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Peer-to-Supervisor Transition Conversation Resources
Stepping into a supervisory role—especially when you've previously been a peer, teammate, or even a friend—can bring unique challenges and complexities. To support a smooth transition, the following tools are designed to help you address key topics, prepare effectively for your initial meeting, ask open-ended questions, and capture important talking points to guide your conversation. Included in this resource are:
· Peer-to-Supervisor Transition Conversation Checklist 
· This checklist is a practical tool to help guide your first conversation with a former peer or friend now reporting to you. It offers clear strategies for addressing the shift in roles, setting expectations, and maintaining respect and trust. Use it to navigate the conversation with confidence, empathy, and professionalism.
· Preparation for Conversation with Friends/Peers Template 
· This form helps new supervisors prepare for conversations prior to the meeting with former peers or friends by identifying key topics, boundaries, and goals in advance. It encourages thoughtful, proactive planning to support a smooth transition and preserve mutual respect.
· Questions for Discussion with Former Peer/Friend
· This template offers thoughtful, open-ended questions to guide your first conversation with a former peer or friend you now supervise. Use it to build clarity, set boundaries, and foster a respectful, collaborative working relationship.
· Talking Points Template for Managers
· This tool helps you organize key messages, open-ended questions, and discussion topics for one-on-one conversations with team members. It ensures clarity, consistency, and focus during meetings—especially helpful when navigating sensitive or important discussions.




Peer-to-Supervisor Transition Conversation Checklist
Use this checklist to help guide your initial conversation with a friend or peer you now supervise. It’s designed to ensure you acknowledge the relationship shift, set expectations, and preserve mutual respect.
🔄 Acknowledge the Change
· Recognize that your relationship is changing and speak openly about it.
· Reflect positively on your history as peers or friends.
· Acknowledge that this may feel awkward, and that it's okay to talk about it.
· Reinforce your desire to maintain mutual respect as you shift roles.
🧭 Define Your New Role
· Explain your new responsibilities and how they impact your working relationship.
· Reinforce your commitment to fairness and plan to support the whole team.
· Clarify how decision-making and accountability will work moving forward.
· Share your intention to lead with integrity and transparency.
📋 Set Clear Expectations
· Clarify performance expectations and professional standards.
· Explain any new responsibilities or reporting changes.
· Communicate what success looks like in their role.
· Highlight your focus on team goals and collaboration.
🛑 Establish Professional Boundaries
· Set clear boundaries around privacy, favoritism, and team dynamics.
· Discuss how your personal conversations or habits may need to shift.
· Be honest about what needs to change while expressing care for the relationship.
· Explain how you’ll ensure equity and professionalism for all team members.
💬 Invite Their Perspective
· Ask how they’re feeling about the change.
· Encourage them to express concerns or ask questions.
· Show openness to honest, two-way communication.
· Practice active listening and acknowledge their input without judgment.


🤝 Affirm Respect and Support
· Reassure them that you value and respect them.
· Let them know you want them to succeed and that you’re here to support them.
· Share how you plan to invest in their development and growth.
· Affirm your trust in their abilities and contributions to the team.
📌 Reaffirm Your Intentions
· Express your commitment to being a fair and approachable leader.
· Acknowledge that you still care about the friendship, even if the dynamic is different.
· Emphasize that your goal is a strong, collaborative team.
· Let them know you’re open to future check-ins to continue the conversation.



Preparation for Conversation with Friends/Peers Template
This template is designed to help you thoughtfully prepare for a conversation with a team member who was formerly a peer or friend. It supports proactive planning so you can address important topics, set clear boundaries, and maintain mutual respect as your roles shift.
Directions: Use this template to prepare for a one-on-one meeting with a former peer or friend you now supervise. Reflect on your past relationship, identify key topics to address, and outline talking points to ensure a thoughtful, respectful, and productive conversation.

Employee Name and Position:
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Previous Relationship with Employee (friendship, close peer, informal mentor, etc.):

	[bookmark: _Hlk195015056]



Date and Time of Meeting:

	



🧭 What Needs to Change for the Working Relationship to Be Successful?
Describe what aspects of the former peer relationship need to shift now that you are in a supervisory role. Focus on communication norms, decision-making, accountability, and leadership presence.
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🛑 New Boundaries
Outline clear professional boundaries that will help avoid confusion or favoritism. Include topics like confidentiality, team standards, availability, and roles.
	




💬 How Might These Boundaries Affect the Friendship?
Consider the emotional impact of these changes. How will you acknowledge the shift in your dynamics while reinforcing mutual respect?
	



⚠️ Concerns
Note any concerns you have about this transition. 
** Also plan to ask the individual for their concerns so you can address them constructively.
	




Questions for Discussion with Former Peer/Friend
Key questions to guide your first conversation with a former peer or friend now on your team. Choose the questions you want to ask your former peer or friend and add them to your talking points.

🧠 Self-Awareness & Reflection
· How are you feeling about the shift in roles?
· What do you think will be the biggest adjustment for us in this new dynamic?
· Are there any habits we had as peers that might need to change to support our success now?
🤝 Boundaries & Fairness
· Is there anything that concerns you about working together in this new way?
· What would help you feel confident that I’m being fair to everyone on the team?
· Are there any unspoken expectations or norms we should talk about now to avoid confusion later?
📈 Growth & Accountability
· What are your goals in your current role — and how can I support them?
· How do you prefer to receive feedback or coaching?
💬 Communication Preferences
· What’s the best way for us to communicate if something feels off?
· Would regular check-ins be helpful to you, or do you prefer more on-the-spot conversations?
🔄 Moving Forward
· What do you need from me to feel supported?
· Is there anything I should be aware of that might impact how we work together going forward?
· How can we keep our working relationship strong and constructive, even when challenges come up?


📌 Remember: This conversation is about setting the tone for a respectful, clear, and collaborative relationship moving forward. Be honest, kind, and confident. Focus on empathy, clarity, and shared goals. 


Talking Points Template for Managers
Use this template to prepare for your conversation with a team member, especially when discussing feedback, expectations, or a shift in working relationships. You can bring this template to the meeting to stay grounded, guide the discussion, and ensure you cover the most important points with clarity and confidence.
Employee Name and Role:

Date of Conversation:

Objective of This Conversation: (What is the purpose of this meeting? Are you providing feedback, discussing goals, resolving an issue, etc.)

Key Messages, Questions, or Talking Points: (What points do you want to cover in this conversation?)
	· 
	

	· 
	

	· 
	

	· 
	

	· 
	

	· 
	

	· 
	

	· 
	

	· 
	

	· 
	



Follow-Up Actions or Agreements: (Next steps, commitments, or action items from this conversation.)
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