
This Checklist has been produced collaboratively by 
the National Mental Health Consumer & Carer Forum 
(NMHCCF) and Lived Experience Australia, through their 
lived experience expertise in the peer workforce. There is 
significant growing interest and focus on expanding and 
embedding the peer workforce across many parts of the 
mental health service system in Australia.
A lived experience (peer) worker is an individual who has 
had a personal life-changing experience of mental health 
challenges or distress which may be inclusive of alcohol 
and other drugs and/or a suicidal crisis. They can be a 
family member or significant other who has or is caring 
for someone with these experiences. A peer worker uses 
their lived experience intentionally to provide support to 
others experiencing mental health challenges/distress 
or to support families, carers, and kin walking alongside 
loved ones. Ideally, the peer worker has received or is 
undertaking training and professional development in their 
practice, supported by their organisation. 

There are two very distinct roles in peer work; both bring 
core values of mutuality, equality and reciprocity to their 
practice. They share their lived experience to support 
resilience, connectedness, hope, identity, meaning and 
empowerment. When looking at incorporating a peer 
workforce, deep consideration needs to be given to which 
role is needed to fulfil the service gap or need. 

Lived Experience (Peer) Workforce Checklist 

A clear understanding of peer work and informed planning 
and preparation across organisations and their workforces 
has been identified as a key factor in the successful 
implementation of the peer workforce in Australia. 
There have been a number of documents written about 
preparing for and supporting a peer workforce to thrive, 
all reflecting the diversity of populations and services in 
which peers deliver support. 
This Checklist aims to outline common core elements 
for successful implementation, thereby creating work 
environments that are fair and equitable for all concerned. 
It identifies strategies to address the potential pitfalls and 
cultural challenges with ongoing implementation of the 
peer work role. It is essential and indeed a responsibility 
that organisations invest time to understand how best to 
implement and work alongside the peer workforce. Whilst 
this checklist focuses on peer workers providing direct 
support to people in contact with services and families, 
carers and kin, the lived experience workforce also 
includes advocacy and representative roles, training and 
research roles, and leadership roles.
Peer workers themselves are the positive result of 
individuals who have accessed services and implemented 
their own recovery strategies and families/carers/kin 
who have supported the journey. Therefore, having a 
Checklist to provide a deeper understanding of how to 
integrate a peer workforce successfully will be a win-win 
for organisations delivering mental health services to 

better understand the people they serve and their needs. 
It is essential, therefore, that organisational leaders work 
with people with lived experience peer work expertise, 
from the outset of planning and throughout the process of 
implementation, to gain an understanding of the peer work 
role. This includes recruitment, training and supervision 
support needs, career development, and ongoing 
integration of the role.
Organisational change is complex, and there are common 
traps that undermine organisations’ efforts to embed and 
sustain new roles like a peer workforce. For example, 
organisations may fail to implement peer work well within 
their organisation if they rely on a sole individual with lived 
experience to manage the process or utilise current staff 
who have little or no understanding of the peer role or do 
not have their own lived experience. 
Once employed, peer workers may experience a lack of 
clarity or pressure to drift from the values and principles 
underpinning the peer role. They may experience burn-
out by constantly having to advocate to have their lived 
experience expertise heard and included in team activities 
and decisions, or to educate other staff about what they 
do. Some peer workers may experience harm as a result 
of a poor understanding of their role and what they bring 
to an organisation, and organisations not being aware or 
practicing trauma-informed care. We refer to these issues 
as poor cultural understanding of the peer workforce that 
can lead to a lack of psychological safety for peer workers. 

Background

Purpose and Scope of this Checklist

(1) A consumer peer worker is an individual who has had 
a personal life-changing recovery-oriented experience of 
mental health challenges, suicide or alcohol and other drugs, 
service use and diagnosis. They work primarily with people 
accessing services, with a focus on personal autonomy, and 
the individual process of healing and recovery.
(2) A family carer/kin peer worker has first-hand 
experience of witnessing, walking beside and supporting 
another person. They work primarily with family/significant 
others of people accessing services, with a focus on 
relational recovery – a family-inclusive approach to recovery.



Section 1: Thinking about introducing or expanding a Peer Workforce within your organisation       

Connect with peer workforce consultant for expert advice and education of organisation 
leaders to develop an understanding of: 

•	 How a peer workforce can support your organisation’s strategic vision and goals
•	 What the peer workforce can offer, how they do peer support, and what support they need to be 

successful in their role
•	 The principles and values underpinning their work and how the peer skillset is applied in their 

role
•	 Differences between consumer peer and carer/family/kin peer roles
•	 Benefits and evidence base for peer work
•	 What the organisation will need to do to prepare for a peer workforce
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Use these Sections according to your progress in establishing a peer workforce.
Tick ‘Yes’ to indicate that your organisation has achieved the Checklist items below.
Tick ‘No’ if your organisation has not yet achieved them (not commenced).
Tick ‘Partial’ if your organisation has some existing processes, made some progress, or commenced 
preparation and planning).

In each section there are resources and tools to support your organisation in meeting each item. To view the 
resource that is referenced in a section, click on the boxes like these
or see the back page for a list of the resources as numbered throughout the checklist.

We recommend that you revisit this Checklist approximately every 6 months (with Lived Experienced 
Management/ Consultant) to review your progress, reflect and problem-solve, and incorporate into your service 
planning. 

Section 1: For organisations that don’t currently employ lived experience (peer) workers or that want to expand 
or improve their existing lived experience (peer) workforce. 

Section 2: Essential things to consider to set-up and implement your peer workforce for success.

Section 3: Now that you have a peer workforce, what you need to support and sustain them.

How to use this Peer Workforce Readiness Checklist 
The Checklist has been developed as a practical planning and reflective tool to assist organisations to recognise 
and implement a comprehensive plan to incorporate and strengthen a peer workforce. This plan maximises 
success for all concerned now and in the longer-term, for the organisation, its workforce and people receiving 
peer support. The Checklist is intentionally divided into three sections reflecting different stages of use by 
services:  (1) Thinking about implementing a peer workforce, (2) Preparing the organisation for a peer workforce, 
(3) Maintaining and growing a peer workforce. It is recommended that organisations engage with a peer 
workforce consultant to assist in the process. A peer workforce consultant is a peer worker who has undergone 
training and worked in the sector over a period of time, is familiar with the National guidelines and has expertise 
in understanding the complexities that exist in implementing a peer workforce.



Section 2: Preparing your organisation to introduce a Peer Workforce 

Continue to engage with peer workforce consultant/s to explore the following with 
organisation leaders:
•	 Develop peer workforce plan      Checklist to define purpose and scope, Appendices 1-3 
•	 Assess organisation readiness for change       Appendix 4
•	 Assess critical success factors       SWOT & PESTLE Analysis, Appendices 6 & 7 
•	 Communication and change management strategies       Appendix 10
•	 Profile existing teams and workforce to understand strengths and gaps  

Assess current levels of diversity in:

•	 Service users, workforce and community 
•	 Ensure peer work roles will represent diverse cultures and perspectives  

Build awareness and buy-in for the peer role with service, sector and community 
stakeholders:

•	 Determine how you will engage all stakeholders       Appendix 8
•	 Promote broad awareness of the value of peer work roles to people accessing services, families 

and other stakeholders and clarify referral pathway

Develop mission statements that recognise peer work as core business

Review HR and other policies to ensure they:

•	 Uphold the values and principles of peer work roles
•	 Reflect further training requirements for non-peer staff to understand peer role
•	 Identify level of education required for recruitment of peer workers (e.g. Cert IV Mental Health 

Peer Work or working towards)
•	 Consider career pathways for peer workers

Consider Lived Experience leadership roles that will be needed to provide: 

•	 Strategic support
•	 Supervision to support peers in the day-to-day deliver of their role
•	 Supervision to support peers to maintain peer scope, values and principles

Determine financial commitment: 

•	 Budget for sufficient numbers of peer work roles and Full Time Equivalent (FTE)
•	 Budget for all necessary supports and training for peer and non-peer staff

Recruitment:

•	 Develop clear position descriptions and recruitment processes      Appendices 13 & 14
•	 Educate direct staff on how to recruit, lead and support peer workers in conjunction with peer 

trainers
•	 Selection and interviews are held with an experienced peer worker / peer workforce consultant 

on the selection panel 
•	 Be mindful of power imbalance for applicants
•	 Model partnership among interview panel members contributions to the recruitment process
•	 Develop scenarios for interviews to gain understanding of application of the peer skill set and 

gauging level of recovery or where they are in their caring journey
Things to avoid:
•	 Employing someone because you believe it would be good for their recovery or support their 

journey as a carer/family/kin to be working in the role. 
•	 Employing a strong applicant, even though you think they probably aren’t right for the job
•	 Shifting a person who has been in a non-peer role with your organisation into a peer role 

because it ’s easier to employ someone already familiar with the organisation showing tokenism 
or paternalism by lowering recruitment standards to fill the ‘lived experience’ position.
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Support to commence the peer work role: 

•	 Provide equitable access and support for induction, once appointed, as any other employee
•	 Provide onboarding training and additional training as per any other employee
•	 Ensure peer workers have the tools and resources to do their job (e.g. desk, quiet room to meet 

with people)
•	 Ensure peer workers understand how confidentiality and duty of care apply to their role, 

including what client data they have access to

Review all practices, procedures and policies against new learning inclusive of peer 
workforce consultant, peers and non-peer staff:
•	 Ensure confidentiality policies state:

•	 How or when a peer worker’s mental health recovery and family/carer/kin journeys are 
communicated within the organisation as part of their role.

•	 How the organisation will respect the rights of peer workers
•	 Peer workers to choose the degree to which they disclose diagnosis, history or their journey 

as a carer/family/kin to HR managers and within teams. 
•	 Ensure policies are developed in collaboration with peer workforce staff for:

•	 Flexibility and workplace reasonable adjustments 
•	 Psychological safety in the workplace
•	 Understanding emotional labour associated with the peer role
•	 Mental health and wellbeing 
•	 Return to Work arrangements that reflect peer work recovery-orientation 

•	 Service users and peer workers are involved in the planning, design, delivery and evaluation of 
policy, processes, training and services.

•	 Peer leaders/Lived Experience Consultants are actively involved in the review of policies and 
procedures. 

Establish an understanding of differences between support and supervision, and ensure 
effective communication between the peer worker and these roles/managers:

•	 Line management for day-to-day operational support provided to the peer worker e.g. 
timesheets, leave arrangements, work schedules.

•	 Peer supervision (internal and external) for supporting peer workers to e.g. reflect on the values 
and principles underpinning their role, career goals, ethical concerns that may arise in their 
work, maintaining ‘peer-ness’ and scope of role.

•	 Performance reviews:
•	 Where possible, ensure they are peer-led
•	 Consider offering the option of a support person to attend if the peer worker chooses, 

particularly for difficult conversations 
•	 Ensure they are psychologically safe conversations for peer workers, positively framed, and 

are goal-oriented
•	 Ensure they give space to reflect on what is working well, what is challenging within the role 

and with the organisational culture, policies and procedures
•	 Reflect on lessons from performance reviews that may lead to changes in the workplace 

plan, the way it is being implemented or to other policies, procedures and practices
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Evaluate progress of Peer Workforce Plan: 

•	 Ensure continuous feedback processes are available to all of workforce - peer and non-peer 
workers (e.g. surveys)  

•	 Create opportunities to regularly gather information on service user experiences to improve and 
inform the development of services

•	 Review and evaluate the impacts of and remaining challenges to embedding the peer workforce 
(e.g. revisit and conduct SWOT analysis annually)

•	 Establish if further Lived Experience (Peer) Leadership positions are needed
•	 Conduct exit interviews with peer workers leaving the role to allow for better understanding and 

planning going forward. Ideally, this process is undertaken by a peer leader, fellow peer, or lived 
experience consultant.

Provide ongoing training and professional development: 

•	 Ensure whole-of-organisational training is delivered on a recurrent basis, led by Lived 
Experience workers, to increase understanding, acceptance and perceived value of Lived 
Experience roles.

•	 Build relationships with other Lived Experience agencies and consider co-learning opportunities

Review peer supervision and support arrangements: 

•	 Consider further professional develop, mentoring and support opportunities for peer supervisor/
coordinator 

•	 Offer training to become Lived Experience supervisors
•	 Consider the value of encouraging peers to seek external peer supervision
•	 Consider HR policies, budget and resources to support external peer supervision
•	 Encourage peer workers to access a lived experience-led Community of Practice. Provide time 

and budget to support peers to undertake this activity.

Service staff continually provide clients with information regarding peer support 

Contribute to a Lived Experience-informed evidence base (e.g. conferences, forums)

Section 3: Maintaining and growing a peer workforce  
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Psychological safety for all at work

(1) Thinking about introducing or expanding a Peer Workforce within your organisation

(2) Preparing your organisation to introduce a Peer Workforce

(3) Maintaining and growing a Peer Workforce

Benefits to service clients, families/carers/kin, the workforce and organisation, and the community
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Overview of the Peer Workforce Checklist

      Pathways for supporting the ‘not negotiable’ lived 
experience (peer) workforce to thrive: a scoping paper for 
formal lived experience training programs and supports. 
Prepared by LELAN for the National Mental Health Consumer 
and Carer Forum and the National PHN Mental Health Lived 
Experience Engagement Network. 2022, Mental Health Australia, 
Canberra. https://tinyurl.com/1-scopingpaper original location: 
https://livedexperiencedigitallibrary.org.au/browse-library/
lived-experience-workforce/discussion-and-analysis/pathways-
for-supporting-the-not-negotiable-lived-experience-peer-
workforces-to-thrive-a-scoping-paper-for-formal-lived-experience-
expertise-training-programs-and-supports 

      National Lived Experience Workforce Guidelines. 2021, 
National Mental Health Commission
Byrne, L., Wang, L., Roennfeldt, H., Chapman, M., Darwin, 
L., Castles, C., Craze, L., Saunders, M. https://tinyurl.com/2-
peerworkforceguidelines original location https://www.
mentalhealthcommission.gov.au/sites/default/files/2024-03/
national-lived-experience-peer-workforce-development-guidelines.
pdf

      Employer’s guide to implementing a peer workforce: 
Planning Toolkit. 
2016, Peer Work Hub, For the NSW Mental Health Commission. 
https://tinyurl.com/3-Toolkit original location https://www.
nswmentalhealthcommission.com.au/sites/default/files/2021-05/
Toolkit 0.pdf

       National Lived Experience (Peer) Workforce Development 
Guidelines: Getting Started. 
2023, National Mental Health Commission. https://tinyurl.com/4-
PeerGuidelinesGettingStarted original loation https://www.
mentalhealthcommission.gov.au/sites/default/files/2024-03/first-
steps-to-a-lived-experience-workforce-development-plan-in-mental-
health-organisations.pdf 

       National Lived Experience Workforce Development 
Guidelines: Planning the Future Mental Health Workforce. 
2023, National Mental Health Commission. https://tinyurl.
com/5-PlanningtheFuture original location https://www.
mentalhealthcommission.gov.au/sites/default/files/2024-03/
planning-the-future-mental-health-workforce.pdf 

       Aboriginal and Torres Strait Islander Lived Experience-led 
Peer Workforce Guide: A Learning Tool for All Peer Workforces 
and Organisations. 2024. Black Dog Institute. https://www.
blackdoginstitute.org.au/education-services/aboriginal-and-torres-
strait-islander-network/resources/ original location https://tinyurl.
com/Aboriginal-guidelines 
 
       Rapid review of international peer-reviewed literature, and 
targeted environmental scan of the grey literature, to identify 
innovative service delivery models to support increased 
engagement of the peer workforce. 
Undertaken by Lived Experience Australia for the Australian 
Government Department of Health and Ageing, 2024, Canberra. 
https://tinyurl.com/6-LEARapidReview original location https://
www.livedexperienceaustralia.com.au/research

Further advice: 
You may wish to contact the Department of Health Lived 
Experience team or Mental Health Commission (or equivalent), 
within your State or Territory, or the National Mental Health 
Commission.

Contact details and further information:
Lived Experience Australia
admin@livedexperienceaustralia.com.au 
Phone 1300 620 042
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