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Four Pillars of Supervision
· Set expectations
· Teach
· Trust
· Step back

Pillar One: Set Expectations  
Clarifying goals, standards, and shared understanding
Purpose: Establish alignment and reduce uncertainty so interns know what success looks like.
Conversation Prompts
What do you think success in this role looks like right now?
Which expectations feel most clear? Which still feel unclear?
What goals are you currently working toward, and how did you prioritize them?
Where do you feel most confident vs. unsure about your responsibilities?
What support or resources would help you meet expectations?
Supervisor Notes
Name expectations explicitly (don’t assume understanding)
Normalize questions and uncertainty
Revisit expectations regularly as responsibilities evolve

Pillar Two: Teach 
Providing guidance, context, and opportunities for skill development
Purpose: Help students build competence, not just complete tasks.
Conversation Prompts
What did you learn from your recent work or project?
What part of that experience stretched you the most?
If you could redo that task, what would you do differently?
What skills are you trying to strengthen right now?
Where would it be helpful for me to provide more guidance or demonstration?
Supervisor Notes
Explain the why behind decisions and processes
Model thinking out loud
Connect tasks to transferable skills and career goals

Pillar Three: Trust 
Empower interns with ownership and accountability
Purpose: Build confidence, autonomy, and decision-making capacity.
Conversation Prompts
What decisions have you made independently recently?
Where have you taken initiative or ownership?
What risks have you taken in your work?
When do you feel most trusted in this role?
Where do you want more autonomy?
Supervisor Notes
Delegate meaningful work (not just tasks)
Affirm effort, initiative, and decision-making—not just outcomes
Ask before stepping in: “What’s your plan?”

Pillar Four:  Step Back 
Encourage independence, reflection, and self-direction
Purpose: Help students integrate learning and operate with less supervision.
Conversation Prompts
What strategies are working best for you right now?
How are you tracking your own progress?
What would you do if I weren’t available to help?
What feedback have you applied recently?
What’s one challenge you want to work through on your own first?
Supervisor Notes
Resist over-directing or solving immediately
Use silence and wait time strategically
Redirect questions back to the intern: “What do you think?”

Facilitating Reflection: Tips and Tricks 
	If you notice…
	Lean into this pillar

	Confusion or misalignment
	Setting Expectations

	Skill gaps or hesitation
	To Teach

	Readiness for responsibility
	To Trust

	Over-dependence on you
	To Step Back



Ask more than you tell: Use open-ended questions (For example: Tell me more about your thought process? How might you appraoch this situation differently?)
Embrace silence: Give students time to process—don’t rush to fill pauses.
Listen for patterns: Reflect back what you’re hearing to help interns recognize themes in their learning.
Normalize not knowing: Reinforce that growth comes from uncertainty and experimentation.
Focus on growth, not just outcomes: Highlight effort, decision-making, and learning—not just results.
End with action: Always guide the student to name one takeaway or next step.

Example conversation
SUPERVISOR: “What challenged you most in that project?”
INTERN: “I wasn’t sure how to prioritize everything.”
SUPERVISOR: (pause) “That makes sense—prioritizing can be tough early on. Tell me more about your approach and thought process
INTERN: “I just did what seemed most urgent.”
SUPERVISOR: “I’m hearing you relied on urgency. What might you try next time to be more intentional?”
INTERN: “Maybe planning earlier and checking deadlines.”
SUPERVISOR: “That sounds like a strong next step—how will you put that into practice this week?


	Strategy
	What It Looks Like
	Example Question / Move
	What to Avoid

	Ask more than you tell
	Use open-ended questions to prompt thinking
	“What stood out to you about that experience?”
“What would you try differently next time?”
	Jumping in with answers too quickly

	Embrace silence
	Give space for interns to think before responding
	Pause after asking a question → “Take your time—I’m curious what comes up for you.”
	Filling every pause or rephrasing too soon

	Listen for patterns
	Reflect themes you’re hearing back to the intern
	“I’m noticing you’ve mentioned confidence a few times—tell me more about that.”
	Treating each response as isolated

	Normalize not knowing
	Reinforce that uncertainty is part of learning
	“It makes sense that this felt unclear—that’s part of growth in a new role.”
	Expecting fully formed answers or certainty

	Focus on growth, not just outcomes
	Highlight learning, effort, and decision-making
	“Even though that didn’t go as planned, what did you learn from it?”
	Only praising success or final results

	Shift ownership to the student
	Encourage them to develop their own solutions
	“What’s your plan for moving forward?”
“What options are you considering?”
	Solving the problem for them

	Connect to bigger picture
	Tie experiences to goals or future work
	“How does this connect to your career interests?”
	Keeping reflection only task-focused

	End with action
	Help them identify a clear takeaway or next step
	“What’s one action you’re taking from this conversation?”
	Ending without closure or direction



