic practice. Inspiration can be
drawn from the examples of implementing games in foreign companies.

It is worth emphasizing that gamification — just like any other solution in the area of
HRM - has to be implemented with due caution. The game scenario has to be well
thought-out, the technology must be adequately refined and the employees themselves
cannot feel overloaded with excessive incentives. Special care should be taken while
developing a system using the elements of gamification. The system has to be
thoroughly tested and checked — any error, combined with all the characteristics of
modern technology, may result in an unfavourable reputation spreading rapidly among
the recipients.

According to research company Gartner, gamification is currently at the peak of its
popularity, on the so-called life cycle curve of new technologies, along with such
technologies as Big Data and 3D Printing. Due to the fact that some organizations
introduce gamification using “shortcuts” — without the proper support of already proven
frameworks (methodologies) — gamification, after reaching its peak, will be subject to
a revision just like in the case of other technologies, consisting in the verification of its
suitability and the failure of numerous incorrectly prepared projects and solutions. In
5-10 years, i.e. after verification, gamification is expected to reach its next peak, this
time a more stable development [12].

Acknowledgement. The paper is related to the research project VEGA 1/0609/16
researching concepts of human resources management systems related to the specifics
of business models of competitive organizations in European economics.
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