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Extended Abstract

Reduction in motivation and level of engagement in educational courses is one of the
most important challenges for every organization. In order to address this issue, various
methods have been proposed to improve organizational instruction, including the
adoption of gamification to motivate employees to participate actively both in courses
and in general to improve education efficiency. The present study, while considering the
effectiveness of the popular approach of gamification, has also addressed the challenges
of its implementation. These challenges have been extracted based on the experiences of
the experts in the field of education and gamification. To this end, a qualitative research
using phenomenological method was adopted. Data collected from one-on-one
interviews were analyzed and coded according to Strauss and Corbin's three-stage coding
procedure. The findings suggested that in addition to the organization's challenges for
the adoption of gamification, there are also challenges for gamification’s entry into the
organization. A total of 13 challenges were identified and put into the two mentioned
categories. Therefore, it is expected that by identifying these challenges and attempting to
reduce them before taking any action, the gamification approach can be useful in

increasing the effectiveness of education courses in an organization.
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INTRODUCTION

The effect of organizational instruction on organizational performance is an important issue
in organizational and managerial studies (Murray & Donegan, 2003, p. 2; Yeo, 2003, p. 11;
Chow & Tsui, 2017, p. 3) and is regarded as a key indicator in evaluating the effectiveness of
an organization (Jerez-Gémez, Céspedes-Lorente, & Valle-Cabrera, 2005, p. 10). It is also a
competitive advantage for the organization; in better words, if the workforce of an
organization learns the new concepts and issues related to the organization faster than the
rivals, it can be said the organization has a superiority to its rivals (Koohborfardhaghighi,
Lee, & Kim, 2016, p. 2). But, despite the importance of education and learning in every
organization, organizations often face the problems of employee motivation and engagement
(Scaringella & Burtschell, 2017, p. 4). Accordingly, improvement in organizational
instruction is of vital importance and gamification is expected to contribute to organizations
in this regard due to its motivational nature.

PURPOSE

Implementation of gamification in some circumstances may not achieve the desired result. For
example, if employees force an organization to use a new and complex system (Farber, 2016, p.
30), or if management does not have a positive attitude towards gamification, it will lead to lack
of cooperation and resistance. Failure to address the challenges of designing and implementing
gamification in an organization and the simplicity of vision in this sense will waste the efforts of
gamification designers and the organization's costs. Considering the above-mentioned issue, the
present study, in line with its goal of identifying the challenges of using gamification in
organizational instruction, seeks to find out what factors affect the success or failure of
gamification in organizational instruction. These factors are the challenges extracted from the
experience of the experts in the fields of education and gamification.

METHODOLOGY

For the present study, a phenomenological method has been adopted. The experts in the field
of education and gamification in organizational and academic context, have contributed to
the research. Also, one-on-one interviews were used to collect information. Based on Strauss
and Corbin's (1990) coding procedure, concepts have been extracted and categorized. Figure
1 depicts a coherent overview of the steps and procedures employed in this research.
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Figure 1. Steps and Procedures Used in the Current Study (Creswell & Clark, 2014, p.356)



FINDINGS

The views and experiences of experts in the field were extracted based on the objective of this
study which focuses on identifying the executive challenges of gamification in education. A
total of 13 concepts were obtained and divided into two general categories shown in Table 1.

Table 1. Concepts and Categories Extracted from the Conducted Interviews

Concepts Categories
Considering the educational factors which are independent of gamification
Persuading the high-ranking employees to adopt gamification in the organization

Organization Implementation costs and organization’s willingness to invest
challenges to adopt Staff justification to develop a positive attitude towards gamification
gamification Devising long-term intensive schemes

Defining the assessment metrics accurately
Considering the environmental conditions for gamification implementation

Implicit gamification implementation and influencing the individual’s unconscious

Having a realistic outlook on gamification
The challenges of

cs Accurate gamification design and implementation
gamification’s entry to

Gradual implementation
the organization L -
Creating intrinsic motivation

Designing appropriate competition with the culture of domestic organizations

DISSCUSTION

The findings suggest that considering the organizational and content requirements as factors
independent of education is one of the challenges also stated in the studies conducted by
(Wilson, Calongne & Henderson, 2015, pp. 7-9; Farber, 2016, p. 32; Schuldt & Friedemann,
2017, pp. 7-8; Chee & Wong, 2017, pp. 3-5). Among the challenges of gamification entering
the organization, attention to intrinsic motivation is in line with the research carried out by
(Seaborn & Fels, 2015, pp. 15-16, Scheiner et al., 2017, pp. 7-8; and Chee & Wong, 2017, pp.
3-5). According to Kapp (2012), attention to extrinsic motivation leads to feelings of
exploitation in the individual, and in the short run, it will reduce the motivation for learning.
Other studies conducted by (Scheiner et al., 2017, pp. 7-8; Schuldt & Friedemann, 2017, pp.
7-8; Chee and Wong, 2017, pp. 3-5; Kim & Werbach, 2016, pp. 8-12; and Landers, 2014, p. 9)
have also pointed to the importance of the design and correct implementation of
gamification. They have stated if the design of gamification is not suitable, not only will it be
ineffective, but it can also produce adverse effects. On the other hand, attention to the
attitudes of high-ranking employees and staff justification, gradual implementation, attention
to environmental conditions and the culture of the organization, long-term incentive
schemes, and a realistic outlook are among the influential factors that are not dealt with in
particular in other studies but are part of the current research. It's worth noting attention to
user characteristics which is one of the important challenges posed in other studies is not
mentioned in this study as a specific challenge. Along with this important factor, Bartle
(1996) provided a classification of the types of players, stressing the importance of paying
attention to people’s personality types in the design of a game (Bartle, 1996, pp. 2-5; Farber,
2016, pp. 46-47).
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CONCLUSION

Despite the many studies conducted on gamification of learning (eg, Schafer, 2017, pp. 5-7;
Veltsos, 2017, pp. 14-17; Yildirim, 2017, pp. 10-13; Fresno et al., 2017, pp. 11 -16), findings
often revolve around the advantages of gamification and are less concerned with the
challenges of applying it to organizational instruction. This is a significant gap upon which
the present study focuses. Considering the importance and problems of organizational
instruction, gamification can be helpful in this regard. This, however, does not mean that
gamification is effective in every situation; Kim and Werbach (2016) cite examples of
gamification having caused problems. Therefore, to benefit from gamification, it is necessary
to identify the challenges in this field. Also, gamification is a complex concept since it is
related to human psychology; therefore, to understand its challenges, there is a need for more
realistic and coherent studies and experiences. Addressing the more general dimensions of
gamification and not merely considering its design, the present study has been able to
discover factors the neglect of which can lead to the failure of gamification.

NOVELTY

In this study, in addition to reviewing the literature, interviews were conducted with experts
in this field. As a result of these interviews issues not considered by previous studies were
raised. These factors include attention to the attitudes of high-ranking employees and staff
justification, gradual implementation, attention to environmental conditions and the culture
of the organization, long-term incentive schemes, and a realistic outlook, all of which have
both organizational and design aspects. Another innovation in this research is the
categorization of challenges into two organizational and design groups. This categorization
provides a more coherent understanding, helping the designer to easily identify and resolve
the future challenges from the very beginning.
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