
When a Supervisor Is Also a Peer Supporter 
Supervisors can be excellent peer supporters. I wouldn't automatically exclude them from 
a team. I also wouldn't pretend their title disappears when they put on a peer-support hat. 

Start With Choice 

Some employees will be completely comfortable talking with a supervisor while others 
won't. They shouldn't have to explain why. If most of your team is supervisory, look at 
whether employees have meaningful non-supervisory or regional options. 

Be Clear About Which Role You're In 

You don't need to announce your role before every conversation. But when there is real 
potential for confusion, clarify it. 

I want to make sure we're on the same page before we keep going. Are you coming to 
me as your supervisor right now, or are you asking to talk to me as a peer? 

The Peer Hat Doesn't Erase Supervisory Responsibilities 

Work through this before a real conversation forces the question. Do supervisors have any 
diƯerent reporting or employment responsibilities? Does the person's status change 
confidentiality? Who can the supervisor-peer consult with when the two roles collide? 

Know When the Roles Are Getting in the Way 

An employee may be talking about exhaustion, mistakes, performance or something else 
the same supervisor is responsible for addressing at work. 

I care about what's happening and I want to make sure you have somebody you can talk 
to without having to wonder which role I'm in. Would you be comfortable if I helped 
connect you with another peer? 

Don't Use Peer Support to Make Supervising Easier 

The peer role should not be used to make corrective action easier, convince someone 
leadership is right, learn how employees feel about management, work around resistance, 
obtain information that would not otherwise be available or influence an employment 
decision. This position of trust is so important and so easily broken. They will see what you 
are doing, and you will have lost trust.  



Think About What Happens Tomorrow 

After a peer conversation, the employee still has to work for that supervisor. Don't hover, 
watch them diƯerently or change normal supervision because of something learned in a 
protected peer conversation unless a legitimate required action applies.  

A powerful message is: You can tell me something diƯicult and I will still see you as you 
tomorrow. 

Supervisors Need Support Too 

Being the person everyone brings things to does not mean the supervisor-peer has 
somewhere to put their own hard week. Make sure they have peer choices too. 

Before Putting Supervisors on the Team 

☐ We understand how supervisory duties aƯect confidentiality. 

☐ We have a process for role conflicts. 

☐ Employees have other peer choices when possible. 

☐ Supervisor-peers know when to transfer a contact. 

☐ Performance and discipline situations have been discussed. 

☐ Supervisor-peers receive the same training, consultation and accountability as everyone 
else. 

Authority doesn't disappear just because we care about someone. A good program makes 
room for that reality instead of pretending it isn't there. 

  


