
Leadership & Peer Support — What Support Actually Looks Like 
A peer support team needs leadership behind it. It needs time, training, funding, policies, 
resources and permission for peers to actually do the work. Leadership support and 
leadership access are not the same thing. 

Give the Team Time to Do the Work 

Peers may need reasonable time to step away for a conversation, attend meetings, 
complete continuing education, follow up, maintain resources or consult. Operational 
needs are real, but a team that is never given time to function is a team mostly in name. 

Fund More Than the Initial Training 

Think about continuing education, clinician consultation, team development, updated 
resources, regional networking, travel, materials and replacement training as members 
change. 

Protect Confidentiality When You're Curious 

“I don't need details. Just tell me if they're okay” still asks a peer to disclose something 
about the person using the program. 

If there is something you need to know under our policy or confidentiality limits, we'll 
follow that process. Otherwise, I can't talk about whether someone has used peer 
support or what we discussed. 

Leadership needs to protect the peer who gives that answer. 

Don't Turn the Team Into Another Set of Eyes 

Peer support should not become a way to learn who is struggling, leaving, unhappy, having 
problems at home, making mistakes or questioning management. 

Don't Send a Peer In to Get Someone to Cooperate 

A peer can help someone think through choices. They should not be sent in to persuade an 
employee toward the outcome the organization wants. This will undermine trust in both the 
peer and the team, and ultimately the organization.  

Give Employees Choices 

Supervisors can be excellent peers, but authority matters. Whenever possible, employees 
should also have options outside their chain of command. 



Let the Team Tell You How the Program Is Doing 

Leadership can receive broad, non-identifying information about utilization, trends, training 
needs, resources, access gaps and team capacity. “We're getting more requests for family 
resources” is useful. “Three people on night shift are having marriage problems” is not. 

Back the Team When Confidentiality Is Inconvenient 

The program will eventually be tested by a situation where someone important wants 
information. Leadership support matters the most then. 

Don't Make Peer Support Feel Mandatory 

This is a significant issue, we can oƯer it, normalize it and make access easy. But “You need 
to go talk to peer support” changes the relationship and makes peer support feel like a 
punishment which is not the direction we want to go.  

Ask the Team What It Needs 

Try: “What is getting in the way of you doing this well?” Sometimes the answer is not 
another training. Sometimes the organization needs to change something within its 
structure or culture.  

What Leadership Provides and What It Doesn't Buy 

Leadership can provide time, resources, training, policy, access, funding, protection and 
room to learn. 

That does not buy names, conversations, reassurance about individual employees, 
informal intelligence, influence over the person using support or access to confidential 
information. 

A healthy team can have leadership fully behind it without having leadership inside any 
peer support conversations. 

  


