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INTRODUCTION

Rapid and often unexpected changes in government policies have become
a major challenge for public organizations in various countries. The new policy
requires the state civil servants to adapt quickly, not only in terms of
administration, but also in terms of leadership that is able to direct the
organization in the face of uncertainty. Recent studies confirm that policy
changes require adaptive leadership that is able to integrate new regulations into
organizational practices without compromising the effectiveness of public
services (Higgs & Kuipers, 2022). In Indonesia, the bureaucratic reform agenda
and the implementation of the merit system have encouraged significant changes
in the management of the state civil apparatus, including at the local government
level (Ministry of PANRB, 2024). In this context, public organizations in Riau
Province also face similar challenges, especially related to the limited capacity of
human resources to keep pace with policy dynamics.

Leadership development in the public sector is an important instrument
to strengthen the adaptive capacity of organizations. However, development
patterns that have been dominant, such as formal training or structural
education, are often constrained by budget constraints, time constraints, and lack
of flexibility in methods (Zhou, Zhang, & Chen, 2021). As a consequence, efforts
to improve the quality of leadership are not always able to answer the contextual
needs of public organizations that are directly confronted with policy changes.
According to Wibowo, Almahendra, and Mayasari (2023), the mentoring-based
development model is more effective in building emotional intelligence and
leadership competence than conventional one-way methods. This shows the
need for alternative strategies that are not only cost-effective, but also relevant to
the real needs of employees in the face of new policies.

Peer mentoring is emerging as one of the innovative approaches that is
increasingly discussed in the human resource management literature. Unlike
traditional mentoring, which is hierarchical, peer mentoring emphasizes an equal
reciprocal relationship among employees, thus allowing for the creation of a
collaborative learning atmosphere (Pololi et al., 2025). Through peer interaction,
employees can exchange experiences, strategies, and practical solutions in facing
policy challenges. Research across various sectors shows that peer mentoring
contributes to increased confidence, communication skills, and adaptability
(Utami et al., 2024). In public organizations, peer mentoring also has the potential
to strengthen collaborative work cultures and accelerate the internalization of
new policies.

Despite this, the literature on peer mentoring in the public sector is still
relatively limited. Most of the research is conducted in the higher education or
healthcare sector, where professional dynamics encourage peer learning
practices (Wibowo et al., 2023; Utami et al., 2024). Studies linking peer mentoring
to adaptive leadership in a bureaucratic environment are still rare, especially in
the context of changing government policies (Crosby & Bryson, 2023). In fact,
public organizations face unique challenges in the form of bureaucratic
structures, attachments to formal regulations, and political pressures that other
sectors do not always face. This gap shows that there is an urgent need to
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examine the relevance of peer mentoring in leadership development in public
organizations.

In addition to limitations in the literature, the practice of leadership
development through peer mentoring in the public sector has also not been
widely researched at the implementation level. The study of Zhou et al. (2021),
for example, highlights more on the conceptual dimension of leadership
development without presenting an in-depth analysis of peer mentoring
practices in bureaucracy. Meanwhile, the research of Jang and Kandampully
(2023) emphasizes adaptive leadership in public service innovation, but does not
specifically address the role of peer mentoring. This indicates that there are
research opportunities to link peer mentoring practices with the adaptive
leadership capacity building needed by public organizations in responding to
changes in government policies.

In the context of Riau Province, the Human Resources Development
Agency (BPSDM) has a strategic role in designing leadership development
programs for state civil servants. However, budget constraints and access to
formal training are often obstacles to strengthening employee capacity. Peer
mentoring can be a more cost-effective and effective alternative, as it allows
employees to learn from collective experiences that are relevant to the local
context (Sugiyanto, 2024). More than that, this peer mechanism can build
solidarity, strengthen internal networks, and increase employee readiness to face
new policies that must be implemented immediately.

Thus, research on the implementation of peer mentoring in leadership
development in the public sector has both theoretical and practical urgency.
From the theoretical side, this research contributes to expanding the academic
discourse on adaptive leadership development models that are in accordance
with the characteristics of public organizations. From a practical perspective, the
results of the research are expected to provide recommendations for local
government agencies, especially BPSDM Riau Province, in designing more
effective and contextual leadership development strategies. As stated by Crosby
and Bryson (2023), participatory and adaptive development strategies are
essential to improve bureaucratic responsiveness to changes in the policy
environment.

Finally, this research seeks to answer the literature gap while answering
the real needs of public organizations at the regional level. Peer mentoring is not
only relevant as an instrument of leadership development, but also as a strategy
to build a collaborative learning culture in a bureaucratic environment. By
emphasizing the implementation of BPSDM in Riau Province, this research is
expected to make a significant contribution to strengthening the capacity of
adaptive leadership in the midst of the dynamics of changes in government
policies. Therefore, peer mentoring needs to be seen as a viable strategic
approach to be integrated in human resource management in the public sector.

3323



Zainal

THEORETICAL REVIEW
Leadership Development in the Public Sector

Leadership development in public organizations has its own
characteristics that distinguish it from the private sector, as it is directly related
to public goals, resource limitations, and regulatory pressures. Studies of the
structure of public leadership programs say that multi-level contexts and
collaboration between agencies greatly affect the success of programs (Parker &
Kish-Gephart, 2021). Cohort-based and experiential learning programs
reportedly increase the readiness of public leaders in dealing with complex issues
such as global crises and digitalization pressures (Kim & McCleskey, 2023). The
effectiveness of such programs often depends on local institutional support and
the relevance of the content to local conditions (Bennett & Lemoine, 2022). Thus,
a contextual approach is needed in leadership development in local governments
where local conditions, cultures, and challenges are different.

Adaptive Leadership and Response to Policy Change

The adaptive leadership literature emphasizes the ability of public leaders
to distinguish between technical and adaptive problems, as well as provide room
for organizational learning to respond to rapidly changing policies (Heifetz,
Grashow, & Linsky, 2022). Responding to changes in public policy requires
leaders who are able to facilitate internal dialogue, division of tasks, and
delegated authority within teams so that new regulations can be effectively
internalized (Meyers & Vorsanger, 2023). Research during the pandemic and
digital transformation shows that adaptive leadership is closely related to the
success of organizations in maintaining operational stability and public service
innovation (Rodriguez-Prieto & Ferndndez-Arédoz, 2021). A major influence of
this literature is that leadership development programs should be designed to
strengthen the internal adaptability of public organizations.

Peer Mentoring as a Peer Learning Mechanism

Peer mentoring is defined as a reciprocal relationship between peers who
have the same or nearly the same level of formal authority, who provide social
and professional support (Eby, Allen, Evans, Ng, & DuBois, 2021). Empirical
reviews show that peer mentoring is effective in increasing employee
engagement, reducing organizational stress, and accelerating the acclimatization
of new professionals (Garcia, Parker, & Walker, 2022). Other studies report that
peer mentoring supports the transfer of practical experiences between peers,
improves interpersonal skills, and strengthens confidence in leadership tasks
(Stewart & Webster, 2023). Despite the abundance of evidence in the education
and health sectors, the relevance of peer mentoring in administrative public
organizations still needs to be further tested due to differences in structural and
regulatory contexts.

Empirical Evidence of Peer Mentoring in Professional Contexts and Its
Implications for the Public Sector

Although the literature on peer mentoring is developing in the
professional sector, specific evidence on administrative public organizations is
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still relatively limited. Research focusing on university faculty, research
institutes, and nonprofit organizations shows that structured peer mentoring can
bring about positive outcomes such as innovation, team collaboration, and
adaptive leadership (Garcia et al., 2022; Stewart & Webster, 2023). For example,
peer mentoring programs at universities in Australia show that participants are
able to implement internal policy change management practices after mentoring
(Taylor, Morgan, & Childs, 2024). However, there is little research that examines
how peer mentoring affects the internalization of government policies in local
government units, so that research in agencies such as the Human Resources
Development Agency in Riau Province can fill this gap.

Human Resource Management in the Implementation of Government Policies

Modern public human resource management emphasizes that capability
development strategies, fair selection systems, and leadership competency
development are essential elements of bureaucratic reform (Jackson, Schuler, &
Jiang, 2022). In many studies, practical barriers such as limited training budgets,
overlapping implementing units, and internal resistance to new policies continue
to emerge as factors inhibiting policy implementation (Lee, Choi, & Lee, 2023). In
this context, peer mentoring emerges as an effective option because it allows for
a quick response to local competency issues and reduces reliance on formal
training or heavy training structures.

Obstacles to the Implementation of Peer Mentoring in Public Organizations
Recent empirical analyses identify several key constraints if peer
mentoring is implemented in public organizations: highly hierarchical
organizational cultures tend to inhibit egalitarian peer initiatives (Stevenson &
Greenhalgh, 2024); lack of incentives and formal recognition of mentoring
activities can reduce employee motivation and participation (Abbott & Weiss,
2023); and the absence of adequate monitoring, evaluation, and facilitation
mechanisms cause many mentoring programs to fail to achieve significant
impact (Garcia et al., 2022; Taylor et al., 2024). Therefore, the design of peer
mentoring programs should include institutional support, recognition of
performance, and clear outcome indicators related to policy implementation.

METHODOLOGY
Types and Approaches to Research

This study uses a qualitative approach with a case study design to explore
an in-depth understanding of the implementation of leadership development
through peer mentoring in public organizations facing changes in government
policies. The case study was chosen because it allows researchers to trace
processes in detail, understand the social context of the organization, and capture
the dynamics of interactions between employees that are difficult to explain
through a quantitative approach (Yin, 2021). This approach is relevant to explore
the phenomenon of peer mentoring as an adaptive leadership development
strategy in the public sector (Baxter & Jack, 2020).
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Location, Population, and Research Participants

The location of the research was determined at the Riau Province Human
Resources Development Agency (BPSDM), which has a strategic role in
developing the capacity of the state civil apparatus at the regional level. The
research population included employees and structural officials who were
directly involved in leadership development programs and peer mentoring
activities. Informants were selected using purposive sampling techniques based
on criteria of direct involvement in peer mentoring activities and experience in
dealing with changes in government policies. The number of participants was 12
key informants, consisting of structural officials, widyaiswara, and executive
employees. This number is seen as adequate to achieve depth of information
without losing perspective variation (Guest et al., 2020).

Data Collection Techniques and Instruments

The research data was obtained through three main techniques, namely
in-depth interviews, limited participatory observation, and document analysis.
In-depth interviews were conducted using semistructured interview guidelines
compiled based on the adaptive leadership literature and peer mentoring
practices (Kim & McCleskey, 2023). Observations were made on peer interaction
in mentoring forums to understand communication patterns, group dynamics,
and emerging collaboration strategies. The document analysis includes a review
of program guidelines, activity reports, and internal policies related to leadership
development. The validity of the data is maintained through triangulation of
methods and sources, while reliability is supported by trail audit recording and
the use of audio recordings and verbatim transcripts (Nowell et al., 2020).

Research Procedure

The initial stage of the research began with a preliminary study of human
resource development policies in Riau Province and the collection of relevant
documents. After that, the identification and selection of key informants was
carried out, followed by the research licensing process at BPSDM. In-depth
interviews were conducted face-to-face with a duration of between 45-90
minutes, accompanied by observations on ongoing peer mentoring activities.
Documentation data is obtained from internal archives, including training
modules, evaluation reports, and mentoring records. All data is compiled in
digital format to facilitate the management and analysis process.

Data Analysis Techniques

Data analysis was carried out using thematic analysis consisting of the
stages of data familiarization, initial coding, category development, theme
identification, and interpretation of results (Braun & Clarke, 2021). This analysis
is focused on identifying interaction patterns in peer mentoring, supporting and
inhibiting factors, and their implications for adaptive leadership development.
To improve accuracy, the analysis process is supported by NVivo 12 software
that facilitates data management, coding, and theme mapping. The results of the
analysis were then compared with the findings of previous studies to strengthen
the external validity and theoretical contribution of the research (Morse, 2020).
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RESEARCH RESULT
Adaptive Leadership Capacity Building

This study found that peer mentoring plays an important role in
increasing the adaptive leadership capacity of employees in the BPSDM
environment of Riau Province. Through peer discussion forums, employees are
able to outline the substance of new policies more quickly and relate them to
daily operational practices. Field observations show that mentoring sessions are
not just a formal discussion forum, but a dynamic learning space that facilitates
the exchange of experiences and innovative ideas. The informants emphasized
that this process makes them more confident to make decisions, even in
situations of uncertainty and lack of technical guidance.

A structural official said: "Usually when there is a new policy, we wait for
official instructions from our superiors. But after there was peer mentoring, we could
immediately discuss how the rules could be applied in their respective units. This
accelerates our adaptation process" (PS-1, July 10, 2025 interview). These interviews
show that peer mentoring not only accelerates the transfer of information, but
also fosters the courage to act independently.

In addition, implementing employees feel the real benefits of active
involvement in mentoring forums. "In the past, we were a bit hesitant to give our
opinions because we felt that it was not our domain. Now, through this forum, our ideas
can be considered and sometimes even become real solutions" (PP-2, interview July 15,
2025). This shows a shift in bureaucratic culture towards a more inclusive pattern
of participation.

Not only that, Widyaiswara added that the peer mentoring forum also
functions as a means of strengthening resilience in facing change. "Often policy
changes bring pressure. But with peer mentoring, there is room to strengthen each other
while looking for practical ways to deal with it" (W-3, interview July 22, 2025). Thus,
peer mentoring has been proven to support the formation of adaptive leadership
that not only focuses on understanding policy, but also on strengthening the
emotional and psychological capacity of employees.

Strengthening Collaboration and Networking

Subsequent findings show that peer mentoring strengthens collaboration
between employees and expands internal networks. Prior to this program,
communication between units was more formal and tended to be tied to a
hierarchical bureaucracy. However, after peer mentoring is implemented,
communication patterns become more fluid, flexible, and intensive, thus
strengthening cross-field synergy. This has implications for the faster resolution
of technical problems related to the implementation of government policies.

A structural official emphasized: "If you wanted to coordinate, you had to wait
for ameeting invitation or an official letter. Now, after getting to know each other through
mentoring forums, communication becomes easier, just through a short discussion
between employees" (PS-3, interview July 14, 2025). This indicates that peer
mentoring is a bridge to build more effective horizontal communication.

Widyaiswara also emphasized the importance of the equality aspect in the
mentoring forum. "In the mentoring forum, everyone has the opportunity to speak,
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regardless of position. That's what makes us more compact when we have to work
together" (W-2, July 18, 2025 interview). This quote shows how peer mentoring
functions as an egalitarian learning space, which ultimately fosters a sense of
belonging to the organization.

Implementing employees also feel the direct benefits of a more open work
network. "Now if there are problems, we can directly contact friends from other fields
because we have discussed together in mentoring. So it is faster to find a solution" (PP-
4, interview July 20, 2025). This experience shows that peer mentoring not only
strengthens professional relationships, but also builds social bonds that support
the effectiveness of teamwork.

Thus, strengthening work networks through peer mentoring not only has
an impact on coordination efficiency, but also creates an organizational
environment that is more collaborative, open, and adaptive to the dynamics of
policy changes.

Acceleration of Internalization of New Policies

One of the main findings of this study is the acceleration of the process of
internalizing government policies through peer mentoring. Based on thematic
analysis, employees who regularly participate in mentoring are proven to be
faster to understand the substance of new policies and to be able to implement
them operationally. Internal document data show that units that are active in
mentoring are more consistent in meeting policy implementation targets than
units that rarely participate.

A structural official explained: "New policies are usually complicated and full
of technical terms. With mentoring, we can ask each other questions and discuss until we
really understand before applying it" (PS-4, interview July 13, 2025). This suggests
that peer mentoring helps speed up the process of complex policy interpretation.

From the widyaiswara side, mentoring forums are seen as an effective
means to reduce barriers to technical understanding. "Often the rules are only
written in formal documents. But through mentoring, we can discuss real cases so that
they are easier to understand" (W-1, interview July 23, 2025). Thus, peer mentoring
is not just a discussion forum, but a means of contextual learning that facilitates
policy implementation.

The executive employee also emphasized the benefits: "If you only read the
rules, sometimes you get confused. But after mentoring, we came to know how the rules
are implemented in the field" (PP-1, interview July 16, 2025). This proves that peer
mentoring is able to bridge the gap between policy on paper and practice on the
ground.

Development of a Culture of Peer Learning

In addition to the technical aspects, this study found that peer mentoring
fosters a strong peer learning culture in the BPSDM environment. Observations
show that there is an increase in employee openness in providing feedback,
sharing experiences, and supporting colleagues who face difficulties. In fact,
informal practices such as small group discussions outside of working hours
have emerged that were born organically from mentoring forums.
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A structural official said: "At first mentoring was just an official agenda, but
over time it became a habit. Even after office hours, we still often have informal
discussions" (PS-2, interview July 12, 2025). This shows that mentoring has
transformed into an organizational culture.

A widyaiswara also emphasized the importance of a culture of sharing.
"This forum has made us accustomed to giving input and accepting criticism openly.
That's something that used to be rare in the bureaucracy" (W-4, July 25, 2025
interview). This indicates that peer mentoring acts as a catalyst for a more
participatory work culture change.

The executive added: "We feel more supported. If there are difficulties, other
friends immediately help give input. It makes us not feel alone" (PP-3, July 19, 2025
interview). This experience shows how peer mentoring fosters solidarity while
strengthening the collective spirit.

Supporting Factors and Obstacles to Implementation

The analysis also identified supporting and inhibiting factors for the
implementation of peer mentoring in BPSDM. Key supporting factors include
institutional commitment to support the program, openness of communication
between employees, and the direct relevance of mentoring to daily work needs.
This makes mentoring widely accepted by various groups of employees.

However, there are also some obstacles. A structural official said: "Not all
employees want to open immediately. There are those who still hold to the old hierarchical
pattern" (PS-1, interview July 10, 2025). These cultural barriers are a significant
challenge in program implementation.

A widyaiswara also added: "Monitoring and evaluation of the program is still
limited. So sometimes it's hard to assess the extent to which mentoring really has an
impact" (W-2, July 18, 2025 interview). This confirms the need for a more
structured evaluation system.

The executive employee also acknowledged that there are limitations:
"The problem is time, sometimes mentoring clashes with the daily workload so that not
everyone can consistently participate" (PP-4, interview July 20, 2025). Time and
workload factors are practical obstacles that must be considered for the program
to run sustainably.

Overall, the study shows that despite the barriers, the supporting factors
are much more dominant. With improved program management, peer
mentoring has great potential to become a sustainable adaptive leadership
development strategy in the public sector.

DISCUSSION

The first findings of this study confirm that peer mentoring plays an
important role in building adaptive leadership capacity in the BPSDM
environment of Riau Province. Through the process of peer discussion, the state
civil servants can more quickly understand the substance of the new policy and
relate it to the context of daily work operations. These results are in line with
adaptive leadership theory which emphasizes the importance of collaborative
and participatory learning in the face of the complexity and uncertainty of the
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policy environment (Heifetz et al., 2022). In addition to the cognitive aspect, peer
mentoring also contributes to strengthening the emotional and psychological
resilience of the apparatus, which is an important foundation for making the
right decisions in the midst of regulatory changes (Pololi et al., 2025). The
mentoring forum serves as a safe space for employees to share experiences,
provide moral support, and increase confidence in acting without always having
to wait for hierarchical directions. The implication of these findings is that the
development of adaptive leadership depends not only on formal training, but
also on social mechanisms that enable continuous horizontal learning.

The second finding shows that peer mentoring acts as a catalyst for
strengthening collaboration and expanding internal work networks in public
bureaucratic environments. Before the program was implemented, interactions
between units tended to be formal and limited by hierarchical structures.
However, mentoring forums create more fluid, flexible, and intensive horizontal
communication, thereby speeding up the resolution of technical issues and
improving cross-field coordination. This is consistent with research by Eby et al.
(2021) who stated that peer mentoring can strengthen social cohesion, build trust,
and encourage willingness to share knowledge within organizations. The
egalitarian nature of mentoring forums also creates a sense of belonging to the
organization and strengthens the spirit of collective work, which was previously
hampered by vertical bureaucracy (Meyers & Vorsanger, 2023). Consequently,
stronger collaboration not only increases coordination efficiency, but also
becomes strategic social capital that supports innovation and institutional
resilience in the face of policy changes.

The third finding revealed that peer mentoring plays a significant role in
accelerating the process of internalizing new policies. Employees who actively
participate in mentoring are shown to be quicker to understand the substance of
policies, deconstruct complex technical terms, and implement them
operationally. Peer discussion is an effective means of developing policy
sensemaking, which is a collective process in building meaning for new policies
(Taylor et al., 2024). These findings are also in line with the results of research by
Rodriguez-Prieto and Fernandez-Ardoz (2021) which showed that peer
mentoring is able to bridge the gap between policy formulation at the normative
level and its implementation in the field. By providing practical context through
real-life case studies, mentoring makes it easier for officials to translate
regulations into relevant actions. The important implication is that organizations
become more adaptive and responsive to changes, as well as more consistent in
meeting policy implementation targets set by the government.

The fourth finding shows that peer mentoring not only has technical and
structural implications, but also has a significant impact on the formation of an
organizational culture based on peer learning. Mentoring forums encourage the
emergence of the habit of giving open feedback, sharing experiences, and
conducting voluntary collaborations outside of the formal agenda. These changes
indicate a transition from a hierarchical bureaucratic culture to a participatory
and adaptive organizational culture (Stevenson & Greenhalgh, 2024). These
results reinforce the view of Weick and Sutcliffe (2020) that organizations that are
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able to survive in a dynamic environment are those that make collective learning
an integral part of the work process. The culture of peer learning also creates
solidarity between employees, which ultimately strengthens the collective spirit
in facing the challenges of policy implementation. Thus, peer mentoring is not
only a competency development tool, but also a catalyst for the transformation
of work culture towards a more resilient and innovative learning organization.

The fifth finding shows that the effectiveness of peer mentoring
implementation is strongly influenced by various supporting and inhibiting
factors. The dominant supporting factors include institutional commitment, open
communication, and the relevance of mentoring to daily work needs (Garcia et
al., 2022). However, resistance to hierarchical cultural changes, time constraints
due to high workloads, and suboptimal monitoring and evaluation systems are
challenges that must be overcome (Abbott & Weiss, 2023). The variation in
implementation results between units can also be explained by different levels of
employee participation and leadership support. Units that demonstrate high
participation and open leadership tend to have more significant mentoring
benefits. Therefore, it is important for organizations to develop strategies that can
address these barriers, including the provision of performance-based incentives,
the creation of flexible mentoring schedules, and the development of a more
structured evaluation system to measure the impact of programs on an ongoing
basis.

Overall, the results of this study make an important contribution to the
theory and practice of human resource management in the public sector.
Theoretically, this study enriches the literature on adaptive leadership
development by demonstrating the effectiveness of a peer-based approach in
dealing with dynamic policy change. Practically, the results of this study provide
an empirical basis for government agencies to integrate peer mentoring in
leadership development strategies and talent management of apparatus talent.
For further research, it is recommended to conduct a cross-agency or cross-level
comparative study to test the generalization of these findings. In addition, a
mixed methods approach or experimental design can be used to identify causal
relationships between peer mentoring, adaptive leadership capacity, and
organizational performance. Exploration of innovations such as blended
mentoring or digital peer mentoring is also recommended to expand the impact
of the program in the era of bureaucratic digital transformation.

CONCLUSION AND RECOMMENDATION

This study confirms that peer mentoring is an effective strategy in
developing adaptive leadership in public organizations that face the dynamics of
changing government policies. Through peer interaction, state civil servants are
not only able to understand and internalize the substance of new policies more
quickly, but also increase critical thinking capacity, confidence in decision-
making, and emotional resilience in the face of uncertainty. Peer mentoring has
also been shown to strengthen cross-unit collaboration, build a wider network of
work, and create an egalitarian communication space beyond the boundaries of
bureaucratic hierarchies. This process is an important catalyst for accelerating
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policy implementation, strengthening organizational effectiveness, and
establishing a more adaptive, collaborative, and innovative learning
organization-based work culture.

Theoretically, the results of this study enrich the literature on leadership
development in the public sector by demonstrating the effectiveness of a peer-
based collaborative approach in responding to complex policy changes. In
practical terms, these findings provide an empirical basis for government
agencies to integrate peer mentoring into human resource development policies
and talent management of apparatus. However, several challenges such as
hierarchical cultural resistance, time constraints, and suboptimal program
evaluation need to be addressed.

FURTHER STUDY

Therefore, further research is recommended to explore the effectiveness of
more flexible mentoring models such as blended mentoring as well as test the
causal relationship between peer mentoring, leadership competency
improvement, and organizational performance through mixed methods
approaches or longitudinal design.
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