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In the context of evolving business challenges, employee motivation - especially within sales departments - has become a critical concern for
organizational success. Traditional motivational tools such as fixed salaries and bonuses are increasingly insufficient to sustain engagement and
performance in dynamic, high-pressure environments. This paper explores the growing relevance of gamification as an innovative strateqgy to
enhance motivation, performance, and employee satisfaction. Rooted in historical practices from both Soviet and American contexts, modern
gamification applies game mechanics - such as points, levels, badges, and leaderboards - to work environments to fulfill psychological needs and
stimulate intrinsic motivation. The paper reviews key contributions from leading scholars including J. Hamari, K. Seaborn, S. Deterding,
G. Zichermann, K. Werbach, and B. Burke, whose research laid the theoretical and practical foundations for gamification in management. Despite
positive findings, gaps remain regarding long-term effectiveness, ethical concerns, and standardized evaluation metrics. Focusing on sales
departments, the study outlines practical gamification programs and their roles in boosting employee engagement, learning, and teamwork.
These include reward systems, challenges, training modules, and performance tracking mechanisms, all of which align with both extrinsic and
intrinsic motivational theories. A structured implementation model is presented, covering the stages from planning and CRM integration to pilot
testing, full deployment, and long-term optimization. Advantages such as improved performance and data-driven decision-making are balanced
against challenges like over-competition and potential declines in intrinsic motivation. Ultimately, the article concludes that gamification, when
thoughtfully designed and tailored to the company’s culture and objectives, offers a compelling and adaptable method to modernize motivation
systems. It serves as a practical guide for HR managers and team leaders aiming to align employee engagement with organizational success.
Keywords: motivation, personnel motivation, sales personnel motivation, gamification, gamification implementation process, business
processes, business process improvement.

Y konmexcmi cyuacHux 6i3Hec-8ukauKie Momueayis npayieHUKie — 0c061u80 y 8iddinax npodascie — cmasa KAYo8uM gakmopom ycnixy op2aHi-
sayiti. Tpaduyitini incmpymenmu momuegayii, maki sk ¢ikcosaHi 3apniamu ma 6oHycu, dedasi yacmiuie 8uUs18ASIIOMbCSI HEAOCMAMHIMU 04151
niompumaHHs 3a1y4eHocmi ma eucokoi npodykmueHocmi 8 JuHaMiYHOMy ma cmpecogsomy cepedosuwi. Y yili cmammi docaidicyembcs
3pocmarova akmyaabHicme zetiMipikayii sk iHHosayiliHoi cmpamezii nidsuujeHHs: momueayii, pesysibmamueHocmi ma 3adososieHocmi
npayisHukie. CyuacHa eetimigixayis, wjo mae icmopuyHe kopinHs 8 npakmukax sik CPCP, mak i CLLIA, sukopucmogye i2pogi MexaHiku — maki sik
6au, pieHi, 6etidxci ma pelimurzu - 0151 3000801€HHS NCUX0/102MHUX NOMPE6 | CMUMY/1106aHHS 6HyMpiwHb0i Momueayii 8 po604omy cepedoguiyi.
Y cmammi npoanasizoeaHo eHecku npogioHux Haykoeyis, 3okpema U. Xamapi, K. CibopH, C. [lemepdinea, I. 3ixepmanHa, K. Bep6axa ma b. bepk, uui
docaidxceHHs1 3aka1aau meopemuyHi ma npakmuyHi ocHosu zelimigikayii e ynpaesinui. Ilonpu nosumueHi pe3zysbmamu, 3aAUWIAIOMbCS
npozaauHu ujodo 00820cmMpoKo8oi ehekmugHoCmi, emu4HUX acnekmie ma gidcymHocmi €QuHuUX cmaHdapmis OYiHKU. 30cepedicyouuct Ha
8iddinax npodaxcie, docaidxiceHHs1 onucye npakmuyHi hpoepamu eetimigikayii ma ixHro posv y nidguwjeHHi 3aayveHocmi npayieHuKie, Hag4aHHi
ma KomaHOHill po6omi. /Jo makux npozpaMm Haaexcamv cucmemu SUHA20POO, YeAeHOXcCl, HagYa/bHI MOJYAl Mma MeXaHi3Mu e8idcmedtceHHsl
pesysibmamis, w0 NOEOHYIOMb 306HIWHIO Ma 8HympiwH0 Momusayiio. [IpedcmasieHo noemanHy mModesb 8nposadyceHHs: 8i0 NAAHY8aHHS U
inmezpayii 3 CRM-cucmemamu 0o mecmyeaHHsi, NOBHOYIHHO20 3anycKy ma nodavwioi onmumizayii. [lepesazu, sik-om nideuweHHst epekmugHocmi
ma MoxcAusicmb yxea/eHHs pilleHb Ha 0CHO81 0aHUX, yPIBHOBANCYIOMbCS BUKAUKAMU, 30KpeMa HAOMIPHOI KOHKYDEHYIEH Ma pUsUuKOM 3HUMCEHHS
8HympiwHbLoi Momusayii. Y niocymky, zetimigpikayisi, 3a yMosu pemesibHO20 NPOEKMY8aHHs1 ma adanmayii do kopnopamugHoi ky1emypu 1 yiset,
€ edheKMu8HUM MaA 2HYYKUM [HCMPYMeHmMOoM ModepHisayii cucmem momugayii. Cmammsi c/y2ye npakmu4HuM opieHmupom 045 HR-¢gaxisyie i
KepIBHUKI8 KOMAHO, SIKI npazHyme 3MIYHUMU 36 130K MIXC 3a/1y4eHiCmI0 NpayieHUKI8 i docsigHeHHAM cmpamezgiyHuX Yiseti KoMNaHi.

Karouosi ci10ea: momusayis, Momueayisi nepcoHasy, momueayis 36ymoso2o nepcoxay, eetimigikayis, npoyec enposadrceHHs etimigpikayii,
6i3Hec-npoyecu, y0OCKOHAJIeHHS1 6i3Hec-npoyecis.

Statement of the problem

In today's business environment the question of how to have well-motivated employees began to come up very often.
Modern sales departments face constant pressure to deliver results, requiring workers to stay motivated, productive, and
engaged. Traditional motivation methods such as fixed salaries and basic bonuses are no longer sufficient to meet these
demands. As a result, teams may experience low morale and high turnover.

The history of gamification for motivating employees can be traced back to early 20th-century practices, with
significant developments in both Soviet and American contexts. The Soviet Union experimented with games to boost
productivity and morale [1], while American management later integrated game-like elements focused on integrating a sense
of play into work, aiming to reduce the distinction between work and play [1]. These historical precedents laid the groundwork
for modern gamification strategies, which aim to enhance employee motivation by incorporating game mechanics into the
workplace. This approach has evolved to include various elements such as points, badges, and leaderboards, which are believed
to fulfill psychological needs and improve job satisfaction.

Numerous scholars have significantly contributed to the theoretical and methodological development of employee
motivation and the integration of gamification in management practices. Among them, J. Hamari and K. Seaborn [11] have been
at the forefront of academic research, providing empirical and meta-analytical studies that explore the psychological and
behavioral impacts of gamified systems in organizational and educational contexts. Their work has helped establish
foundational frameworks for understanding user engagement and intrinsic motivation within gamified environments.
Similarly, S. Deterding has contributed extensively to defining gamification conceptually and differentiating it from other
motivational strategies, emphasizing its roots in game design and behavioral economics.

G. Zichermann [9] and K. Werbach [13] have played influential roles in popularizing gamification in business and
management circles. Their frameworks, such as Werbach's "D6" model, offer practical tools for implementing gamification
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strategies aimed at enhancing employee engagement, productivity, and learning. B. Burke’s contributions, meanwhile, have
focused on the strategic implementation of gamification in corporate training and talent management, advocating for its
potential to drive performance and organizational culture change.

Different research has shown mixed results regarding the effectiveness of gamification, with some studies indicating
positive impacts on motivation when game elements align with job characteristics like feedback and autonomy. The Job
Characteristics Model has been used to hypothesize relationships between game elements and motivational properties,
moderated by employees' attitudes towards games [6].

Gamification today involves using game elements like badges, points, and leaderboards to motivate employees by
satisfying psychological needs, as suggested by the Self-Determination Theory. These elements are designed to enhance
employees' sense of achievement, work affiliation, and recognition [6].

Despite these advancements, several gaps remain in literature. Much of the existing research focuses on the short-
term effects of gamification, with limited longitudinal studies that examine its sustained impact on employee motivation and
performance. Additionally, there is a lack of consensus on standardized metrics for evaluating gamification outcomes, making
it difficult to compare results across different organizational settings. Cultural differences in gamification responsiveness and
ethical concerns surrounding surveillance and manipulation in gamified systems also remain underexplored. Addressing these
gaps through interdisciplinary and cross-cultural research could significantly deepen our understanding of how gamification
can be optimally and ethically applied in the realm of employee motivation and management.

While gamification has shown promise as a motivational tool, its effectiveness can vary based on implementation and
individual attitudes towards games. Some studies highlight challenges in applying gamification, particularly in small
enterprises, and emphasize the need for further empirical research to validate its benefits.

The purpose of the research

The goal of the paper is to study the peculiarities of implementing the gamification measures into motivation system
of sales department.

Presentation of the main research material

In recent years, the role of innovative motivation methods has grown significantly in human resource
management [1]. As organizations adapt to changing employee expectations and a more dynamic work environment,
traditional approaches to motivation often fail to deliver the desired results. This shift has led to increased interest in tools that
not only reward performance but also engage employees on a deeper level. Among such tools, gamification has emerged as one
of the most relevant and effective strategies. By integrating game-like elements into the business processes, gamification helps
create a more interactive and motivating environment, making routine tasks more meaningful and stimulating.

Particularly in sales departments, the importance of motivation cannot be overstated. Sales employees are often in
the front line of business operations and play a key role in generating revenue and ensuring customer satisfaction. Their
performance directly impacts the company’s profitability and long-term success. In many organizations, a significant portion
of income is formed because of effective sales efforts. Therefore, investing in the motivation of sales personnel is not only
reasonable but necessary. A motivated sales team is more likely to meet performance targets, adapt to challenges and
contribute to a positive work culture, making motivation systems in this area a top priority for management.

Gamification is a strategy that involves applying game elements and principles to increase employees’ engagement,
motivation and participation in business processes. This approach can be highly effective in commercial enterprises, where
competition and high pressure to achieve goals are common phenomena. Creating an engaging work environment includes
integrating game elements into daily routine tasks to make the work environment more interesting and stimulating, using
gaming mechanisms such as levels, achievements and badges to track and reward employees’ successes [1]. It is essential to
select the right programs that align with the company's objectives and the team’s structure (table 1).

Table 1. Potential gamification programs

Program Description Goal
. Employees earn points for completing tasks, reaching goals or To encourage ongoing participation and
Points and levels : L ;
attending training. Levels reflect overall progress. achievement.
Leaderboards Ranking system based on sales results or completed challenges. To stimulate healthy competition and visibility.
. Digital rewards for completing specific milestones (“Top seller of | To provide recognition and motivation for
Achievement badges ”
the month”). excellence.

Missions and weekly To keep employees focused and engaged

Short-term goals with rewards for completion.

challenges consistently.
Marketplace or reward Employees can exchange earned points for real benefits (gift To connect performance with tangible
shop cards, days off). rewards.

Gamified training
modules

Source: proposed by the author.

One of the most foundational elements is the points and levels system. Employees accumulate points for achieving
specific tasks, meeting sales targets or participating in training activities. This structure encourages consistency, fosters a sense
of advancement, and provides immediate feedback on performance. It also stimulates internal motivation by offering a clear
pathway for progress and self-improvement [2].

Leaderboards are another widely used tool in gamification. They display employee rankings based on sales
performance or completed challenges, making achievements visible and promoting healthy competition within the team. Public
recognition via leaderboards boosts engagement and pushes employees to strive for better results, especially in high-
performing sales environments [3].

To recognize individual accomplishments, many systems include achievement badges. These virtual tokens are
awarded for reaching specific milestones such as “Top seller of the month” or completing training programs. Badges serve as
non-monetary rewards and are often displayed on internal dashboards or employee profiles. They help build professional
identity and strengthen the emotional connection between employees and the company [4].

Missions and weekly challenges are used to maintain short-term engagement. These elements break larger objectives
into smaller, manageable tasks that are time-bound and rewarding. Challenges often include reaching weekly sales goals or
participating in team-based activities [5].

Another essential feature is the marketplace or reward shop, where accumulated points can be exchanged for tangible
benefits such as gift cards, additional days off or small prizes. This adds a direct and meaningful link between performance and
reward, supporting extrinsic motivation while still preserving the internal satisfaction of achievement [2].

To improve knowledge and skills in an

Interactive learning through quizzes, simulations or competitions. -
engaging way.
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Finally, gamified training modules integrate game-like features into learning. Quizzes, interactive simulations and
knowledge competitions help enhance employee sKills in an engaging format. These modules not only support professional
development but also contribute to the creation of a learning-oriented culture [6].

There are several key stages that a company should go through before implementing a gamification system in the
sales department, presented in fig. 1.

[ System planning and customization ] . The first stage involves carefllll plan.n.ing and customization to align the
T 1 gamlflgatlon system with the company's spec1f%c n_eeds. At this stage, the primary

[ T — T - ] focus is on defining the key performance indicators (KPIs) that will drive
ntegration into sa'es operations motivation among sales managers [2]. KPIs could include metrics such as the

- {) — number of closed deals, revenue generated, client retention rates or successful

[ Pilot testing and optimization J participation in training programs. By establishing clear performance benchmarks,
- — the company ensures that sales managers understand what is expected of them and

( Full deployment and training J how they can achieve rewards. The next step is selecting appropriate gamification
- ik - tools. This includes determining which elements such as points, leaderboards,
(__Continuous monitoring and evolution ] achievement badges, and sales challenges will be integrated into the system [4].
Fig. 1. Stages of implementation the  These elements should be chosen based on their potential to enhance engagement,
gamification system drive performance, and align with company culture. For example, a points-based

Source: proposed by the author. reward system will provide continuous incentives, while leaderboards will

encourage healthy competition among employees.

Once the system is planned, the next step is to integrate it into the company's existing sales operations. This requires
embedding the gamification framework into customer relationship management (CRM) software or other digital platforms
used by the sales team. By doing so, performance tracking and reward calculations can be automated, ensuring that managers
do not have to manually assess results [7]. The CRM system will be programmed to track real-time sales activities, measure KPI
achievements to evaluate business process performance and assign corresponding points or rewards automatically. For
example, when a sales manager closes a deal, the system will record the transaction, update their leaderboard position, and
grant them experience points. This real-time tracking and feedback mechanism will make performance progress transparent
and encourage immediate engagement.

Before deploying the system across the entire sales department, a pilot test is essential to evaluate its functionality
and effectiveness. A small-scale implementation with one or two sales managers will allow the company to assess how well the
gamification system works in real-life conditions. During the pilot phase, feedback should be collected from participants
regarding their experience with the system [7]. Important things to look at include how easy the system is to use, how involved
employees feel, whether rewards are given out fairly, and if there are any technical problems. Based on this feedback, changes
and improvements will be made where needed.

After the system has been optimized through pilot testing, it will be introduced to the whole sales department. At this
stage, all sales managers will receive full training to help them understand how to use the system and apply it to support their
professional development [3].

Training should cover various aspects, such as 1. How points and leaderboard’s function. 2. How to track individual
and team performance. 3. How to participate in challenges and claim rewards. In addition to formal training, ongoing support
and troubleshooting should be provided to address any questions or issues that arise during the initial launch. A dedicated
administrator or HR specialist may oversee the system to ensure that all employees fully integrate gamification into their daily
business processes. Finally, the last stage provides that the gamification system remains effective in the long term. Continuous
monitoring and data analysis will be conducted to assess engagement levels, performance improvements, and system
effectiveness [2]. By tracking key performance metrics over time, the company can determine whether the gamification system
is achieving its intended goals. One of the critical aspects of this stage is introducing new challenges and incentives to keep
employees engaged. Over time, sales managers might get used to the system, which could lower their motivation and interest.
To avoid this, the company should regularly update the gamification features by adding new types of rewards, seasonal
challenges or competitions focused on specific skills.

Before implementing gamification as a motivation strategy for the sales department, it is important to analyze the
advantages and disadvantages of it (table 2).

Table 2. Advantages and disadvantages of gamification as a motivation tool

Aspect Advantages Disadvantages
Motivation Increase employee engagement and drive to exceed targets. | Requires constant updates to maintain interest and relevance.
Petrrfgzlr(ril ?lrglce Allows transparent, real-time evaluation of sales activity. Needs proper CRM integration and data analytics tools.
Learning and Encourages continuous learning and professional Might require additional training resources and time
development development. investment.
. Strengthens teamwork through shared challenges and Risk of creating excessive competition leading to
Team collaboration o !
missions. workplace tension.
Innovation Fosters creative problem-solving and adoption of new sales | May not be effective for all employees, especially those
techniques. resistant to change.
Provides both financial and non-financial incentives, Overemphasis on rewards may reduce intrinsic
Reward system . R . . o .
increasing job satisfaction. motivation over time.
Dgtajd_r tven Sales performance data helps with strategic decision-making. High reliance on digital tool_s_may lead o technical
ecisions complexities.

Source: proposed by the author.

In terms of motivation, gamification significantly enhances employee engagement by making tasks more dynamic and
goal oriented. It encourages individuals to exceed targets and take initiative [2]. However, one challenge is that gamified
systems require regular updates to remain effective. If elements such as challenges and rewards become repetitive, they may
lose their impact, leading to decreased interest over time.

Performance tracking becomes more transparent with gamification. Real-time data allows both managers and
employees to clearly see progress toward goals. This supports fairness and accountability [3]. Nevertheless, for accurate and
efficient tracking, companies must ensure strong integration with CRM systems and have the necessary data analytics tools in
place, which may involve additional technical setup and maintenance.

In the area of learning and development, gamification promotes continuous professional growth by integrating
training into engaging formats like quizzes or interactive challenges. This helps improve skills and encourages self-
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improvement [6]. On the downside, implementing gamified training requires time, planning, and potentially extra resources,
which may place an additional burden on the organization, especially during the early stages.

About team collaboration, gamification often includes shared missions or group competitions that can improve
cooperation and strengthen team spirit. However, if not managed properly, it may also lead to excessive competition among
employees, creating stress or conflict within the team environment.

Gamification also supports innovation by fostering creativity and encouraging employees to experiment with new
techniques. It rewards non-standard thinking and helps shift organizational culture toward continuous improvement [4]. Still,
the approach may not be equally effective for everyone. Some employees, particularly those who prefer traditional structures
or are resistant to change may find gamified elements distracting or unnecessary.

The reward system in gamification includes both material (financial) and symbolic (non-financial) incentives, which
together can improve job satisfaction. Employees feel more appreciated and recognized. However, too much focus on external
rewards may eventually reduce intrinsic motivation -employees might begin to work only for bonuses or recognition, rather
than personal growth or commitment to the company’s mission. Finally, gamification contributes to data-driven decisions by
generating performance metrics that help managers make informed strategic choices. These insights can be used to adjust
goals, refine training programs, or redesign tasks [3]. Yet, the effectiveness of this approach depends heavily on reliable digital
tools. If technical systems fail or are poorly configured, it may result in errors or misunderstandings. In summary, gamification
offers multiple benefits across motivation, collaboration, performance, and innovation. At the same time, its success depends
on thoughtful design, ongoing management, and alignment with the team'’s specific needs and working culture.

Conclusions and prospects for further research

Gamification is presented as an effective tool for motivating employees, particularly in sales departments where
performance is measurable and closely linked to business outcomes. By incorporating elements such as points, levels,
leaderboards, and challenges into business processes, it helps increase employee engagement, focus, and commitment. Several
gamification programs were revealed, each addressing different aspects of employee motivation, including personal
development, team collaboration and learning. The implementation process involves several key stages: planning, integration
into daily operations, pilot testing, full deployment with training, and regular system updates - ensuring long-term effectiveness
and adaptability. Although gamification offers clear benefits such as improved engagement and performance transparency, it
also requires ongoing updates and careful design to prevent negative effects like excessive competition or dependence on
external rewards. This article can be especially valuable for HR professionals and team leaders aiming to modernize their
motivation strategies. It provides a practical framework to improve sales results, support employee growth and strengthen
alignment between individual efforts and organizational goals.
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