Peer Support Coordinator Considerations

Someone needs to keep the team moving. That doesn't mean that person needs to know
everything.

One of the easiest traps for a peer support coordinator is becoming the person who
schedules meetings, arranges training, maintains resources, answers leadership, handles
selection and concerns and somehow also becomes the person every peer reports every
contact to. Before long, the coordinator knows who is talking to whom and half the details
of conversations they were never part of.

That's not necessary to coordinate a healthy team.

What the Coordinator Does Need to Know

The coordinator needs enough information to understand how the team is doing: whether
peers are trained and participating, whether someone is overloaded, shifts or groups are
being missed, resources are useful, peers need more skill or consultation, a boundary or
membership concern needs attention, and whether leadership is giving the team what it
needs.

“Tell me what Sarah talked to you about last night” isn't a coordinator question.

Don't Make Every Contact a Report

Unless your program has a legitimate requirement that says otherwise, peers shouldn't
automatically have to explain every conversation to the coordinator. If the program tracks
contacts, use the limited, non-identifying process already established.

Consultation is different.

I had a conversation today and I'm not sure | handled part of it very well. Can | talk it
through with you without giving you information you don't need?

I'm supporting someone whose situation is getting beyond what I think | should be
handling. | need some help figuring out my next step.

Make Consultation Normal

Peers should know when and how they can ask for help. That may be the coordinator, a
more experienced peer, a team clinician or another designated resource. We are a group of
people who already hate to ask for help, and think we need to have the answers to
everything. Being on the peer support team doesn’t necessarily change that thought
process. Making it not only a normal, but welcomed thing, helps the team feel like they can
ask for help without being judged for not knowing the answer.



Useful questions to ask the team member needing the consultation: What part are you
unsure about? What feels outside your lane? What are you worried might happen next?
What do you need in order to keep supporting them well?

Know When You Don't Need the Name

A peer can often consult without identifying the employee. “I'm supporting someone
dealing with a seriously ill parent, and they're starting to call me several times a day. I'm
worried I'm becoming their only support.” We can talk meaningfully about boundaries
without knowing who the employee is.

Don't Become the Team's Dispatcher

Sometimes coordination is necessary, especially after a significant incident or when
someone asks for help finding a peer. But employees should also be able to contact peers
directly when the program allows it. Every contact should not have to flow through one
person. This is determined often by how the policies are set up at the beginning of team
creation. There is also a difference between a formally requested peer support contact,
which might have to go through a supervisor/coordinator, and a casual contact when
someone just reaches out to a team member on their own.

Pay Attention to Who Is Carrying Too Much

Notice the peer getting most of the calls, the one who is always available, the one who
takes the hardest situations, the one who never says no, and the one who never asks for
consultation.

Ask: What's that been like for you? What kinds of conversations are taking the most out of
you? Where is your capacity right now? What would you like less of for a while? Who is
supporting you?

Don't Let One Peer Become “The Good One”
If everyone asks for the same peer, don't take away that trusted relationship. Ask why that
person is trusted and how the team can create more relationships like it.

Address Problems Instead of Hoping They Go Away

If someone is repeatedly giving advice, crossing boundaries, talking too freely, not
participating, resisting feedback or hurting trust, address it. Sometimes they need
coaching or training and sometimes the role is no longer a good fit. Use the process putin
place at team creation, it was set up in the foundation for a reason.



Keep Leadership Connected Without Feeding Them Information

The coordinator can communicate program needs and broad trends; coverage barriers,
resource gaps, training needs, access problems and successful outreach, all without
becoming an information pipeline about individual employees.

Keep the Boring Stuff Current

Phone numbers, rosters, after-hours access, referral resources, training status, new-
employee introductions and confidentiality processes all need routine attention. A lot of
credibility can be lost through ordinary neglect. Everyone already has too much to do, so try
to delegate it amongst the team members as well.

The Coordinator Needs Support Too

The coordinator may be supporting employees, supporting peers, navigating leadership
and protecting the integrity of the program at the same time. They need consultation and
support too.

A Coordinator Should Be Able to Answer

e Does myteam know how to reach me when they need consultation?

e Do they also know they don't have to report every conversation to me?

e Am/collecting information because | need it, or because we've always done it?

e Dol know which peers are carrying the most?

e (Canladdress concerns fairly?

e Canltell leadership how the program is doing without telling them who is using it?
e Areourresources and access information current?

e Whodolgotowhenldon't know whatto do?

e Ifldisappeared tomorrow, could this team still function?

A healthy peer support program should have coordination. But it shouldn't be completely
dependent on one person holding the whole thing together.



