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Supervision

Introduction to Supervision
Intern supervision is demonstrating and coaching to develop excellence in the core skills required in pastoral ministry.  

This role empowers and requires the supervisor to 

· teach through modeling

· observe and coach the intern in the performance of core ministry functions

· oversee to ensure ministry tasks are completed, and

· carry out on-going evaluation and assessment.

The conference/mission will work together with the intern’s supervisor to design a specific Internship Development Plan that provides opportunities to develop skills across a broad range of ministry situations, with a special emphasis on pastoral evangelism (which includes Bible studies, public evangelism, seminar evangelism), pastoral visitation and preaching. Through a warm, positive working relationship, the supervisor will work to build the intern to become an effective Seventh-day Adventist Minister.

Effective Supervision

The ideal learning situation for internship follows the Biblical apprenticeship model.  It involves the following process:

· the supervisor demonstrates cores skills to the intern regularly and repeatedly over a period of months  

· then the intern practices the core skills under supervision, and later on their own

· debriefing and reflecting on the practical experience in skill development

· planning for further development 
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	“The diagram… illustrates the stages that the learner goes through in the coaching process.  The process of learning to drive a car would illustrate the stages well.  Initially the learner may not be doing something well, and simply doesn’t recognize that reality.  That’s unconscious incompetence.  The next step may be triggered by comparison with somebody else, some feedback, or just the feeling that things aren’t quite as they should be.  ‘There’s a bit more to this than I realized’ is often the comment as the penny drops.  Now it’s known and recognized that the skill level is low.  We’ve progressed from unconscious to conscious incompetence.
The next level is gained by hard slog.  We learn routines, do things by rote, and follow checklists.  Every step requires thinking about and labeling.  Lots of practice leads to conscious competence.  The final stage comes when we are sufficiently skilled to do things without thinking.”
Bryn Hughes, Discipling, Coaching, Mentoring, p47,48, Kingsway 2003.



The time needed at each stage will be determined by

· the aptitude of the intern, 

· the opportunities for the supervisor to demonstrate the core skills,

· the opportunities for the intern to experiment and practice the core skills, 

· their confidence and the quality of their performance and 

· an assessment by the supervisor regarding the intern’s competence in each skill.  
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Mallison’s Experiential Learning Cycle model illustrates the process of acquiring, developing and refining new skills.  The on-going process is designed to continue until competence and excellence is achieved.  Later, even beyond ordination, the process will still be helpful.
The aim is that the intern should be confident to use the skill on their own in most situations, and should be given opportunity to do so, with ongoing coaching.

SUPERVISOR’S BASIC SKILLS
To achieve the outcomes outlined above, the supervisor should have the following basic skills:
1.  Ministerial Competence

Competence in pastoral-evangelistic ministry by a currently practicing professional is a prerequisite.  The best supervision comes from those who are daily using the core ministry skills.  A long tenure in areas other than evangelistic/pastoral ministry normally disqualifies an individual for a supervisor’s role. 

2.  Ability to teach 

In addition to the supervisor having the prerequisite skills, they must also have the ability to effectively transfer these skills to the intern.  While it is true that at the commencement of internship, there will be a variance in experience and skill level from one intern to another, it is nevertheless expected that each intern will be led through the following process.

The training process, from the supervisor’s perspective, will involve:

· Watch as I do

· See that it works

· Do as I watch (Practice core ministry skills – accompanied by supervisor)

· Debrief, evaluate, reflect & plan – with supervisor

· Practice & refine core ministry skills until excellence is attained.

The various stages of this process will need to be repeated as necessary.

3. Ability to communicate clearly

Clear communication between the supervisor and the intern will further facilitate the developing of core ministry skills.  This will involve:

· listening attentively with the heart and mind, 

· accepting the other’s strengths and abilities and

· sharing within a secure working relationship.

4. Able to evaluate and provide helpful feedback

Evaluation is essential for the intern to progress.  Evaluation tells you where you are now in relation to where you need to be.  It will require assessment, debriefing, reflection, and analysis.  While identifying areas for growth is an important component of the feed-back process, appropriate recognition of strengths is also vital.  For the evaluation process to be effective, it must lead to a development plan which addresses areas requiring growth.

5.  Able to care
Recognising the closeness of the working relationship, the supervisor will need to remember that the intern is not just a paid assistant or subordinate, but a person who will require pastoral care. 
Supervisor’s assessment

The supervisor knows that an intern needs and should expect ongoing evaluation.  Supervisors should also expect their own skills and performance to be evaluated regularly by the conference/mission President and Ministerial Association Secretary.  The process should not be viewed as a threat, rather as an opportunity for affirmation, improvement, further resourcing, and on-going coaching.  

Qualities of Effective Supervisors
· Commitment to your intern – Respect your intern as one of your own.  

· Belief in an intern’s potential – Look for the best in your intern, and work to help them reach their full potential.

· Objectivity and Honesty – In the best interests of the intern, a supervisor must have the courage to objectively say, “This is what I see happening in your ministry.”

· Openness and Transparency – In an appropriate manner, allow your intern to see your humanness – some mistakes and failures as well as your successes.

· Model Positive Ministry – Ensure that your morale is high to enable you to build your intern’s trust in the church, and positive attitudes towards ministry.  Avoid cynicism. Your intern can do without this being modeled to them.

· Credibility – Be the kind of supervisor you would have liked to have had, when you were an intern – work to be successful in what you do in your own ministry.

· Teachable – Be willing to learn from the intern as well as others.  

· Team Player – Include the intern wherever possible and appropriate.

· Available – This may not always be convenient, but it will be invaluable and appreciated.

· Reasonable – Don’t ask the intern to do anything you wouldn’t be prepared to do yourself.

Acceptance of Differences

It is extremely important that supervisors be able to accept differences in ministry styles.  Supervisors who possess the ability to recognize, accept, and even appreciate differences will lead interns to their full potential. 
Supervisor’s Appendix

(The following information is provided for supervisors to use at their discretion, for discussion with their intern in case of differences resulting from generational issues.)
Used with permission, Called to be a Pastor: Handbook for Mentors & Interns, Trans-European Ministerial Association, pp 9 - 11
Understanding and supporting the new generation

Interns are part of a new generation that cannot be categorized.  When endeavoring to understand this new generation, it is important that we are careful not to generalize.  Therefore, the following points should be simply used as a starting point for discussion.

Discuss some characteristics of the new generation:

1
The options generation


They love choices and have been raised on change – and have trouble when there are no options and an unwillingness to adapt.

What are the implications?

What types of churches will really motivate such interns?

What about their potential as church planters?

2
Truth is seen as relative

This impacts the learning style of this generation – including many of the new generation of interns.

What are the implications for doctrinal understandings and approaches to evangelism?

How would you relate to an intern who sees truth in different terms to you?

3
Individualism versus community

On the one hand there is a desire for meaningful relationships and community – but, on the other hand, a hesitancy to make commitments.

Discuss ways in which this tension may result in the new generation of interns approaching their ministry differently.

4
Cynicism and disillusionment

The new generations are particularly cynical of baby boomers who are taking over the church.  The baby boomers have always believed that they had the answers.  Unfortunately, they also think they have the answers for the new generation.  

Spend time listening to the questions and challenges – and the solutions offered by the intern.  They need to know they are being listened to. This generation will rarely protest.  They will just leave.  This generation of interns need to know that they are being taken seriously.  They are on the whole better educated than previous generations and need to be able to feel that they are making a difference.

5
Post-Modernism / Anti-Institutionalism and Post-Denominationalism

How do we help our interns stay Adventist and yet build churches that are seen to be relevant to people that accept conflicting ideas as truth and see denominationalism as irrelevant?

6
Commitment

People today will commit to causes that they see will impact their lives.  What causes does the intern believe will make a difference?

7
Technology

What technological skills does the intern have that could make a positive contribution to outreach and church?

8
Broken and blended families

What has been the family background of the intern and the supervisor?

What may be some of the challenges and stresses for the intern/supervisor or spouse who has been previously married (maybe with another family).

Further 
Questions for discussion by interns and supervisors

i
How will supervisors relate to an intern whose spouse also has a career?  What issues may need to be addressed with transfers, involvement (rather than simply support) in ministry?

ii
In that traditional support systems have less appeal to the new generation, what types of support are they saying they would appreciate?  (such as Partners in Ministry)

iii 
How do you deal with criticism of your intern husband / wife?  In whom can you confide?  What sort of support network is there for this without the intern or spouse being seen as weak by administration?

iv

Discuss the need for skills to cast a vision and provide leadership. 

What styles of leadership will generate growth and cooperation?

What skills are needed to be a visionary chairperson?

How do you generate vision in your church?

v
Most interns of the new generation are very passionate about the local church and it’s centrality to the mission of the church.

Discuss the issues of resources, wages and recognition of the local pastor in comparison to other levels of the church?

How can conflict in this area be handled?

vi
What are the expectations of supervisors and interns for family/personal time and privacy?

What will be the guidelines and boundaries?

vii
Discuss the issues regarding studies,  visits or counseling of the opposite sex.

viii
Identify appropriate boundaries regarding supervisor and intern of opposite gender. 
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In effective supervision, the intern will often feel stretched. Supervisors must be: 


sure of their relationship with the Lord, 


secure in their own identity


and confident in their objective assessment


when the intern’s response may be rejection, anger, and frustration.  


(Adapted from Ted Engstrom, The Fine Art of Mentoring, Passing on to Others What God has Given to You) 





“Confrontation is often the caring response in the face of resistance.  What counts is the method and purpose of confrontation.  Honesty is crucial; to speak the truth in love is a Christian act.  Mutuality requires that one hear the truth as well as speak it.” (Paul Stevens, in Experiencing Ministry Supervision, A Field Based Approach, edited by Pyle & Seals, page 92, Nashville, 1995).









