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In attempts to replicate top performers’ results among  
their peers, many organizations instinctively look to traditional  
methods. Additional training and messaging, managing toward 
strategic goals, internal promotions, compensation incentives, 
and research lead the list. But today forward-thinking organizations 
are finding success with technology-driven peer-to-peer (P2P) 
employee collaboration strategies.

P2P collaboration can galvanize employee engagement efforts  
to a point of measurable return on investment (ROI). Much like 
social media’s effect on consumerism, peer-to-peer collaboration 
among employees is empowered by new technologies and 
efficiencies that can take employee engagement to a whole new 
level — including bottom line results. At this new level there is 
a “P2P Effect” that takes on its own momentum. With it, an 
organization can improve business performance in targeted 
areas and clearly track it to ROI. 

These kinds of programs don’t have to be sponsored by the Human 
Resources (HR) Department. They can be run by Corporate 
Communications, Marketing, Sales management, or others in  
collaboration with HR.

Organizational P2P collaboration is especially useful in democratizing 
best practices among stakeholders — especially in departments 
such as Sales or Customer Service — and encouraging open  
innovation. But it can also be applied to a wide range of other 
departments, employee functions, and activities. The results can 
manifest in a number of positive business outcomes, such as 
sharpened competitive advantage, improved revenues and  
margins, and enhanced customer satisfaction.

For example, a major insurance company now uses a secure 
P2P website to post videos of its top-producing agents. In their 
own words, via professionally produced video segments, actual 

There’s probably not a day that  
goes by you haven’t wished for an 
entire team made up of your top  
10% performers and most adamant 
advocates — especially in areas 
“close to the money.”

THE

P2P
EFFECT

���

“�Peer-to-peer�collaboration�
among�employees�is�
empowered�by�new��
technologies�and�efficiencies�
that�can�take�employee��
engagement�to�a�whole�
new�level.”
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top-producing agents reveal to their peers the nuts and bolts 
and “how-to” surrounding their sales strategy or technique.  
Because the agents are members of a secure digital community, 
web metrics can be tracked down to the user level and bridged 
with actual agent sales data to determine the value of each  
best practice. The most effective best practices can then be  
formalized with additional training. 

Employee engagement techniques, such as recognition activities, 
are often associated with HR or training initiatives. These often 
do not carry the employee credibility and direct financial impact 
of peer-to-peer interaction. HR-driven engagement initiatives 
can limit the impact of powerful motivators such as recognition 
by minimizing outcomes to only the individual’s performance. By 
contrast, “the P2P Effect” can provide recognition for sharing 
techniques, processes, perspectives or other “secret sauce” that 
benefits the performance of the entire organization. This can  
multiply the potential financial outcomes per P2P investment. 

When embedded as a holistic, persistent channel with an annual 
resource commitment, P2P programs can partner among Sales, 
Training, HR, Innovation, and other areas of the organization to 
measurably improve the performance of the entire organization. 

Creating sustainable on-demand internal  
communications channels (websites, peer 
meetings, forums and communications, etc.) 
dedicated to sharing peer-to-peer best practices 
can elevate organizational standards closer 
to those of top performers. Activation of a 
sustained P2P program can become a reliable 
resource managed like any other channel. 

Inspired by consumer P2P channels such  
as social media, creative and innovative new employee P2P  
opportunities are emerging.  Internal channels that leverage 
technologies including web video, online surveys and polls,  
blogging, analytics and gamification1, can now integrate into 
a focused platform for employee sharing of best practices. 

P2P�Programs�can�partner�
among�Sales,�Training,�HR,�
Innovation,�and�other�areas�of�
the�organization�to�measurably�
improve�the�performance�of��
the�entire�organization.

1Gamification is the use of game thinking and game mechanics in non-game contexts to 
engage users in solving problems. Gamification is used in applications and processes to 

improve user engagement, return on investment, data quality, timeliness, and learning.
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 Seven dimensions define ROI-focused  
 P2P employee engagement: 

 1.  Relevance to culture & values

 2. Relevance to business & brand goals

 3. Employee recognition

 4. Sense of competition or collaboration 

 5. Immediate feedback

 6. Celebration

 7. Measurement

Beyond P2P employee collaboration, the P2P Effect can  
extend into distributor networks to improve business results.  
In this type of application competition can replace collaboration  
to create the catalyst. 

A leading distributor of commercial and industrial lighting  
solutions created a custom online gaming competition for  
employees of its distributor network. The game featured  
substantial prizes and recognition for winning teams. Product 
and solution learning techniques and competitive selling  
strategies were woven into the adventure-themed gaming  
scenarios and quiz questions. The gaming competition ran  
for several weeks. In the final analysis, the original game was 
credited as a key element in holding sales firm during a market 
downturn by galvanizing a peer network (distribution channel). 
Thereafter, the game was run repeatedly at the same time every 
year, featuring a new theme, while adhering to the same basic  
structure and format. The results were consistently positive.  
And although use of this P2P tool was promotional in nature,  
the concept produced the effect of improved learning and  
awareness metrics which helped stabilize revenues, and margins. 
This kind of P2P engagement strategy can be operationalized  
in many ways, among and across functions, for sustainable  
business improvement.
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In another application as reported in a July, 2008 Trends Magazine 
audio article, IBM has developed employee competitive gamification 
to identify leadership candidates. It employed multi-player, online 
role-playing gaming environments for employees to tackle  
challenges that exposed leadership qualities in previously  
unsuspected participants. Winners of virtual business challenges 
were selected for leadership development investment.

IBM launched a version of this program as a competition in its 
own organization in which its employees start virtual businesses 
with clients through the use of gamification. This competition 
helped sort out which virtual worlds work best for various kinds 
of business activities. 

This demonstrates IBM’s belief that the skills developed or uncovered 
in the gaming competition are those which business leadership 
should have.

The Startling Stats on P2P 

A thorough analysis led by Nathan Podsakoff, a professor at the 
University of Arizona, of more than 3,600 business units across 
numerous industries showed that the more frequently employees 
give help and share knowledge, the higher their units’ profits, 
productivity, customers satisfaction, and employee retention rates ii.

The average employee interacts with 42% of coworkers in their 
business unit or department on a regular basis. In a business unit 
of 50 employees, that means there are 21 individuals that could 
have frequent, lasting influence on an employee’s engagement. 
By contrast, how often do these employees interact personally 
with the CEO or anyone else in the C-suite? How about any of 
the VPs, directors or other leaders? Or trainers? Certainly not  

A study of 3,600 business units
across industries showed  

the more employees 
share knowledge, the
more four key business
metrics improve:  CUSTOMER

SATISFACTION
EMPLOYEE
RETENTION

PRODUCTIVITYPROFITS 

A study of 3,600 business units
across industries showed  

the more employees 
share knowledge, the
more four key business
metrics improve:  PRODUCTIVITY

CUSTOMER
SATISFACTION

EMPLOYEE
RETENTIONPROFITS 

FIGURE 2: PODSAKOFF STUDY
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every day, as they do with peer counterparts. With a purposeful 
P2P program, interaction can be focused among top performers 
and their peers for consistent influence that leads to bottom  
line effects.

Evidence Supporting P2P Investments

A 2012 Trustbarometer study by Edelman shows continued  
credibility erosion of traditional sources such as CEOs and  
government officials in deference to peer-to-peer networking. 
CEO credibility with employees dropped 12% in one year,  
compared to a gain of 22% for “people like yourself.” This erosion 
in traditional sources of credibility is being supplanted by peer-
to-peer sharing at a startling pace. Need more proof? Who do 
your teenage kids listen to more: you or their friends?

A CEB employee engagement study reported that 44% of companies 
surveyed plan to increase their engagement budgets this year. 
But most HR directors don’t believe employee engagement  
investments are driving business outcomes. Why? Maybe they’re 
not measuring the right outcomes.

FIGURE 12: EDELMAN 2012 TRUSTBAROMETER STUDY

a dramatic shift 
in credibility, 
from CEOs to 
“a person like yourself”

According to Edelman’s 
Trustbarometer study, from
2011 to 2012 there was

0%

CEOs

a
person

like
yourself

+22%

-12%
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A Globoforce study correlates with the Podsakoff study, showing 
companies that tie recognition back to company values in a 
peer-to-peer context and invest approximately one percent of 
payroll into it see increases in retention, enablement, engagement, 

and even financial results. But engagement is only half the battle. 
Action — changing behaviors to align with desired business outcomes 
— is the missing component that drives the return on the investment. 
And popularizing actions of employees who are regularly producing 
those desired business outcomes is an undeniable component of 
success. Though this isn’t ground breaking news in itself, today’s 
palette of tactical alternatives make it a new ball game. 

Action
Aligning behaviors with business
outcomes is the key to ROI

Engagement
Getting stakeholders engaged 
is only half the battle.

FIGURE 4: ENGAGEMENT ALONE IS NOT ENOUGH

1% payroll investment in 
peer-to-peer engagement 
yields multiple benefits

According to a Globoforce study

F
IN

A
N

C
IA

L
 R

E
S

U
LT

S

R
E

T
E

N
T

IO
N

E
N

A
B

L
E

M
E

N
T

E
N

G
A

G
E

M
E

N
T

THE PAYOFF =79%
more likely to see
better financial results

FIGURE 3: GLOBOFORCE P2P 
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The P2P Best Candidates

Who are the best candidates for P2P investments around sharing 
best practices? Those closest to the money are an obvious 
choice, including:

 • Geographically distributed sales forces

 • Franchises or multi-unit chains

 • Customer service/call centers

 • Skill-driven services

 •  Functions that contribute directly to revenues or margins

But don’t overlook the line people, and other stakeholders  
critical to operations. These folks are the ones with the power  
to move the needle on margins, customer satisfaction, and  
employee retention.

P2P sharing of best practices can help avoid productivity 
dips during the first year of acquisition integration. It can also  
accelerate new product launch results and provide an effective 
instrument for change initiatives in the field. Effective P2P  
strategies include applications for:

 • Increasing cross-selling effectiveness

 •   Distributor network engagement, recognition, 
and collaboration

 • Improving margins in chain retail workforces

 •   Product (re)positioning, merchandising,  
prospecting, and networking

 •   Best use of technologies and/or processes to 
improve productivity

P2P portals featuring best practices of top performers are  
popping up in corporate extranets in a variety of industries. 
These portals leverage rich media like web video, featuring the 
top performers telling stories in their own words about what’s 
working out there.
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Campaigns are out. “Sustains” are in.

The term “engagement capital” implies that employee engagement 
is more than just an ad hoc campaign for performance improvement. 
Instead, it’s a sustainable engine that powers revenue and margin 
growth, insulates against competition, and lowers management 
costs. This means effective P2P strategies must be operationalized, 
not just “campaigned” in order to pay off. That’s where ongoing  
collaboration of best practices shines. A dedicated effort will 
include an annual budget, targets, strategies, and metrics  
that tie the investments to performance. Think “sustain”  
versus “campaign.”

Risk/Reward

Just like social media, P2P employee collaboration can be a 
double-edged sword. For effective viral adoption of any P2P 
network, the business needs to be more flexible than it might  
be used to. P2P channels (websites, peer meetings, forums and 
communications, etc.) need to be somewhat autonomous in  
order to shed corporate associations that can diminish peer-to-
peer value. While this doesn’t necessarily mean no holds barred, 
it does mean there is often an inverse relationship between P2P 
effectiveness and corporate comfort. After all, handing over the 
microphone to employees can be a dicey proposition. 

To deal with this dilemma, some organizations have recruited 
stewards to moderate online discussions and manage content 
of these networks. These stewards align with corporate business 
initiatives and goals, but may create boundaries with respect to 
corporate policies. It’s a white glove game, for sure, the honor 
system at its finest. But without mutual trust, the odds of P2P 
success are slim and none. The halo effect is that corporate leaders 
find out what employees really think, and that leads to reform of 
the internal brand in a way that boosts brand health.

Think�“sustain”�
versus�“campaign.”
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How to Rev up your P2P Power

To help organizations maximize the value of peer-to-peer power 
in pursuit of business objectives, GroPartners Consulting helps 
our clients harness the P2P Effect. Our process pinpoints and  
executes in areas where P2P collaboration will be most effective 
in contributions to increased revenues and margins.  

For more information on The P2P Effect, and what it might  
look like for your organization, visit  
http://gropartnersconsulting.com/peer-2-peer-engagement  
or email gregf@gropartnersconsulting.com

i Zichermann, Gabe; Cunningham, Christopher (August 2011). “Introduction”.  
Gamification by Design: Implementing Game Mechanics in Web and Mobile  
Apps (1st ed.). Sebastopol, California: O’Reilly Media. p. xiv. ISBN 1449315399
ii Cited in Harvard Business Review, April 2013, Adam Grant.  
http://hbr.org/2013/04/in-the-company-of-givers-and-takers/
iii http://trust.edelman.com/trust-download/infographic-trust-in-media/
iv Recognition Blueprint: An Expert’s Guide to Building Culture & Engagement  
through Recognition, Globoforce, 2012


