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THE EFFECTIVENESS OF CROWDSOURCING IN AN
ORGANIZATION
(EXAMPLE OF JSC "SBERBANK OF RUSSIA")

R.A. Dolzhenko, A. Yurkova
Altai State University (Barnaul, Russia)

The major objective of economic reforms in Russia is to create innovative market economy. Innovative way of
any business is based primarily on the intellectual and creative potential of employees, and whole society. Open
this potential allows a crowdsourcing; it is a new technology for the domestic market.

This article discusses the possibility of evaluating the effectiveness of using crowdsourcing in an organization.
The essence of crowdsourcing is studied. Crowdsourcing classifications are defined. A scheme of interaction
between participants crowdsourcing project in the organization is highlighted, key roles of participants are
described. Components that make up the effect of using this technology in company are highlighted. The
performance and effectiveness of crowdsourcing activities are compared. Indicators to assess the effectiveness
of crowdsourcing in the organization are highlighted. Identify the most effective ways to improve the quality of
this technology.

The article analyzes the efficiency of using the crowdsourcing on example of JSC “Sberbank of Russia”.
The costs and benefits of using this technology in the bank in 2012 are compared. The effectiveness of two
crowdsourcing projects to finalize documents in bank is studied. It is shown that the effectiveness of crowdsourcing
depends largely on engagement participants in this process.

Keywords: crowdsourcing, crowdsourcing platform, teamwork with the ideas, performance of crowdsourcing,
effectiveness of crowdsourcing.

DPDPEKTUBHOCTb KPAYACOPCUHIA B OPTAHU3ALNN
(HA MPUMEPE NAO «CBEPBAHK POCCUWN»)

P.A. JonxeHko, A. KOpkoBa
AnTanckmmn rocyfapcrBeHHbIN yHuBepcuTeT (BapHayn, Poccums)

OcHOBHO 1ie/IbI0 9KOHOMUYeckux pedopM B Poccum ABfeTcsa co3ZlaHue NHHOBAIMOHHON PEIHOYHOM 3KO-
HOMUKY. VIHHOBALIMOHHBIH My Th JII060TO MPEANPHUATHA OCHOBAH, IpeX/e BCETO, HA UHTEUIEKTYaIbHOM U TBOP-
YeCKOM IOTEeHIMale COTPYAHUKOB U 00IIecTBa B I1eJI0M. OTKPEITh 3TOT ITOTEHIUAN [TO3BOJISIET KPAy/ACOPCHHT;
3TO HOBAsA TEXHOJIOTHA JJIA BHYyTPEHHETO PBIHKA.

O6cyx/aeTcss BO3MOXKHOCTD OIleHKH 3G PeKTUBHOCTH UCIIOIb30BAHU KPayACOPCHUHTA B OPraHU3aI[IH, pac-
CMaTpUBaeTCs CYTh KPayZCOPCUHTa, IPUBe/IEHH! ero Kiaccudukaruu. Takke 0603HaUeHa cxeMa B3auMOZeHCTBUA
YYaCTHUKOB NIPOEKTa KpayZCOPCUHTa B OPraHU3alUK, ONMMCHIBAIOTCA KJIIOUEBBle POJIN YYACTHUKOB, BBIAEIAIOT-
€A KOMIIOHEHTBI, BJIUAIOIINE Ha HCIOIb30BaHKE 3TON TEXHOJIOTUY B KOMIIAaHUY, CPAaBHUBAIOTCSA IPOU3BOJUTEb-
HOCTb U 3$deKTUBHOCTD [eATeNbHOCTH KpayJCOPCUHTA. BbIeIAI0TCA HHANKATOPHI A OlleHKU 3¢ deKTHBHO-
CTHU KpayZCOPCUHTa B opranusanyu. OnpegeneHs! Hanbosee 3bdeKTUBHBIE CIOCOOBI ITOBHIIEHHS Ka4eCTBa 3TOH
TEXHOJIOTHH.

Ananusupyetcs 3GGeKTUBHOCTh UCIIOIb30BaHUA KpayAcopcuHra Ha npuMepe [TAO «Cb6epbank Poccru».
CpaBHUBAIOTCA 3aTPaThl ¥ MIPEUMYIIECTBA UCIIONb30BaHUA 3TOM TexXHOIOTHHU B 6aHke B 2012 roay. MsyvaeTcs
3¢ PeKTUBHOCTD BYX IIPOEKTOB KPayACOPCUHTA /I #0paboTKU JOKYMeHTOB B 6aHKe. [Toka3aHo, 4To 3¢ deKTHB-
HOCTB KpayZCOPCHHTa BO MHOTOM 3aBUCHUT OT yYaCTHUKOB y4acTHA B 3TOM IIpoliecce.

KirroueBble ci10Ba: KpayACOPCUHT, KpayACOPCUHIOBasA iatdopMa, COBMecTHas paboTa ¢ esaMHu, Ipou3-
BOZUTENIBHOCTD KPayZICOPCUHTA, 3PEeKTUBHOCTD Kpay/ICOPCHUHTa.
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ntroduction
Currently, all over the world, there is an
increasing interest in possibilities of collective
network activity, enlargement of expert community,
inclusion of new participants having their own view
of the problem to be solved. One of such possibilities
is a crowdsourcing, an instrument that was first
described by J. Howe (J. Howe, 2006). However, many
companies refuse to use it because they can’t evaluate
the economic effectiveness of crowdsourcing.

But the key advantage of crowdsourcing is related
to the economic effect that it can bring to the company.
The possibilities of its use are not limited to the
participants’ creative activities on an organizational
problem-solving. Accordingly, it is necessary that the
usage of crowdsourcing is premeditated, calculated
and effective for all participants of economic
relations.

Only one work is dedicated to the issue of
evaluating the effectiveness of using crowdsourcing
in its direct form (Huberman, 2009). The author
attempted to consider the effectiveness of
crowdsourcing in an organization empirically with
the help of mathematical calculations. A number
of articles consider the specificity of data analysis
of collaborative crowdsourcing platforms modeling
the activity of crowdsourcing participants (Horton,
2010; Ignatov, 2014) but such approaches for
evaluating the technology effectiveness, despite
their methodological significance do not have any
practical effect for the organization that considers
the possibility of its use in practice. Our work is
essentially a study evaluating the effectiveness of
crowdsourcing in an organization.

1. The essence of crowdsourcing and the main
issues of its use in an organization

First of all, it is necessary to define the essence of
crowdsourcing. From the point of view of organization,
crowdsourcing can be defined as the use of intellect and
experience of a large number of customers, employees,
interested public to find new ideas for improving
products, processes, services and/or examination of
important decisions and documents of the organization.

A crowdsourcing project, in turn, is a project aimed
at solving the problems of different complexity as a
result of collective intellectual activity of employees,
partners, customers and external experts.

The customer of crowdsourcing gets an opportunity
to use the concentrated potential of mass community
of people united by a common idea in the framework
of using this technology. Taking into account all the
advantages of crowdsourcing highlighted by various
authors (Raykar, 2010; Marjanovic, 2012); its use has
the following advantages in comparison with other
standard instruments for solving intellectual problems
for businesses and society:

* Remote teamwork with the ideas by using the
Internet. A team of talented people from around the
world can be involved in this job;

* Crowdsourcing affords the opportunity to test
new ideas, products, services by the end consumers
which are its participants;

* Practice shows that crowdsourcing is
characterized by high effectiveness due to the
quickness, relatively low cost and innovative solutions;

* A community of crowdsourcing participants,
selects and improves suggestions by itself;

* Identification of the best experts among the
participants by the participants themselves is possible
on the basis of rating analysis.

At the same time, crowdsourcing can be used
within the organization in simplified form. The staff
of the firm may be got involved in the work. In this
case it scores the following local advantages for the
organization:

* Crowdsourcing affords each employee an
opportunity to effect the decisions made and processes
conducted;

* [t allows defining the optimal solution or reduces
the probability of making the wrong decision and
therefore loss of time and financial resources because
participants’ combined knowledge and experience
are incomparably higher than any of an expert and
working group;

* Internal crowdsourcing greatly speeds up the
conversion process because it directly depends on the
involvement of employees and customers in the change
process.

The following types of Crowdsourcing can be
highlighted with regard to the use of crowdsourcing
for the needs of the organization:

1) Depending on the content and timing, the
following types of crowdsourcing are defined (Table 1).

Table 1
Crowdsourcing classification depending on the
content and timing of the projects

Permanent Temporary
(open for more than
2-3 months) (open for less than 2-3 months)

Suggestions gathe- Crowd Con Strategic

. . sourcing tests .

ring to improve key . projects
of thein- | (logo,

problems of the cus- for the or-
ternal do- | name NN

tomer ganization
cumnts etc.)

Source: author’s work

2) Depending on the audience:

External crowdsourcing is conducted with the
participation of employees but also customers, partners
and external community in the Internet.
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Internal crowdsourcing — only employees of the
organization can participate.

3) Depending on the limitation of participation:

Mass crowdsourcing — a maximum number
of participants can be invited in the project, their
membership is not personified.

Opened crowdsourcing — a certain target
audience is actively invited in the project but the access
to other participants is not limited.

Closed crowdsourcing — a limited number of
participants can be, they are strictly personified and
carefully selected according to certain criteria.

To maximize the quality of crowdsourcing, first of
all, it is necessary to attract as many people as possible,
and secondly, it is important that their skills, abilities,
work experience are the most relevant in regard to
the issues of the crowdsourcing project. As a rule, the
optimal number of participants in the project is several
thousand people. Thus, crowdsourcing may “operate”
in simple cases (with the involvement of a wide circle
specialists) and in cases of necessity to solve complex
problems that require specific knowledge and skills (by
selecting such experts that have necessary knowledge
and skills).

After reviewing the key concepts of crowdsourcing,
some aspects of evaluating the effectiveness of the use
of this technology should be considered.

2. Some aspects of evaluating the effectiveness
of crowdsourcing in an organization

The effectiveness can be understood as “a relative
effect, a performance of the process, operation,
project defined as the ratio of the effect, result in
costs, expenses, caused contributed its preparation”
(Raizberg, 1998). Thus effectiveness can be evaluated
through a comparison of the obtained costs and results.

Since the two notions “effectiveness” and

“performance” are often mixed up, it is necessary to
distinguish between them. As the performance is a
result of how its objects were achieved, and the
effectiveness is described as a characteristic of process
activity, the highlight of performance in relation to
crowdsourcing is necessary because the quality of this
technology depends on the achieved objects and goals
by the participants and not on the generation of ideas
and their amount.

Graphical comparison of “effectiveness’ and

“performance” with regard to crowdsourcing is given
in Figure 1.

| EFFECTIVENESS-OF- | PERFORMANCE-OF- |
| CROWDSOURCINGY : CROWDSOURCINGY |
| ! 1 1
______________________________ 6~ ——-—-----
Problem,- Teamwork-for-solving- Themost-suitable- Problem 4
platform.- o the-problem solution-for-use > solving
participantsf

Source: author’s work

Figure 1. Effectiveness and performance of crowdsourcing using

Thus, if the results of the specific crowdsourcing
project are assessed from the point of view of the
achieved goals and objects by the participants — it is
advisable to use the notion — “performance”. In case
of evaluating the quality of the instrument itself in
comparison with possible costs and results, is necessary
to use the notion — “effectiveness”. In our work we will
use the effectiveness of crowdsourcing.

Four main ways used in crowdsourcing can
be determined: knowledge, creativity, voting, and
funding. The most important way determining
its effectiveness — the creative potential of the
participants which effectiveness reflects on the
platform through the quality of suggestions and ideas
accepted for implementation by the customer. Full
evaluating of the effectiveness of the crowdsourcing
platform will evaluate the usage of all four aspects for
meeting the customer’s goals.

Researcher G. G. Azgaldov believe that any result
of the company’s activity, “is characterized necessarily
and sufficiently by two most common properties —
quantity (total amount) and quality (one such unit)”
(Azgaldov, 1996). Thus, effectiveness of crowdsourcing
can be determined by 2 factors: the number of
suggestions (total amount of ideas on the project)
and the quantity of suggestions (the number of ideas
accepted for implementation).

We believe that it is necessary to use such key
constructs of the ratio of final (output) and input
variables of effectiveness as resource productivity
and resource intensity to assess the effectiveness of
crowdsourcing. It is known that:

Iniput defines the result

Resource productivity =
Output

obtained from the unit of input;
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Intput

Resource intensity = denotes the specific

Output

quantity of costs per unit of the achieved result.
Thus the resource productivity and resource
intensity of crowdsourcing can be calculated as follows:

Out,
tal,,
Total,,

Resource productivity of crowdsourcing = @

@

Resource intensity of crowdsourcing =
ut
ks

where:

Out,  — ideas approved by the customer for
implementation (ideas at output of the project);

Total, — suggested ideas during the project (total
amount of ideas).

Conversion of the index of effective ideas accepted
by the customer, to the index of financial result from
their implementation raises some difficulties as various
projects timely for the organization propose completely
different financial content.

Besides, it is quite difficult to evaluate the finan-
cial question of crowdsourcing effectiveness first of all
because the largest domestic organizations have just
started to use this technology and secondly it still re-
mains the know-how, so as a rule, companies that ac-
tively use crowdsourcing do not reveal the results that
have been achieved on crowdsourcing platforms.

Currently, the possibility of combining such tech-
nologies as crowdsourcing and artificial intelligence
(machine learning) is being worked at that will max-
imize the effectiveness of crowdsourcing in future
(E. Kamar, 2012) but complicate its assessment.

3. Practice of crowdsoursing using and
evaluation of its effectiveness

Let us evaluate the effectiveness of crowdsourcing
using by example of JSC “Sberbank of Russia”, an
organization which is the first one among domestic
companies started to use this teamwork technology.

So we need to set the results of crowdsourcing
activities, determine the costs and compare them.

Sberbank uses two complete platforms for
implementation of crowdsourcing projects in its
crowdsourcing activities (Wikivote, Witology).

There is an information in open source that
according to Wikivote! data where the crowdsourcing
projects of Sberbank were conducted, in 2012 the
economic effect of implementation in this financial
organization of the best ideas obtained during the
crowdsourcing was more than 13 million rubles
(Crowdsourcing in JSC “Sberbank of Russia”).

Since 2013 the documents dealing with Sberbank
activities undergo crowdsourcing evaluation with
participation of staff from the whole country. As of
01.06.2014, 21701 of participants have been registered
in crowdsourcing of Sberbank. Altogether they have
sent 17800 of the authors’ ideas, written 26511 of

comments to the discussed standard acts, marked
226124 of grades for ideas (Ideas of Sberbank).

The second element of the evaluating system of
the effectiveness of crowdsourcing is the cost for its
implementation.

They consist of the following components:

*  Cost for platform (creation and further support

or rent);

* Cost for managers’ salary (moderators and

facilitators) of the crowdsourcing;

*  Cost for remuneration of the crowdsourcing

participants and winners.

Approximate costs for the full implementation
of the crowdsourcing project in the organization are
given in Table 2.

Table 2
Costs for project implementation in the
framework of internal crowdsourcing

Types of projects of internal
Servics crowdsourcing
Type 1 | Type 2 Type 3
IT platform (per year) |$787 ths. $ 35 ths.
Technical and organi-
zational support ?p1e5t’0p::jéct) %p3eSrtmhz>.nth)
+ methodology
$3.65 min. $450 ths.
Total (18 projects per (number of
ears) prOJe.ct's is
y not limited)

Source: author’s work

Cost for the system support including the
managers’ salary are also given in Table 2 with regard
to crowdsourcing projects implemented on the third
party platforms of partner-companies.

Salary costs for the specialists responsible for the
implementation of crowdsourcing in Sberbank can
be neglected because this activity is a part of their
standard functionality which includes a range of work
within the corporate innovation system of the bank.

The following costs were made for the remunera-
tion of the crowdsourcing winners in Sberbank in 2012
(Table 3).

Table 3
Estimated conditional costs for the remuneration
of the crowdsourcing winners in Sberbank in 2012

TOTAL FOR 2012
Projects | Total cost for re-
number | muneration, $
Projects organized on the
third party technological 11 77000
platform “WITOLOGY"”
Projects organized on the
third party technological 17 68000
platform “WIKIVOTE"”
Total 28 145000

Source: author’s work
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Thus the costs for crowdsourcing using in JSC
“Sberbank of Russia” could be from $450000 to
$3650000 (including the cost for project support) de-
pending on the project type + costs for the remuner-
ation of the crowdsourcing winners in the amount of
$145000.

According to the bank data, the costs for platforms
creation for crowdsourcing amounted to $35000. Job
cost in the framework of crowdsourcing on the out-
side platforms provided by partner-companies is ap-
proximately $35000 per month that corresponds to
our approximate costs under condition of Type 3 cho-
sen by the bank.

The analysis of practical use of crowdsourcing in
this organization allowed identification some prob-
lems that reduce its effectiveness. Some of them are
the following:

1. Ineffective gathering of ideas: a large number
of incoming ideas, their low quality. 86000 ideas were
registered during crowdsourcing of Sberbank, 20% of
them are under consideration.

2. Ineffective selection and approval procedures:
100% of ideas need to be examined, long examina-
tion periods, high labor costs, ineffective procedure
of “filtration”. 52% of ideas were rejected, only 10%
of ideas were considered in time in Sberbank among
10400 ideas approved for the implementation.

3. Inefficient use of crowdsourcing platforms:
low interest in business, dissatisfaction of employees.
7500 ideas were implemented by Sberbank, 80% of
them were under consideration for more than 1 year.

New approaches of selecting and evaluating the
ideas are necessary in order to improve qualitative-
ly the working models with ideas in the framework of
crowdsourcing:

* Business and /or customers should set a problem
for solving;

* Work on solutions should be organized in teams;

* New principles of motivation for the authors of
ideas should be well-organized — conversion from
participant’s motivation to team’s motivation;

* Expert professional community should be formed
according to types of activities;

* Effective communication should be provided
between the participants while searching the solution;

e Selection of ideas should be performed by the
community’s participants;

e “Filtration” of ideas should be performed by
means of rating (with the help of participants’ voting);

e Efforts should be concentrated on the best
solutions;

* The number of active participants should be
maximum.

The practice of crowdsourcing using in Sber-
bank shows that the following elements are neces-
sary to build an effective crowdsourcing platform:

the Internet platform, rating system of the partici-
pants and their suggestions, “filtration” of the par-
ticipants before including into the project, “filtration”
of the suggestions in order to find spam (criteria of
inefficient operation), off-topic discussions, guide
for the beginners of crowdsourcing, system for set-
ting up (a) problem(s) for the participants, remu-
neration system for the project leaders, system of
project results reporting, facilitators work on the
platform, organized security system and privacy of
content, retrieval system of suggestions according to
different criteria, etc.

The comparison of the results of a number of
crowdsourcing projects of Sberbank leads to the con-
clusion that the activity of crowdsourcing participants
largely depends on the topic of the problem and par-
ticipants’ involvement in this process. The more popu-
lar it is among the participants, the greater results will
be achieved on the platform. Similar studies of for-
eign researches showed that there is no correlation be-
tween the quality of crowdsourcing and remuneration
system for participants (Yuen, 2011). Additional remu-
neration for those wishing to work within the frame-
work of crowdsourcing leads to an increase in the num-
ber of participants, but does not increase the quality of
their suggestions.

Having analyzed the practice of using crowdsourc-
ing in an organization, it should be noted that while
evaluating the effectiveness of crowdsourcing, first of
all it is necessary to assess the effectiveness of the pro-
posed during the project ideas that should be imple-
mented with this technology but not the use of this
technology in general.

The cost of implementing the crowdsourcing plat-
form and its support is relatively low as well as partici-
pants’ remuneration suggested the best from the point
of view of the customer ideas. If the participants of
crowdsourcing are permanent, then it could be con-
sidered as a kind of virtual organization unit which as-
sumes standard evaluating methods of the effective-
ness of its activities.

Conclusion

The economic effect of crowdsourcing use in an
organization expressed in financial performance is dif-
ficult to evaluate because there are a great number of
possible ideas and limitless creative abilities of crowd-
sourcing participants. One person may give a limited
number of ideas, crowdsourcing as a mechanism of col-
lective intelligence can provide the customer with an
unlimited number of ideas.

The practice of using crowdsourcing shows that
it has great potential. It can be stated to some degree
that in the potential, the form of intellectual activity
that can be outsourced to organizations, may also be
transmitted to crowdsourcing. It’s not time to realize
this ability yet.
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