CHAPTER I

It is swech a long and burdensome task to
convert a school system based primarily on
memorization into one involving wnderstanding,
active thinking creativity and what has come to
be called problem-solving. Each step is not a
step bnt a leap into the wnknown and the average
teacher needs skilled and detailed help, and what
may seem to be a contradiction in terms:%ympathetic
goading if he 1s to make it at all. This is
precigely the problem that we have to face and
solve during the next ten to twenty yéars.

- Report of the Kothari

Ednecation Commission
(1964-1966)
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1.1 INTRODUCTION

The primary concern in the present investigation is to
make a survey of the current status of supervisory practices
in the secondary schools of two districts of Central Gujarat,
one advanced and the other backward. The focus is on the
identification of dimensions and direction of improvement of
school supervision. It is assumed that effective supervision
holds a key to the improvement of school standards. It is
to the end of diagnosis and improvement of school supervision

the present research exercise is geared.

"  When it is intended to probe into the current supervisory
practices of secondary schools, evaluate them and re-mould
them so that better instruction results in schools, it is

A
necessary to build up theoretic structure to determine what
n
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are weak and strong supervisory practices in secondary schools.
An exercise in theorising on school supervision becomes helpful
because a reference frame can be built up on its basis which
can provide a pointer to judge whether the findings of an
investigation in the sphere of school supervision are a;ﬁa&%&tgy
ﬁ? whether it (supervision) is weak or effective. The justifi-
cation of devoting this first introductory chapter on building
up theoretical perspectives on school supervision lies in this

angle.

Further, researchers in some of the American Universities
like the University of Chicago have been emphasising on the
need of building up a theoretical model as the base of the
struvetured research. Professor Benjamin S. Bloom, a pioneer in
the movement of educational evaluwatlion, has particuvlarly

advocated such an approach in doctoral research work%

The present introductory chapter is conceived and designed

against this background.

The theoretical perspectives will be mainly on school
supervision. But they will also ineclude some bg%ﬁﬁdgiscussion
on organizational climate, leadership and staffmin reference
to the secondary school as these three dimensions influence

significantly the nature and quality of school supervision.

The plan of the present chapter will be as under :
- The o0ld and new concept of school supervision.

-~ Objectives of school supervision in a democratic set wp.

FACULTY OF EDUCATION AND PSYCHOLOGY.
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Principles governing democratic swvpervision.
Organizational structure and setting of school.

Supervisory activities in high schools.

i SR T T T e Sy

- a3t

e

- The school svpervisors : personal and professional
gvalifications and leadership qualities.

- The rcle and fvnctions of edvcational supervisors.

- Conditions which make effective svpervision difficuvlt
in secondary schools of Gujarat.

- Bvalvation of effectiveness of swvpervision.

in attempt will be made to discvss these facets of
edncational supervision with reference to secondary schools
in their current setting in Gujarat in svbsegmnent sections.
In the discussion, references will also be made to some

cvrrent litersture in the field.

1.2 THE CONCEPT OF SCHOOL SUPERVISION

The term 'supervision! is being increasingly used today
in almost all formal organizations, in pvblic administration,
social work, industry, trade and commerce, professional service
fields and in edvcation. The term is generally wnsed to mean

'to oversee, to svperintend, or to gnide and to stimmlate the

e e S A IS e e i e
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activities of others with a view to their improvement?" It

does not imply that one who supervises has a 'superior vision?

|
e = e nr

in the field. But it connotes that the supervisor is in a
position to have an over-view of the on-going process and
practices, he has enough expertisefohe kable to diagnose,
identify weaknesses and strengths, and suggest remedial measures
to improve the current or existing sitwation. A significant
development in conceptualisation of t'supervision? is that it

is regarded as a service activity? The theoretical assumption
in supervision is that it exists to produce change with a view
to effecting improvement. A person changes his behaviowr as

he changes his perception of himself, his role or the situation

and as he develops insight, accurate and enriched knowledge

as well as skills to change his behaviour.

In the change process, a person is further helped if he is
made to feel worthy, confident of himself and also that he is
wanted and is an important person and his efforts or merits
are recognised. Open and motivatihg organizational climate
and a high morale tone in the organization in which a person
works makes him more amenable to change, stimuvlates him better

to seek wider range of facts and significant work-experiences.

Burton and Brueckner emphasise the aspect of tsocial
process?! in supervision and regard 'supervision?' as "evaluation

4
and improvement of the factors affecting learning.”

FACULTY OF EDUCATION AND PSYCHOLOGY.




A clear concept of educational or school supervision
emerges from the following excerpta which for the purpose of
having a meaningful definition of school supervision from three
excerpts in the fleld, is quoted at length.

"The modern concept of supervision grows out of the
present belief concerning the nature of instruction,
the need for continued growth of the teacher in
knowliedge and ahility to instruct, and the belief
that the development of a sownd instructional
programme is attained through coopsrative effort.

In these terms, supervision of instruction may
be deflned as the effort to stimulate, coordinate
and gulde the continued growth of the teachers
in a school, both individvally and collectively,
in better understanding and more effective
verformance of all the functions of instruction
so that they may be better able to stimulate

and guide the continued growth of every pupil
toward the richest and most intelligent 5
participation in modern democratic society."

According to this definition, the major purposes of
school supervision are : (a) to ensure continued professional
growth of school teachers both individuwally and collectively,
(b) to develop a better education for youth, (c) to improve
the standards or quality of school instruction, and (d) to
expose both students and teachers to co-operative efforts in
democratic open school climate so that they learn and imbibe
democratic values and way of work. Supervision constitutes
an attempt on the part of school administrators to bring about

continuing improvement in the school instruvctional programme.

But this is recent thinking on the concept of school
supervision. The new concept has drawn its nourishment and

sustenance from the growing trend towards democratisation in

= M. 8. UNIVERSITY OF BARODA " s
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values and convert practices in education. In the past,
things were different, because the then existing situation

was more bureaucratic and authoritarian. The concept of
i _OF 4he Same 1ature.
school supervision was algo . ... | Tx T osTRwtod o
{\ e N A N

During the British rvle of India, school administration
was avthoritarian. There was tacit conviction among the
adminigstrators that teachers had to be controlled and they
should be closely watched. There was very little climate for
internal autonomy for schools in general and for the teachers
in particular. ZEven academic freedom was denied to them. The
school curriculum, methods of teaching, the evaluvation
procedures and the over-all organizational climate in schools
were controlled by Government pepartment of Bducation on the
one hand and by the headmaster of the school, and even by the
school Management on the other. Supervision was regarded as
an inseparable function of the school headmaster. It was
enjoined wpon him thatt;atches closely and carefully the
members of his school staff in the classroom, in the teachers!
commen room, on the play.ground and in outside school visitations
He was expected to maintain a regular diary of his supervisory
work and maintain a detailed log-book of his visitations to
classroom and observations of teachers! instrvetional work in
the classroom. He was also expected to pay surprise visits to
clagsroom when his teachers were engaged in the instrucitional
work and evaluate their basic knowledge of the subject matter

and their methods of instruction and skills in teaching. Thus,

e FACULTY OF EDUCATION AND PSYCHOLOGY.
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in the past, the concept of school supervision was rigid,
authoritarian, bureauvcratic and status-oriented. A school
headmaster, by the virtue of his position and status, assumed
automatically to possess all knowledge, all skills and all
competence to be able to observe, assess and guide the teaching
work of any teacher, of eny subje?t. The headmaster was
supposed to be omnipotent, omnis%%nt and a custodian of all
worthwhile knowledge about psychology of adolescent, psychology
of learning, methods, tools and materials of instruction,
effective communication and of the evaluation processes. In
the past, thus, supervision was "a directing and a judging
activity....... The writing in the field of supervision
recommended directing and telling and checking up to see .
whether or not people had done as they were directed.” It is
easy to see some reasons in this connotation of supervision
and this kind of emphasis on supervision. One reason was

that the GoveranQEIQééﬂélien and it wanted to be careful

about schoolg;especzally high schools,which can be a hot-bed

of anti-government revolutionary activities. Secondly, the
vrevalling edvcatlional organizational climate was closed and
co?trolled. Thirdly, there was a strong tradition of authori-
tgﬁgsm, control and directing. Fourthly, all administrators,
wégther in school or in Government Education Department, were
bureaucratic vho relished in rigidity, regimentation, stiffness
and social and administrative distance. Tastly, most of the
school teachers were not trained. This being the prevailing

ideology in school, it was no wonder that the old concept of

FACULTY OF EDUCATION AND PSYCHOLOGY.
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supervision was rigid and control-oriented and operated in a

sitvation which indicated that teachers are to be directed

as degired by the Government Education Department, school

management and school administrators. This bureaucratic and

e R

controlling concept has begmn to change in the post-independence
era. It has not completely changed so as to be democratic,
stimulating and creative. But the process has started, and one
hopes that with researches in educational supervision, better
training of supervisors and a more democratic climate generated
in the school system, the new concept in supervision will find

a root in the schools in Cujarat as well as in other parts of i

the cowntry.

1.3 OBJECTIVES OF SCHOOL SUPERVISION

In the previous section, while discussing the concept of
school supervision, some focal points as regards the objectives
of school supervision had emerged and they were dealt with in
the context of the clarification of the meaning of the term.
The objectives of school supervision can more pointedly be
shown as wnder :

- "To bring about improvement of the total teaching-learning
process; the total setting for learning rather than the

narrow and limited aim of improving teachers in service.n”

- "o provide an opportunity for each teacher and each child
in a school system to grow through the exercise of his

talents and abilities vnder expert professional encourage- |

7
ment and guidance."
e FACULTY OF EDUCATION AND PSYCHOLOGY. =




14

- To help teachers to achieve their professional inservice
growth.

- To inculcate among teachers democratic habits and methods
of work in school, build up among them a climate of
co~-operativeness, identify and let loose their latent
talent and encourage among them initiative, originality,

self-reliance and self-expression.

Thus, the major focus in school supervision is on the
improvement of the teaching-learning situvation in individuval
schools. Supervision continuously evaluvates the instructional
objectives, syllabus, textbooks, techniques of teaching,
instructional resource materials and aids, the ways in which
students learn, the evaluvation tools and procedures and tries
to meet , in as satisfying manner as possible, the needs of
the modern youths in a democratic setting through a democratic

and creative approach.

As stated earller, school supervision is basically a
service activity on the part of school leadership. The
objectives of school supervision listed earlier have poten-
tiality to bring about the following desired outcomes in the
school situvation. Improvement-oriented change results in the
instructional programme of the schoocl. Teachers have partici-
pation in the decigion-making process concerning the improve-
ment of instruction. Teachers are encouraged gxperimentation.
Continuous evalvation of the process as well agdgﬁtcomes of

fAS
supervision itself, apart from the instructional programme,

FACULTY OF EDUCATION AND PSYCHOLOGY.

M, S. UNIVERSITY OF DARODA sz

vy




M, 8. UNIVERSITY OF DARODA e e e

12

g0 on as an on-going in-built process. A& climate is ereated

En, &S"Leem,

in the school in which teachers held each other, feel free to

run to one another for help, plan together, andéhork together
on a co-operative basis. In such a sitvation, supervision
becomes democratic and creative, and further it does not get
limited to the instructional leadership of either the school
or the school supervisor buf to teams or groups of teachers.

Gcood communication, good human relationship and good staff

morale are both the means and ends of such effective supervision.:

1.4 PRINCIFLES CGOVERNING DEMOCRATIC SUPERVISION

India has accepted democratic form of government. The
ideals of democracy are being held high, though they have not
been integrated in ways of life of the people. The earlier
traditions of authoritarianism continues to some extent even
in the administration of educational institutions, because the
process and tool of education have not been sufficiently made
use of in the cowntry in the learning process and other aspects
of school life. But, authoritarian type of school supervision
is not likely to yield dividend and innovate school instruction.
The implication of the new concept of supervision set forth
in the previous section is that teachers would not be motivated
to put forth their best to make their instruction effective,
unless a democratic approach is adopted in school supervision.
In the democratic approach, the teacher's individvality is

recognised and respected; he is conceded academic autonomy;

FACUL'TY~0F EDUCATION AND PSYCHOLOGY.

i




M, 8. UNIVERSITY OF DARODA == R

13

he is encouraged experimentation; as Kimball Wiles puts it :
"his human potential is released"; open organizational elimate
in the school and high teacher morale are ensured and
satisfying human relationships, commumication channel and
involvement of teachers in Instructional decision-making are

provided.

Keeping such a democratic approach to school supervision
in mind, it would be possible to formulate some principles
governing democratic supervision. A number of experts in
supervision has done these exercises. Some major principles
of democratic supervision are listed below. BRurton and

Brueckner8 have suggested the following principles :

(1) Supervision should ordinarily be concerned with improving
the setting for learning in school in particular;
{2) 1In supervisory process, the personality and individuvality

S(houfce
of teachers should be respected and they be provided with

opportunities for the best expression oé\their unigue
personality;

(3) The basis of supervisory activities should be the faith
that teachers are capable of growth. "It will accept
idiosynerasies, reluctance to co-operate and antagonism
as human characteristics, just as it accepts reasonableness;
co-operation, and energetic activity. The former are

challenges; the latter assets."9

(4) Supervision should endeavour to develop in teachers a

democratic conscience which recognises important obligations

as well as rights.
FACULTY OF EDUCATION AND PSYCHOLOGY
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(8) Supervision should provide full opportunity for the
co-operative formulation of policies and plans, create
a climate to éncourage free gxpression among teachers and
utilise fruitfully the contributions from all the members
of the staff in the improvement of teaching-learning
setting and process in the school;

(6) Supervision should stimulate in all teachers of the school
personal qualities of Initiative, self~reliance, and
individual responsibility on the part of all persons in
the discharge of their curricular and co-curricular
duties and assignments;

(7) "Supervision will svbstitute leadership for authority.
Authority will be recognized as the authority of the
situation and of the facts within the situation. Personal
authority, if necessary, will be derived from group
planning.®

(8) Supervision should be carried on through functional
groupling of the staff co-operatively determined, with
flexible regrouping as necessary. Outside experts or
specialists should be invited to assist or guide when
advisable.

Kimball Wilesll has added some additional principles, viz,
supervision should endeavour and succeed in releasing potential
of teachersy it should be an exercise of leadership, individual
or groupj it should result in the improvement of communication

process within the school utilising a variety of media of

~FACULTY OF EDUCATION AND PSYCHOLOGY s
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communication; it should have as its two major goals curriculum

development and imﬁrovement of instruction.

14

Burton has emphasised the principle of co-operativeness.
He has observed : "The democratic concept of supervision has
inherent in it the ideal of cooperation for teachers and
supervisors to work together upon the solution of problems of

instruetion.®

13
Boardman, Douglass and Bent  have put forward another

principle of utilisation of scientific method in supervision.

The Bighth Year Book of the National Education Association

entitled 5ggg Superintendent Surveys Supervision®” lays down

14
another prineciple, namely, supervision should be ereative.

Elsbree and McNally15 have emphaslsed the principle of
gself-evaluation by teacher, supervisocr and principal and
co-operative evaluation of thelr functioning for the purpose

of improving the total teaching-~learning situation.

Desail6 has emphasised as a good principle of democratic
superdision teacherst! involvement in decision-making pertaining
to improvement of instruction. He has arguved that involvenment
of teachers in the instructional decision-making creates
identification of teachers with the needs and problems of school,
motivates them to make greater and better efforts in the class-
room, creates a climate for instructional plamning - the

sessional planning for classroom teaching and evaluation.

FACULTY OF EDUCATION AND PSYCHOLOGY.
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Lousle Berman and Mary Usery have come out with a new

emphasis on personalized supervision.

"By personalizing is meant the meeting of another at a
level and through a means which is central to the concerns,
interests, ideas and modes of thinking and feeling of the
other. Personalizing is responding at the level of personality

where a strategic impact can be made. At times the meeting

L
of teacher and supervisor may go beyond the traditional "helping®

of the teacher to an interactive situation in which both
supervisor and teacher are enhanced by the confrontation.
As a result of such interaction, the supervisor, as well as

17

the teacher, views himself in new ways."

Such are broadly the principles of democratic supervision
in schools. Their focal points are : recognition and respect
for the personality and individuality of teachers, releasing
their potential, maintenance of thelr morale at high level,
recognition of academic autonomy and freedom for them,
invaélving them in the decision-making process relating to the
improvement of school standards, large scale exposure of them
to group planning, group work, emphasis on co-operativeness
among teachers, assignment of leadership to merit and expertise
rather than to the position and status, recognition of group
leadership, se1f~eva1ua€:;on of all these involved in the
supervisory process and programme and the use of the strategy

of personalized supervision.

FACULTY OF EDUCATION AND PSYCHOLOGY
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Againgt this backgrownd of concept, objectives and
principles of supervision, an attempt will now be made to
deseribe the organizational setting and administrative relation-
ships iﬁ-the set-up in which differsnt supervisory activities

or programmes can be undertaken in secondary schools of Gujarat.

1.5 ORGANIZATIONAL STRUCTURE AND SETTING OF SCHOOL

Organizations have a major and pervasive influence on

the lives of persons who live or operate within an organization.
The operative influence of an organization becomes all the more
significant as individuvals functioning within it are as complex
as the woven web of the organization. It assumes 1ts signifi-
cance particularly as a social wmit. 4in organization has an
infra-structure which is bullt and sometimes is being rebullt
so as to attain to a greater degree of success of effectivenesi

the set goals of an organization.

A& school is also an organization. Its infra-structure

. consists of school management or school committee at the apex
and the school personnel functioning under its direction and
control. The school staff is headed by the school headmaster
or school principal who has status and 1eadérship. In a large
school having more than ten classes, there is one or two
school éupervisors {one supervisor if the classes are ten and
do not exceed fifteen or more and two supervisors if classes

are more than fifteen). The school supervisor is a senior

FACULTY OF EDUCATION AND PSYCHOLOGY.
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teacher and he is also a trained one. In the hierarchy of the
school, he comes next to the school principal. Below the cadre
of the school supervisor are the members of the academic staff.
The effective functioning of this organizational structure
depends upon the quality of leadership of the school committee
Chairman and/or Secretary, educational sensitivity and the
depth of the interest of the school committee members, academic
competence, the leadership skills, the gualities of human
relationship, the effectiveness of communication, democratic
values and attitudes and personality make-up of the leadership
constituted by the school headmaster and school supervisor.
To what extent the educational programme of a school is
facilitated by the infra-organizational structure of the school
depends upon how well the leadership is equipped, motivated and
committed towards the advancement of the ;chool ag an organiza-
tion educationally in general and towards 1ts achievement of

In pavticulavs
better and effective instruction, If an organization in a
school has a fixed and rigid attitude to school goals,
programmes, results at the S5.S8.C. Bxaminations, and an attitude
to prepare a tailor-cul annual budget with an eye on the
revenues from government annval grants to the school, this
affects the schoolt's programme as well as its earnestness and
concern for the success or effectiveness of its supervisory
services. The school infra-organization should not be & fixed
static structure, but it should be flexible and dynamic.
Etzionil8 has steessed that school organization should be a

direct outgrowth of the educational goals, and it should derive

FACULTY OF EDUCATION AND PSYCHOLOGY. -
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its shape from the goals. Ue says, "Organization should not !
determine activities; it should be determined by the activities",
& school should first determine its goals, formulate its
philosophy and build wp its values, and then bulld up its
infra-organizational structure in swech a way that these

expected outcomes are actually realised in its programmes.

In a good organizational structure, there should be
provision for effective guidance, coordination, systematic
planning, continuous evaluvation and feedback. These ingredients
or inputs are necessary besides ensuring the compactness,
integratlon and flexibility. Co-operativeness, team spirit,
grovp work, freedom of expression and communication and social
needs satisfaction arei?%ﬁer variables which should be introduceg
in the school organizational structure. The leadership in
the school as well as teachers should have a clear perception

of the role they each have to plav. /

It will be well for a school principal to bear in mind
Q
the following observations of 0wen1" which have important
implications for building up an effective programme of school

supervision in his institution.

g s

"Tn the final analysis, in order to get the
organizationts work done, the people in
various roles must meet %ace to face and
interact: they must communicate, make
decisions, plan and so forth. Thus, in the
school, a teacher is much more than the job
description would indicate. He is a person
and he seeks friendship groups; and group
affiliation with people in addition to his
professional affiliation within the formal
organization. To a large extent, too, the

FACULTY OF EDUCATION AND PSYCHOLOGY.
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school's informal organizations will be
work-oriented; teachers of the same grade
level, or in the same department, or those
whose work places are close together tend to
belong to the same primary groups."

A& schoolts formal organization has to be sensitive to
this Informal organization of teachers and the school 1eadership§
as reflected in the school principal and school supervisor
should seek to build wp a more favourable climate for better
school work reaping best possible fruits from its teacherts |
informal associations, relationships, affiliations, ete.
Lannacconego has shown how teachers in informal primary groups

are linked together and how this linkage can be used to drient |
them Watder to better work in school. i

Kimball Wilesgl lists the following inferred hypothesés ;

in his exposition of the theory of supervision : |
- Supervision is a function of the organization. |

- Many people contribute to the function of improvement - i
some have an official responsibility for contribution |

to improved instruction, and others contribute by their %
actions.

- Supervision operates in an organizational structure. ‘

- The effectiveness of supervision is increased when :-
(2a) the organizational structure includes a change; -

inducing agent and is flexible enough to accommodate

experimentation and innovation;

{b) the norms permit innovation, experimentation,

B ~ R

acceptance of diversity, and change;

| S
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(c) communication channels are opened horizontally as
well as vertically, upward as well aéfdownward,
and for formulating and evaluating as well as
implementing and rating.

-~ The persons offiecially responsible for formulation of
Improvement of instruction have the task of creating
appropriate organizational climate with accent on
staff morale.

« Other scPQol personnel - school committee Secretary,
clerical staff, librarian, and class IV staff - affect

improvement of instruetion by their attitude, method of

openness, interaction pattern and decisions.

Thus, the infra-organizational structure and operational
climate, attitudes, habits, values, communication and
continuvation in evaluation and fquack are very vital inputs
for utilizing supervision for improvement of teaching-learning

settings and processes in school.

In the next section, an attempt will be made to describe
and discuss briefly the supervisory services ogtggtivities
Stav+
that a school organization can provide to its atf® for
A

instructional enrichment and effectiveness.

FACULTY OF EDUCATIOM AND PSYCHOLOGY




1.6 SUPERVISORY ACTIVITIES IN HIGH SCHOOLS

The school organizational infra-structure provides a

machinery for supervision which could result in the improvement

of teaching-learning sitvation in it. The next step is to
have a programme of supervisory activities or practices. The
effectiveness of instruction would be the outcome of a
programme neatly developed and effectively put into action.

"4 planned programme tends to give definiteness and direction
to the efforts and activities of all-congerned, the principal,
other supervisors, and the teaching %S;;gy, It forms a basis
for the improvement of instruction ;iich is founded upon the
provision of specific means and methods for meeting these

needs. In fact, the same reasons which impel planning in any

other activity apply with equal force to the planning of a

22
programme for improving instruetion.n” Some of the supervisory!

activities which are necessary for a school intending to

improve its instructional programme are as under :

(1) Pact-finding regarding the existing teaching-learning

situation.

(2) Planning a programme for instructional improvement.

(3) Classroom ¥isitation.

(4) The Teacher-Supervisor Conference.

(5) Group Conferences, Staff Seminars, Workshops and
staff Meetings, as means of cooperative improvement
of teachers.

(6) Co-operative evaluation of the effectiveness.

of teachers.
S— ~FACULTY OF EDUCATION AND PSYCHOLOGY.
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class %
(7) Demonstration teaching and inter-visitation. |

n
(8) Planning tnits of instruction.

(9) Evaluation of the effectiveness of the supervisory .

services.

(1) Fact Finding

In order to bulld up an effective programme of supervision,

S

it is necessary to survey and evaluate the existing situvation
in the school in regard to the work of teaching and learning.
This would necessitate the collection of all available or
procurable factual facts or data. The evidences available

in a school as regards the nature, adequacy and effectiveness
of the teaching-learning situation going on in the school
constitute the base on which a sound programme of instruetional
improvement can be built up. A survey of the school, the [
adolescent boys and girls jolning its various classes, its
activities, procedures and products would form the first
requisite step to be taken to build up an effective programme

of supervision in the school. This fact finding should be a

kind of a study by the self-survey method. It should be plannedi
i

and undertaken by the school principal with the help of the ﬁ
school supervisor if there be any. It should have the
cooperative efforts of the staff of teachers. They should be
involved in determining those aspects of the school which are
the strongest and those which are less satisfactory. The

Department of Extension Services of the College of Education
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in the district or in the area could provide help in planning

and implementing such a fact-finding preliminary self-survey

and evolving evaluvative criteria to judge the strength and
weakness of the 9n-going instructional programme in the school. g
& point that neé% to be stressed here is that the evaluation |
of a school's current instructional programme and planning

for improvement should be the concern of the mentire school
faculty which should be fully involved and whose cooperative

efforts should be secured.

(2) Planning

The fact-finding operation discussed in the previous
sub-section should yield precious data to build up & programme
of instructional improvement through supervisory services. A&
systematic planning of academic improvement work is vital
because planning tends to give definiteness and direction to
the efforts and activities of all concerned - the prinecipal,
the supervisor, the senior teachers, and the juniok tgachers. :
It guvards against supervision (in the larger sense of improve-
ment programme) becoming occasional or sporadic activity. It
has been often reported in Seminars on "Supervision!, in which
this investigator and his colleagues had an opportunity to
pérticipate, t?ff because of lack of continuity in planning,
the impulse of prineipal and supervisors to effect improvement

IS
becomes an occaslional outburst - supervision takes place at i

intervals, done in a formal or mechanical fashion. Planning

¢
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should be regarded as the heart of supervisory activities.

It should be a continuous process, subject to change and adjust-

ment and it should be, like education itself, a dynamic process.

NP

As stated earlier, in such a planning the entire staff of the

school should hgve full involvement and participation. Tt

e s

should be cooperative planning. Boardman, Douglass and Bent23

have shown that cooperative planning of a programme for improve- !
ment in a school tends to insure collective effort by the staff
to carry the programme to a successful conclusion. Weber has

shown that the values of teacher participation in planning are

so great that the trend in school systems and in zegga,p!annei,

preparation of high schools is to adopt it as the\Basic practice

in developing a programme for improvement.

The principal of a school has an important role to play
in planning. Boardman has pointed out that helping the staff
to organise for cooperative planning is one important service I
which a principal can perform. Teacher participation does not
actually lessen a principalt's work. Rather, it brings to him
'new and challenging responsibilities®., This fact is stressed
in the growing literature on educational supervision. Boardman,?
Douglass and Bent24 have outlined the following steps for |
planning a programme for instruétional improvement of a school :

(1) An evaluation of the educational programme of the

school in terms of the educational objectives of
the school and its success in meeting the needs !

of youth.
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{(2) The selection of those aspects of the current
educational programme upon which efforts to improve
may be centred most profitably.

(3) The selection of the methods and procedures for
attacking the areas to be improved which offer the
greatest promise that improvement may be made
easily and profitably.

04)- Providing for coordination of the activities of all
engaged in the programme of improvement so that
conflicts may be avoided and the efforts of all be
directed towards attaining improvement.

(5) Providing for an evaluation of the programme so that
it may be improved as it‘progresses till the final

outcomes are ascertained.

These steps should guide the planning of supervision work

in a school or a group of schools for instructional improvement.

(3) classroom Visitation for

Observation of Instruction

This is a common supervisory practice of school principals. |
1t has been widely prevalent since the British days when it
was considered a vital funetion and obligatioﬁ of school head-
masters. Mr. A.C. Millar in Macnee's one time famous book
entitled "Instruction in Indian Secondary Schools (1931)" has

described this supervisory practice in Indian schools in the

following words’y- The opservitions wehe penned ix DPOSR.
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"The headmaster has to see that his assistants
are working at a sufficiently rapid pace
to get through the full amounf prescribed
by the end of the year, to see that teaching
is practical, that facts are presented
vividly to the pupils, that incorrect
answers are not allowed to pass, that all
the boys are questioned and not only the
three top boys in the front row, that the
teaching is sufficiently loud to admit of
the boys at the back of the room hearing
quite distinctly...... and other matters
of a similar nature. It is a good plan
for the andmaster to keep a book and o5
enter in the suggestion“q ave been carried out."

In Gujarat, also, classroom observation of teachers:
instructional work - what and how they teach -~ has been one of
the widely used techniques by school headmasters in supervision
work. It is assumed that the headmaster possesses all necessary
knowledge, insight, wisdom and vision to observe and judge the

of
teaching different subjects, in actuwal classroom situation,
and thuﬁB%ossessﬂébility to suggest the nature of improvement

A
in the content as well as methods of teaching done by them.
This competence is claimed on the part of school headmasters
on the basis of their status, rank on the staff, qualifications,
experience and leadership position. "It (classroom visitation)
is an instrument by which the proper principal who possesses
wisdom and vision may be of great assistance in improving
instruetion. 1In the hands of an incompetent principal, it
becomes an instrument of auvtomatic domination which will
frustrate the best efforts of competent teachers and even

drive them from the profession.® 26
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Olassroom visitation has a tengency to drift in the
direction of becoming !inspectional?' in nature and purpose.
It demonstrates to the teachers as well as to the pupils that
a headmaster is a superior person. Headmasters have welcomed
it becavse it fits with their idea of their position and rank
in the school, and further it is much easier to visit classes
and arrive at conclusion regarding the strength and weakness
of a teacher's instructional process, tools and methods than
to sﬁbject his teaching exercise to a critical analysis,
identify the strengths and weaknesses in depth on objective
criteria and furnish educational ldadership by sitting with the
teacher or teachers around a table to plan ot a detailed
programme of better instrﬁction, better evalvation and better
gﬁidance to them. Often the classroom visitations resvlt in
writing of observations in a log book which a teacher, whose
class has been visited, is required to sign as a tacit indication
that he will follow and implement these observations and
sﬁggestions written in the log book. 4 better practice would
be to provide for class visitation accompanied by conference
of the principal with the teacher concerned and appropriate
follow-up work. Only then classroom visitation can resvlt in
effective supervision, and even sometimes in creative svpervision
if the principal is intellectvally and professionally well

equipped.

Some literature27 conperning classroom visitation has
identified the following limitations of the classroom visitation |

as a supervisory technigue or activity :
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- Classroom visits by headiasters are often too infrequent
a;d too brief, as they are busy school administrators,
to be atle to provide a sound and valid basis for a
constructive and comprehensive programme for instructional
improvement.

- The procedures used in visitation are frequently formal
and mechanical in nature and the manner of the headmaster is
status-oriented, aloof and unsympathetic so that teachers
are not sufficiently motivated to make sincere efforts
to improve their teaching behaviour.

- The result of sporadic visits of headmasters, the manner
in which they are made and the air of superiority assumed
by the headmasters frequently cause both the teachers
and pupils to be tense, nervous and unnatural in their
reactions during the visitation.

- (Classroom visits do not build up a democratic atmosphere.
They may tend to undermine the self-respect and indivi-
dua}_ity of %teachers.

~ They are not best promoters of initiative, interest,
experimentation and innovativeness in sensitive minded
teachers.

- These visitations irritate and annoy senlor well-qualified

and experienced teachers.

The present ideological perspective on supervision does
majoy OV Sole
not favour the use of class visitations as aﬂsupervisory

) activity, as more effective supervisory activities are

identified and developed.
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(4) The Teacher-gSupervisor Conference

One supervisory service that a supervisor can render to
his colleagues in the school is to organise person-to-person
talks and conferences with the individuval teachers. This kind i
of Gonference has ﬁotential worth in the supervisory programme.
It can be a valuable means of a#% aiding teachers individually
in solving academic problems and difficulties and providbﬂﬂ
necessary educational guidance. The supervisory gonference
can be had at the/initiative of the supervisor or teacher. It
may take the form of discussion of instructional or other
professional problems. This should work well when a rapport
has been established between the supervisor and individual
teachers, and the latter feel free to bring to the supervisor
the difficulties encountered by them in teaching an instructional
unit in the classroom or planning & curricular mnit or the use
of reference source materials or aids. This kind of conference
may also be a result of the class visitation by the sppervisor |
or the school headmaster. The supervisor's mastery of materialsi
related to the problem under discussion, his skill, his approach,|
and his human relationship as well as the procedures used by i
him in conducting the person-to-person conference determine
largely the success and effectivensss of this device of suvper-
vision. The supervisory conferences should be properly
scheduled by the supervisor in consuvltation with individual
teachers. The length of time to be devoted to such a conference

should be adequate for full consideration of the academic

problem and issves that need to be thrashed out in detail and I

epth. )
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(56) Group Conferences, Staff Seminars,
Workshops and Staff Meetings

Bnlightened supervision should aim at developing the
school staff or faculty into a unit working together to improve |
all aspects of the school including instruction. It can
achieve this goal best through the cooperative effort to bring
about the continued growth of all the members of the school
staff. The cooperative efforts of teachers can be best
generated and harnessed through group conferences, staff
seminars and workshops. Many progressive schools in Gujarat,
as in other parts of the countr% motivate their staff to spend
a considerable amount of work ranging from half a day to a
week or more weeks in a group work in the form of a workshop

studying school difficulties and problems, developing

" instruetional plans, evalvation tools, bullding up designs

of innovative instructional practices or projects, or working
cooperatively in small groups to develop and put into effect

some programme for improvement.

These group conferences or staff workshops and seminars
should be held at a time when all the teachers who should be
present will find it easy and convenient to attend. The time
and place should also be decided on the basgis of the need to
have teachers feeling fresh, vigdrous and having mental
attitudes which are conducive to thelr full, free and willing

teaclevs

participation. It is fruitful practice to consultkpeforé:hand

balelkgw as regards the time, place and duration of these
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seminars and workshops. Burton and Bruecknejghave identified
six roles of members of a group at such seminars and workshops
whiqh build up attitudes and encourageg group morale. They
are : (1) encourager, (2) harmoniser, (3) compromiser,

(4) expediter, (5) standard setter, and (6) follower. Group

process and group dynamics have potential worth for use in

supervision.

Staff seminars, workshops, group conferences and staff
meetings all belong to this category of group process and

group dynamics.

(6) Cooperative Evaluation of the

Effectiveness of the Teacher

In supsrvision, the major concern belng improvement of a
school's instructional programme, it is essential to find out
to what extent individual teachers of the school staff prove
effective In the total teaching situwation of the school. This
is generally done by the headmaster and the supervisor (where
there is one) through inspection and their judgment. This
judgment - evaluation is likely to be subjective. In order
that the evaluation of effectiveness of teachers is objective,
valid and reliable, an attempt should be made to have

cooperative evalvation of the effectiveness of teachers.

09"
Broadman, Douvglass and Bent 7 emphasise the following

purposes and values in the evaluvation of effectiveness of

teachers :
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"1, To determine elements of teaching strength.

2. To locate causes of teaching problems, difficulties
and weaknesses.

3. To direct teachers!' attention to and stimuwlate
cooperative study of teaching problems and
difficulties and the elements of good teaching.

4. To stimulate teachers' self-study, self-criticism
and self-evaluation of their teaching in order to
overcome weakness.

5. To provide a basls for effective teacher-supervisor
co~operation for the improvement of teaching.

6. To provide the supervisor with data so that he may
more effectively direct his efforts to aid teachers.

7. To provide standards of teaching efficiently as

goals for teacher attainment."

In this approach, the focus is on the stimulation of
individual teachers of the school to study his problems
co-operatively with the supervisor, on supervisor's keenness
to understand the teacher's problems and help him to analyse
his difficulties and problems and both the teacher and the
supervisor make a co-operative effort to identify the best
means, plan or method to solve the problem and to implement
the direction of improvement mutually agreed upon in concrete
instructional sitvation. "Teachers evaluvate themselves,
criticise their own efforts, set their goals, and devise their

own techniques for attaining them. The principal will

S FACULTY OF EDUCATION AND PSYCHOLOGY

PNE—

. e e o B N A i W




M. 8. UNIVERSITY OF BARODA st e e

- oz

stimulate and help teachers to use the instruments for
measuring and may offer suggestions and counsel concerning

means for strengthening the teacher?s capacities."gzs

{(7) Demonstration Teaching and Inter-Yisitation

Instead of theorising and verbalising about any desired
change in teaching or adoption of any teaching tool, technigue
or method, it is worthwhile for a supervisor to demonstrate
what he intends to emphasise. Demonstration provides a
concrete situation in which teachers see for themselves how
better or more effective teéching could be, actually attempted.
Therefore, demonstration is deemed vital as aiding materially |
in giving a clear and quick understanding of all those points |
which are intended by teachers to be uvnderstood and internalisedf
It will be more effective if demonstration is done by the |

supervisor. But there is no harm if he can motivate any

teacher who can do it bhest to demonstrate.
—a

4 demonstration, in order that it becomes fruitful, should
grow out from the felt needs of teachers; it should be an
outcome of supervisory class visitation or supervisory person-
to-person conferences or group conferences, staff seminars or
workshopss the points or aspects to be demonstrated must be
clear to the staff; enough preliminary preparation and care 3
should go in building up the demonstration and it should be
arrangedat a time and até@lace which is convenient and

N
comfortable to the staff.
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Another important device of supervision is inter-visitatior
Teachers are encouraged to visit and sit in the classes
conducted by able or effective teachers. The supervisor may
do well to bring to the notice of his colleagues the point or
points to be observed by them during suwch inter-visitations.
Teachers can also be encouraged to visit other good, progressive
schools or which are either locally located or located in the

T
neighbourhood,ovisit the classes when instruction is going on.
N

"Demonstrating methods of teaching and having
teachers visit other teachers!' classrooms are
particularly valuable for certain purposes
and situvations. One or the other or both
of these devices are useful, often indispensable,
in conveying to some teachers an adequate
concept of application of new and complex
techniques, such as a form of socialised
recitation, the project method, a visual
or a radio lesson technique, or handling
of three groups of pupils' of different g3,

I

levels of ability in one class....eoees!

{8) Planning Units of Instruction

In western countries, one of the focal points of school
supervision is curricvlum development. This happens to be the
case because in countries like the U.S.4., U.XK., individuval
schools and their teachers have freedom to develop their own
curriculum geared to the needs of the students and of the locad
community. They have curriculum experts to advise and help
teachers in developing their curricvlum wnits. In India, the
school systems do not enjoy such academic freedom. 1In Gujarat

State, detailed syllabuses in each subject for each standard
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are framed by the Syllabus Committee or Committees and approved
by the State Education Department. 411 recognised schools in
the State have obligation to follow the preseribed courses.
Therefore, in Gujarat State, as elsewhere in the country,
supervising persons (supervisors) are not called upon to help

schools and their teachers in developing new plans of curriculum.

But, even then, the supervisor has a role to play. He
can guide and assist his colleagues in month-wise planning of
the prescribed syllabus in each subject in terms of specific
instructional objectives, locéting or obtaining extra teaching
materials and aids, formwlating teacher's activities and
preparing comprehensive plans of pupll experiences, effective
use of prescribed textbooks, selection of extra reading-
materials for pupils, bringing school library in the classroom -
integrating it with class instruction, devising different

tools and methods of evaluation, and so on.

Therefore, supervisory services can be directed towards
(2) planning (selection) of subject matter, (b) planning of
method, (c¢) lesson planning and unit planning of learning,
(d) preparation of resource units*, {(e) vse of auvdio-visuval
materials and aids, (f) development and use of objective centred
and objective type tests, improved essay questions, check lists,

rating scale, ete.

* Tearning units developed co-operatively by teachers and
pupils may cover several resource units. - They consist
of activities, problems and resources organised about
major areas of subject matter or problems of living
experiences.
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(9) Evaluation of Teaching Efficiency

Ls stated in the previous sub-~section, the concern in
supervision is improvement of instruction, it is essential
for supervisor to have an cobjective and valid evaluation of

teaching efficiency. He generally does this on the basis of

his class visitations, person-to-person talks and conferences !
with him, on watching a teacher's habits, attitudes and valves
vertaining to his work in the classroom and in the school, the
remarks about the teacher of the Education Department?’s
Inspecting Officer at the time of the school'!s annual inspection
and the casual report he gets about the teacher's work from
other golleagues and students. There is a danger of considerable
subjective element creeping in this kind of evaluvation of ;
teaching efficiency. Such evaluvation, if at all it is perceived:
as important, should be supplemented by or checked against the |
procurement of other objective data on the teacher's efficiency
from other tools of evalvation. Among these tools, the
following may be mentioned which should prove usefui to the

supervisor to get objective and comprehensive data regarding ‘

teaching efficiency of his collieagues.

(1) Test of pupil achievement, since the purpose of instruction
is to add to the hnowledge, understanding, skills arnd coumpetences
of pupils in different curricular areas. A caution 1s, however,

expressed by experts, to the effects that *tests of pupil
o8

achievement should not be used as the sole nor as the principaj
YR
measures for evaluating teaching efficiency." They need to be
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supplemented with a more complete evaluation and appraisal of

the outcomes of learning by some other instruments of evaluation.

(2) Rating Scales for rating teaching efficlency. "Although
they (rating scales) have been used by supervisors in rabting
teachers for both supervisory and administrative purposes,
thelr greatest valve lies in thelr use as a means for self-
study for teachers, and as a possible means of co-operative
evalvation of strong and weak traits, abilities and skills of

teachers."35

These and other sources and tools should be used by
supervisors to have as fair and full evaluation of teaching
efficiency of teachers as possible. - On these results, a

supervisor can build up his plan of supervisory activities.

Thegse are some of the major supervisory activities
advocated in 1iterature’on school supervision. Most of these
supervisory activitles take the form _of a programme of in-
service professional growth of teachers provided in the school
itself. These activities pertain largely to curriecular
functioning of teachers. But a modern school does not limit
itself merely‘ﬁo curricvlar instruction in classroom. It
interests itself in providing its pupils' experiences in culbural
actiﬁities, in tours, excursions and educational visits,
physical education, sports and recreation, guldance and
counselling and total gpround growth. Naturally, its teachers

have also to discharge responsibilitksin these fields or areas.
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Supervision has also to play its role in this sphere. The

objectives of school supervision assume the following form :

.

"(1) Developing on the part of the staff favourable i
i

attitvdes of appreciation, enthusiasm and responsibility

for extra-curricular activities;

(2) Helping teachers to achieve an adequate orientation

el 0 58~ e S, mer

with respect to the possible contributions of

activities to the aims of secondary education; and E
(3) Assisting the staff to acquire sound principles and {
technigues of practice in guiding pupil organizations.i?

Teachers will also have to be helped in improving their
professional inter-relationships. Their sense of and concern
for professional 1oyaizty has to be developed. This can be l

done indirectly and incidentally in supervisory programmes.

At the end, it may be said that a judicious selection
and effective implementation of supervisory activities in
the spirit of services would go a long way in achieving its i
goals of instructional improvement, inservice professional
growth of teachers and happier and fruitful funetioning for

them in the school setting. ;
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1.7 SCHOOL SUPERVISORS :

PERSONAL AND PROFESSIONAL QUALIFICATIONS AND
LEADERSHIP QUALITIES

" The responsibility for putting into action the supervisory
activities discussed in the previous section rests squarely
on the shoulders of a school headmaster and the school
supervisor. The Rules framed under Secondary Education Act,
1972, of the Gujarat Government lay down the following condition
for the appointment of school supervigors in addition to the
schooi headmaster who has normally also the duties in super-
vising, guiding and coordinating the instructional and co-
curricular work of teachers.
ngchools with more than ten c¢lasses should appoint
one or more Supervisors subordinate to the
Head with the approval of the appropriate
Authority which should be obtained and the
appointment of supervisors should be regulated
in the following manner :
(1) Schools with ten or less than ten classes =-
No supervisor.
(2) Schools with more than ten classes - one
supervisor for ten classes or part thereof a5
but not exceeding four supervisors in all".
‘ In the present section, some personal and professional
qualities of supervisors - both headmaster and the supervisor -
will be briefly dealt with with a view to theorising about who
can be expected to be a successful or effective school

supervisor.

(2) Trained and Experienced Teacher

The Secondary Fducation Act of the Gujarat State merely

lays down that a school headmaster should be a trained graduate
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teacher with at least five years! of teaching experience, of
which at least three years' must be post-training experience.
T¥ Section 36 of the Act provides some safeguards against

the unscrupulous appointment by school management of their
relatives as headmasters disregarding or ﬁ?uting the just claims
af the senlor teachers in the school. Thus, seniority in the
school has become an important consideration today in the

appointment of a school headmaster. The appointment of

additional supervisor or supervisors depends on the largeness
of the size~ - the number of classes in the school as specified
earlier, Patel's comments in this regard are significant :.

"It is clear that the State Education Depariment has
taken all possible care to see that principids
of high schools are appointed after due
consideration and care. The condition that the
principal must be a trained graduate with at
least five years! of teaching experience .
should be deemed as a fair precaution. But f
in the matter of providing effective
instructional leadership, the rules laid down ‘
do not provide for leadership qualities and ?
do not require training in instructional |
leadership from the candidate. The reasons )
is probably that it is difficult to evaluate
leadership qualities at the time of the
interview for selecting a headmaster. Further,
none of the five vniversities of (Gujarat State
have any provision for training in leadership
and supervision." 36

This being the prevailing condition in the secondary
schools of Gujarat, the question of recruitment of headmasters
as effective instructional leaders and supervisors has become i
difficult and challenging. However, 1t must be conceded that
all those who have training qualififations and have seniority

in the school do not necessarily have leadership qualities
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and professional competence to be effective supervisors in the
manner in which supervision and supervisory activities are

conceptualised in this chapter.

One who is intended to function as a school supervisor i
would do well to possess the following personal qualities :

»

(1) Certain physical qualities, such as voice, posture, gait,

appearance and pleasant mannerism;

(2) Impressive, pleasant and motivating personality.
n

B

The personal characteristics and traits are very
influential in determining the attitudes
and reactions of teachers toward supervisory
activities. Personality may here be thought
of as a composite of all mental, emotional,
and physical characteristics which an ,
individual may possess. Singly and in ;
combination these characteristics influence
the behaviour or conduct of an individual and
through their overt manifestations they
impress so as to affect their reactions to
the individuval." 37

S,

(3) Quality to inspire confidence in his colleagues.

(4) Qualities of sincerity, frankness, genuineness, fairness,
enthusiasm and optimism. }

(6) Qualities of poise and balance as well as tact,

adaptability, resourcefulness, fair-mindedness, self~

control and open-mindedness.

(6) Traits of friendliness, & sense of humour and geniality.

These qualities are merely indicative. They can never be b
said to be complete. 4& forceful, attrative, dynamic personality

is certainly an asset of considerable importance in supervision.

Therefore, it will help in the process of making school

supervision effective, if such personal qualities are looked
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for in the supervisors or where they can be made aware of

the need of developing at least some of them.

Beslides these personal qualities, a number of professional
qualities are also expected of supervisors if the supervisory
activities in schools are expected to be effective. These
qualities are as under. They are collected and collated from

the current published literature on school supervisilon.

(1) An ability to view the activities in the high school
as a whole and in their relationghips.

(2) An ability to size up the strength and weaknesses of
each staff member of the school and delegation of
functions and the assignments to persons best fitted
to perform them.

(3) Paith in and favourable attitudg towards adopting
democratic processes.

(4) Ability to act as a consultant to the teachers, with a
view to aiding them to solve their problems.

(6) f&n ability to mould the staff into an Integrated,
harmonious group.

(6) Readiness to recognise the participation of the staff
members in instructional planning and in all such
decisions that can help them (teachers) to grow
professionally.

(7) Readiness to help staff members achiepe leadership.

(8) 4n ability to create the type of environment in the
school that makes it possible and desirable for the

tea eadershin.
eachers ko assume leadership. «omoLocy

1
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(9) An ability as well as attitude to recognise merits of
teachers, give them enough scope for adventure, i.e.
trying out new ideas and practices in instruction,
bestow love and affection to them and assure security
of service to them.

(10) A modesty to work with others and accept the leadership
based on merit even from his colleague or from a group.

(11) An ability to discharge all the functions associated
generally with status leadership.

(12) An ability and skills to conduct and direct programmes
of inservice professional growth for teachers of the
school.

(13) An ability to wuse his authority in an effort to promote

group morale, group self-discipline, and self-direction.

Harold Adam and Frank Dicky38 have enumerated 41 action
patterns of effective educational leaders, a few of which are
quoted below which would provide a befitting conclusion to
this section on personal and professional qualifications of
supervisors s )

(1) He is courteous.

(2) He is friendly and cheerful.

(3) He respects the opinions of indiviguals.

(4) He gives others a part in the formulation of plans

and policies which affect then.

(5) He develops in his colleagues a feeling of belonging-

ness.
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(6)

(7)

(8)
(9

(10)

11)
(12)
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He makes in-service education activities for his
teachers a regular part of the supervisory and
teaching programmes.

He supplies the security needed by teachers who
are attempting to do things differently.

He develops a tensionless permissive attitude.

He bullds vp group organization around persistent
problemns.

He searches for leadership ability in staff members
and utilises it.

He recognises meritorious effort.

He helps teachers develop a 'faith' by which to

teach.

This means that besides having adequate academic and

professional training qualifications, an individual has to

Sel
build him on democratic lines, develop leadershlip skills,

imbibe human relation values, adopt a sympathetic,

understanding and confidence-inspiring appréach to teachers!

needs and problem and constantly try to build himself to be

a leader of his colleagues, at the same time ready, nay, even

anxiousfto build leadership among his staff so that cooperative

work on their part results in improved instruction and work

in the school.
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1.8 THE ROLE AND FUNCTIONS OF
AN EDUCATIONAL SUPERVISOR

It would be now worthwhile to review briefly the role

o G AW B WA A ORI R

and functions of educational supervisors. Some of the task

expectations of school supervisors have been already indicated
in previous discussions. This brief review would help in
giving a focus to some of the purposes 6? school supervision
which formed the content of the previous sections or sub-

sections of the present chapter.

(a) Participating in Curriculum Development

In Western school systems where each school and its
teachers have considerable academic internal autonomy to
formﬁlate the courses of studies in their respective subject
areas, to select or“prescribe their own text-book or text-books
and to set their own final school leaving as well as yearly
annval examinations, responsibilities in curriculum development |
on the part of school teachers assume a significant proportion. 5
In western school, therefore, a major function of a supervisor
is to assist and guide teachers in curriculum development.

But in schools in India, teachers do not enjoy such internal ‘
academlic freedomj actually they have to follow the curriculum
prescribed by Government appointed Course Committees. Even
within these limitations a school supervisor has a role to

play. The prescribed course outlines need to be expanded and

re-developed in the form of monthly detailed plans of teaching. !

FACULTY OF EDUCATIOM AND PSYCHOLOGY. =
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Bach monthly plan in each subject need to be specified in
terms of wnit teaching plans. They would include content,
teaching points, pupils' learning activities, resource or
reference materials, teaching aids, unit tests of evaluation,
feedback of evaluation results to improve pupil learning and
teaching, etc. A supervisor can lend precious help to
individual o¥ groups (subject groups) of teachers in this kind

of curriculum unit planning and re-development.

(b) Helping in Improving School Organization

The school organization in secondary schools of Cujarat
has almost a set pattern of control, direction and limited
internal freedom. The school organization is hierarchical and
leans more towards avthoritarianism. The leadership is also
mostly status-oriented. It is the headmaster or the leading
members of the School Management Committee who do most of the
major decision-making job. Teachers have little to say or
participate in the important decision-making pertaining to
the school. The school organization is characterised by two
prominent qualities, viz., thrust or pushing teachers to work
most and work hard and there is considerable production
emphasis in terms of a higher percentage of $.S5.C. Examination
resvlts. These overtones of authoritarianism are not
conducive to a better climate to achieve academic efficiency
or higher standards. A school supervisor can change this
setting and climate by adopting the patterns of actions

specified in the previous section. He can, for instance,

-——FACULTY OF EDUCATIOMN AND PSYCHOLOGY
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establish a structure in which the staff of his school can
participate in decisions. He can help hils colleagues to grow
professionally by making them attempt to solve their problems
themselves. He can set the inflra-structure and organization
of the school in such a way phat the process through which
decisions are made naturally gets improved. Fe can set the
setting in such a way that ieadership from a teacher or'a

group of teachers emerges out of the academic situation. He

provides for a procedure for evaluating instructional effective-

ness and modify the curriculum units, methods of teaching and

evalvation, other reference materials and aids, etc., as would

be suggested by the results of the evaluation. The school's
organizational climate becomes more open and permissive. A
better pattern of consideration, intimacy and human relation-
ship emerges. The organization becomes more democratic and,

therefore, more effective and productive. Thus, a suypervisor

can play his part in improving organization and administration.

(¢) Community Relationghip

An insightful supervisor can carry the process of improve-

ment from the classroom to the community. He not only strives
for democratic participation of his staff members in academic
planning and decision-making, but looks beyond the precincts

of the school building and extendfits field of operation and
influences in the local community. FHe can help his school

management as well as his colleagues in creating a link
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between the school and the community and striveshard to make
the community-centred one.¥hrough generating a climate for a
closer and intimate contact with the local community, a school
supervisor can help his teachers to ensure, through the
cooperation of local guardians, regular daily attendance of
pupils in the classes, pupils! promptness and gqualitative

work in home assignments set to them, successfvl organization
of social service programmes and labour camps, joint celebratioé

of national festivals and cultural events, assistance for

mid-day meals for school children, acquisition of land for

the extension of school building, and enrichment of school

o A, s,

equipment and aids. There can be several other ways in which
an imaginative and thoughtful school supervisor can function
in forging out an effective link between the school and the

local community.

(d) Preparation of Instructional Materials and Aids

Instructional work in many schools is mostly verbal -
confined to 'chalk and talk'! method. The instructional
materials generally used by teachers are traditional and [
stereotyped. Teachers need a good deal of instructional
materials and aids. A school supervisor can periocdically
work with groups of teachers of the school and direct kkw and
help them either in locating or preparing the instructional
materials and aids they need to enrich their day-to-day class
teaching. This is an important function, and a school

supervisor can ensure better instructional work in his school

FACULTY OF EDUCATION AND PSYCHOLOGY
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through guiding and helping his teachers collect, select or
develop the instructional materials and aids needed by them.
This function has three focal points.

"Teaching can be improved by supplying the teacher
with better materials of instruction. A part
of the task is production or selection of
better materials. Another is increasing the
readiness to use the range of materials.
& third is the provision of a rapid distribution
that enables the staff to get materials when
they are needed." 39

In all these three tasks a supervisor can play a vital role.

————

(e) Helping to improve Instruction by Encouraging Initiative

and Fostering Creativity in Teachers

A major role a supervisor can play in the improvement of
instruction is by encouraging teachers to take initiative in
experiﬁentation and innovation. ®But here also it is necessary
to cantion him (the supervisor). A4 mistake which a supervisor
often makes is to place emphasis on the experiments which they
he wants the teachers to make at his initiative. A sounder
practice is to encourage teachers to take initiative in
experimentation and adopting educational innovations. This
he can do by supporting teachers who are more favourab%y
inclined towards innovations and experimentation.

"Jf supervisors strengthen and support experimentation,

they are concerned about developing creativeness,
not conformity. They want people who dare to
venture, who dare to try. But a person to dare
to try, to dare to venture, needs strength and
support, and different people need different
amounts and different kinds of it." 40

-

rd

-
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In almost all schools, teachers have potential but iﬁ

is sad that it is not fully utilised. This is Dbecause. *z

I unae
supervision in the school is not geared to releasing human
potential. A4 teacher is likely to develop his potential much
better if the environment in the school #s heterogeneous.
Interaction with teachers who are different provides a
challenge and a choice of new or innovative patterns. 4

e
supervisor should not worry about the heterogenity in the

N
school's educational environment. On the contrary, he should
use to achieve a better end. He should take full advantage

3

of this heterogeq}ty, to encourage initiative and experimen-
tations among teachers.

"7t is important for a person who is in an officisal
leadership role to make some judgments about
readiness for change in the members of the
staff. He must not pretend they are all
alike. He recognises theye are differences.

He does not rule them, but uses them to

give himself guidance in planning his

strategy to help people gpow." 41

This strategy would be to look for opportvnities to

motivate teachers to take initiative towards experimentation
and change. It is not for a supervisor to tell a teacher
when to move. It is for a teacher to decide to move. Once
this mental readiness is created in teachers, they are helped
to take the step. The supervisor's role is to encourage his

colleaguves to take the step and guide them when they need

direction.
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(f) Organiging Pilot Studies and Actlon Research

Teachers quite often face sitnations which are difficult
and discouraging. They find that their objectives; strategies
of instruction and efforts put forth by them in class teaching
are not regarded sufficiently. When such a situation arises,
a teacher feels naturally frustrated. It is here that a i
supervisor ghould assume leadership. He should have a
thorough face-to~face talk and discussion with such teacher
or teachers in difficulties. He should help them to attempt
the following by way of adopting an action research approach :

~ Collecting base-line data or evidences; related to the
teaching situationg

- TIdentifying probable causes of the said difficulty;

- Formulating possible hypotheses to overcome the difficulty;

-~ Developing a detailed plan to overcome the difficulty;

-~ Preparing an action time~table;

- Putting the action programme for improving the sgsitvation

according to the time table;

- Evaluating the outcome or results of the implementation

of the action plans and

- Diagnosis and remedial programme and work.

A supervisor can provide considerable guidance and help at
each of the above mentioned stages ot steps. His guldance in
organizing pilot studies or planning an action research on the

felt-problems of a teacher or a group of teachers of his school

and interpreting and using the findings of such a pilot study
or action-research would provide him and his colleagues concretei

help and guide-~lines to tackle their problems and difficulties.
- FACULTY OF EDUCATION AND PSYCHOLOGY
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(g) Helping Teachers grow Professionally

through Inservice Training Programme

Instructional improvement should be a continuous ongoing
activity on the part of a school supervisor as well as his
colleagues in the school. staff professional development can
be effected through inservice education, is regarded now crucial
in all organizations Including educational. It is being
catered to in the interest of organizations themselves bedides

the interest of the personnel working in them.

Programmes of inservice education of teachers can take
place both in the school itself and outside. Tt can take the

following form :

Within the School

-~ QOroup work of teachers on preparation of monthly unit
plans of teaching in a workshop situation.

- Group work for identification, selection or development
of instrunctional materials and aids.

- Seminars and workshops on developing question banks.

- Group work on developing plans of projects, pilot studies,

action research and experiments, etc. etc.

The rationale for the above inservice education in the
school (as well as elsewhere) is as follows s
- Iearning is occué?ng all the time.
~ The learning that an individuval picks wp from a set
sitvuation is determined largely by his purposes, needs,

motivation and m

rale
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- Democratic open climate and permissive approach with
considerable freedom for the participants and their
involvement is conducive to effective learning.

- TLearning becomes more effective and internalised when
the participating teachers have psychological and social
need-satisfaction by receiving affection, recognition,
opportunity for adventure and assurance for security.

~ Teacher growth 1s promoted when teachers exchange ideas

the
and when }3;1 encouraged to test out their hypotheses.
A

Leading colleges of education in Gujarat, like the ones
located in Ahmedabad, Baroda, Surat, Porbunder, Modassa, and
Rajpipla, have also their own periodical programme of inservice
education for teachers working in the neighbourhood, the
district or the regiont's schools. These colleges offer a
variety of inservice education programme, some of which are
as wmder :

~ Refresher Courses.

- ghort-term Training Courses.

- Summer Institutes.

~ Seminars.

- Workshops.

- Training programmes leading to certification, diplomas
or degrees.

- School Visitations.

- Demonstration of new techniques, tools or methods.

- Creative projects or small-scale experimentation.

FACULTY OF EDUCATION AND PSYCHOLOGY.
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- Exhibitions.
- 8cience Fair

- Paper Reading.

It will be fruitfvl to bear in mind the following
observations of Adams and Dickey :

"The planning and integration of the inservice
activities and the regular duties of
teachers are highly desirable. Whatever
the procedure, teachers must not be made
to feel that the supervisor is reguiring
numerous inservice activities in addition
to research duties. Rather, the teachers
themselves should be included in the
process of planning for the more complete
integration of the inservice education
phases of supervision with the regular
programme of work." 42

Thus, a wise course of approach to the inservice edvcation
of teachers is to include planning sessions, conferences,
meetings, seminars, workshops, observations and other
ingervice education activities in the regular work-load of
teachers. This would safe-guard against teachers developing
mfavourable attitude to the supervisor and his supervisory

activities.

(h) PEnsuring Good Human Relations and

gtaff Morale in Schools

It was observed earlier that supervision is releasing
human potential, In order that this objective of good
supervision is achieved, the supervisor must be wedded to the

ideology and practice of human relations and building up

FACULTY OF EDUCATION AND PSYCHOLOGY
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satisfactory teacher morale. He should appreciate the fact
that all teachers want to feel that they belong to the group
with which they work. They would have more social need satis-~
faction when they could meet their colleagues in informal
sitvation, chat with them freely and have a hearty laugh.

They should also feel that the supervisor is their comrade -
one of theilr own faculty members. There should be an
atmosphere of affection, sympathy, fellow-feeling and
consideration. Warmth of humantrelations motivate; teachers

to do better and hard work much better than dictation, order
or pushing hard by the headmaster and/or supervisor. Possession
of skill in the area of communication 1s of utmost importance
to the supervisor, as it helps fhe in building wp good under-
standing between him (the supervisor) and teachers. He should
build vp such emotional climate in the school so that teachers
and the supervisor are drawn to one another by the magnetism
of love, consideration, respect and fellow feeling. This, in
its turn, stimulates mutual trust and confidence in the members
of the school faculty and builds up staff morale. Recognition
and appreciation of teachers! merits is 8lso another step to
improve human relations. Teachers feel nuch better motivated
to put forth their best effort when they feel that they are
being recognised. Opportunity and permissive climate for
teachers to indulge in some adventures - in understanding some
challenging innovations and experiments aYe also conducive to
effective supervision on the part of the supervisor and work

on the part of teachers. TFeeling of assured security of the

b
1
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service showld also result as a measure of good human relations
on the part of the headmaster and supervisor. No teacher will

dare to chalk out a new path from the routine or traditional

one 1if he feels that any new departure would be a threat to the i

security of his service.

But human relations do not mean that 8 supervisor has to
be always accommodative and he cannot dare to offend a teacher
ard kg by being firm with him if he is a habituwal shirker,
temperamentally a dissident and a negative man and avowedly a
sower of seeds of disconkénk and rebellion. Nothing should
prrevent a headmaster and a supervisor to deal firmly and
resolutely with a mischief monger if all efforts to win him
over fail. Human relations on the part of the supervisor
would create a better climate for him to work with teachers
towards improvement of instruction and other programme of the

school.

Morale is the emotional tone and mental reaction of a
person to his job. It may be high or low. If a supervisor
succeeds in wielding the teachers in a group, engenders in
them with the silken thread of love, sympathy and consideration,
provides thenm oéportunities to have social need satisfaction,
creates such conditions of work in the school that they have

job satisfaction and a feeling of achievement, their morale

will shoot up high, and the eventuwal effectiveness of his |

supervisory activities will also be high.

FACULTY OF EDUCATION AND PSYCHOLOGY
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In order to build up the staff morale, the headmaster
and the supervisor will have to strive for the following :

- Provide to teachers job satisfaction.

- Create a elimate of assured security to those who are
nonestly and sincerely working.

- B improve communication to and from teachers.

- Improve working condibtions of teachers.

- Build up an atmosphere of good human relations.

-~ Cater to their social needs satisfaction.

~ Develop a helpful attitude to and interest in teachers?
difficulties snd problems.

- Involve the staff members as much as possible in academic
decision-making.

- Allow teachers to individualise their working environment. |

In brief, the supervisor should bear in mind that human
relations and building up high staff morale would place him
in a vantage position to carry out his supervisory activities
and he can hope that they will be adequately effective to

effect improvement in school instruction.

(1) Improvement of School Organizational Climate

Andrew Halpin, in his book 'Theory and Research in
Administrationt has conceptuwalised organizational climate of
schools and has developed a measuring tool called "Organizational
Climate Description Questiomnaire" (0.C.D.Q.) in collaboration

with Croft. BHe has put forward a thesis as individvals differ

FACULTY OF EDUCATION AND PSYCHOLOGY




in their personality, so schools also differ in their
'personality ' which he has designated as 'Organizational

Climater.

Halpin and Crofts! OCDQ is bvilt up on the basis of eight

sub~tests. Fovr of these pertain to characteristics of the

faculty group or teachers, and the other four to the characteri-

stics of the school headmaster as a leader. In svpervision
sitvation, the svpervisor also becomes a leader. The organiza-
tional climate of a school is the resvlt of how teachers behave
and how the leader behaves in the school situwation. The four
sub~tests that help in measnring the characteristics of the
staff - the teachers' behaviour are (1) disengagement,

(8) hindrance, (3) esprit, and (4) intimacy and the four
svb~tests that measwre behavionr of the leaders are :

(1) aloofness, (2) prodvction emphasis, (3) thrwst, and

(4) consideration. Others have identified some other climate

factors (vide - Chart on Page 61).

Halpin and Croft have been also to identify, on the basis
of the resvlts of their 0.C.D.Q. administered to 71 elementary
schools, six organizational climates which covld be arrayed
along a continvum defined at one end by an Open Climate, and
at the other, by a Closed Climate. These six climates arrayed
along & continwum are : Open Climate, Avtonomous Climate,
Controlled Climate, Familiar Climate, Paternal Climate, and

Closed Climate.
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A brief description of the eight dimensions of the 0.C.D.Q.

test and the six climates abridged from Halpin's book referred

to earlier is given below4§

(1) pisengagement : It refers to the teachers! tendency to be

away and aloof from what is going on in the school. A
high degree of disengagement would mean that the group of

teachers is 'not in gear!' with respect to the task at hand.

(2) Hindrance : This characteristic refers to the teachers!
feeling that the principal burdens them with routine
duties which hinder them in discharging their academic

duties effectively.
(8) Esprit : It refers to teacher morale.

(4) Intimacy ¢ It refers to teachers! enjoyment of friendly

social relations with each other.

(6) Aloofness ¢ It is a tralt of principalts behaviour. It
showg that the principalt's behaviour is characterised as
formal and Impersonal. It is guided by rules and policies
rather than considerations of human relation and staff

morale.

(6) Production mEmphasis ¢+ It refers to behaviour by the princip?l

which is characterised by close supervision of the staff.
He is highly directive and goes on putting pressure on

teachers to work hard towards achieving high results for

the school.

FACULTY OF EDUCATION AND PSYCHOLOGY. e e
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(7) Thrust : It refers to behaviour by the prineipal which
is characterised by pushing everybody hard to greater and
better work. He actwally tries to 'move the organization.?®

He does not ask teachers to give of themselves any more

than he willingly gives of himself.

(8) Consideration : It refers to behaviour by the principal

which is characterised by an inclination to treat the
teachers thumanly?', to try to do little something extra

for them in human terms.

Shelat44 has prepared a table which shows how the
behaviours of teachers and principal as measured by these
eight sub-tests interact so as to give rise to the six
climates which are (1) Open, (2) Autonomous, (3) Controlled,
(4) pamiliar, (5) Paternal, and (6) Closed. This table is

given on the next page.

Supervisory activities have a better chance to be
successful in open climate schools and least successful in
eclosed climate schools. The leadership of school should,
therefore, try to build up open climate in schools. This he
can do by ensuring the following outcomes of his leadership

behaviovrs :

- Teachers enjoy high Esprit or morale.

- Intemnal bickering and conflicts resulting in high

disengagement of teachers should be done ®way with,

~~FACULTY OF EDUCATION AND PSYCROLOGY =
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- Teachers should not be burdened with mountains of
routine and clerical work.

~ His policies and attitude should be such that teachers?
accomplishments of tasks are greatly facilitated.

~ Teachers of the school should be in a position to have
and enjoy friendly relations with one another. They
apparently should feel no need for an extremely high

degree of intimacy.

- Teacherg should obtain considerable job satisfaction
and be sufficiently motivated to overcome their

difficulties and frustrations.
~ The principalts behaviour should be genuine.

~ T¥ot only the principal sets an example by working hard
himself, but, depending upon the situation, he can
eriticise the actions of teachers or go out of his way

to help them.
~ He should not be aloof, cool and calculating.

- He does not have to emphasise production, nor does he

need to monitor the teachers!' activitlies closely.

-~ He should be in full control of the situnation and he

should clearly provide leadership for the staff.

These characteristics of open climate schools are taken
from Halpin's book referred to earlier. They provide useful
guide-lines and point out to the direction in which a school

headmaster and suvpervisor should move so that the school

assuvmes open imate,
P ﬁgbd%Tr OF EDUCATION AND PSYCHOLOGY.
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These are the major areas in which a supervisor is
generaily called upon to play his role. The improvement of
instruction will be cumulative effect of his role in these
different school spheres including development of a more
school climate and high teacher morale. Besides these infra
school functions, he will have to play also a desirable role
in acting as a liaison between the school and the District
School Inspectorate. He must be in a good position to inter-
prete his school~staff, instruction, achievements, failures,
ete. - properly to the State Department of Education and set
out strongly the needs of the school as well as the develop-
ments envisaged so that he and the school staff can benefit ;
from the advice, guidance and assistance of the Educational
Inspectors. He should play a similar role of liaison in
regard to Headmasters' and Teachers®' Association of the district
so that the school and the school teachers find a place in the
family of secondary schools of the taluvka and the district. E
This is also necessary, in the larger context, in developing
the school academically and professionally. This is the task
of the leadership of the school, i.s. of both the school

headmaster and the school supervisor.

1.9 CONDITIONS WHICH MAKE EFFECTIVE
STPERVISION DIFFICULT

i
:

The picture of effective supervision that has been depicted

and presented so far is theoretical ideal. It presents a norm

FACULLY OF EDUCATION AND PSYCHOLOGY
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in supervision. But it is very difficult for schools to reach
this norm. There eiists certain conditions in many schools
that make effective supervision on these lines difficult. In
some schools the conditions are so unfavourable that it is

likely that supervision in them exists more in theory.

It will be worthwhile to over-view briefly the factors

limiting supervision.

Government hag laid down that a gchool should provide at
least 1.5 teachers for every class it has formed. Thus, a
high school having 4 classes from VIIT to XI should have at
least six teachers. Quite often schools with limited financial
resources and schools situvated in backward and geographically
unfavourable areas find it difficult to appoint all the
teachers it needs. The school headmaster also carrie$ a heavy
load of teaching, besides the administrative work. (In small
schools and:Eackward area schools, the headmaster has to do
much of clerical and account work.) When these difficulties
exist, the headmaster has hardly leisure hours to devote %o

his leadership and supervisory functions.

There are schools where the School Management Committee is
too powerful and dominating. When this Committee consists of
persons who have money but not any educational uvnderstanding,
the goals of fhe such schools become too narrow - often limited
to maintenance of strict and rigid discipline, dumb obedience

on the part of teachers including headmaster and to securing
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a higher percentage of passes at the S.8.C.Examinations. TUnder
this setting, anthoritarian climate, attitude and approaches
prevail. Many open and latent conflicts develop between

teachers and the headmaster on the one hand and the School

' ManagementCommittee on the‘other. Supervision and any

conscious efforts to make instruction modern, progressive,
innovative and effective on a democratic plane become nearly
impossible. The school continues to function in a traditional
routine way. Such schools are authoritarian, clogged and with
narrow aims and functioning. Supervision in them is mostly

on paper. It exists as window dressing for satisfying the

Government Educational Inspectors.

It is also true that a number of headmasters have no
orientation in democratic supervision. They are too much
conscious of their status and authority to be able to function

democratically in regard to teachers, pupils and guardians.

Supervision takes the shape of direction, control and dictation.

Pyoviding
Such suwpervision creates many problems rather thanﬁ?elp in
solving instructional difficulties and problems of teachers.
Therefore, the fact that the average school headmaster and the
school supervisor neglect their supervisory obligations has
been as much fault of their concept of their role and functions

as of their very concept of supervision.

There are schools where headmasters feel that their main
job is administration and do some teaching in higher classes.

Therefore, as a natural consequence, they carry on too few
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activities directly related to the improvement of the educational

or academic programme of the school. Supervision in the large
high schools is entrusted to senior teacher or teachers
designating them as supervisors. These supervisors also carry

quite high load of teaching work. Quite often they are mid

]‘}
]
i
i
‘I
i

f

3
4

forties In age or even older than that. They are not physically

very vigorous to be able to devote themselves to their super-
visory obligations to effect instructional improvement. &
number of supervisors regard the fact of their appointment as
'supervisors® as a recognition of their tseniority? in the
school and a source of some extra income from supervisory
allowances. They devote very limited time and efforts -

hardly a period a day - to supervision as set forth in this~

chapter.

Further, in most schools the traditional techniques of
supervision such as class visit and observation of individval
teachers! instructional work, personal conferences and at the

most demonstration lessons which some good teachers are asked

to give in the presence of the entire staff after school hours.

Only in progressive schools one finds a trend toward the

cooperative study of school problems and innovative instru-

ctional practices.

Another group of factors conditioning the effectiveness
of supervision resides in the headmaster and the supervisor.

These leaders are primarily trained as teachers, not as

supervisors.

e FACULTY OF EDUCATION AND PEYCHOLOGY arneomem e P
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or supervisorship from the teaching ranks. They have little é
expertise in curriculum improvement, unit planning, dynamic §
method of teaching, organising group work, developing human
relations and staff morale, evaluation techniques, etec. So,
by their training and professional experienge, they are not
adequately equipped to play a role of an educational leader, ;

innovator and change agent.

Limiting factors also reside in the attitudes of teachers.
The following abstract, which one time described the attitude |

of American high school teachers, also holds largely valid in

s ey e o

respect of attitudes of high school teachers in Gujarat to

supervision.

"If antagonism to and disrespect for supervision
does exist, it may be attributed in part
to the belief of the teacher that he
possesses & knowledge in the subject
superior to that of the prineipal, in
part to the inadequate and undemocratic i
character of the supervisory activities !
employed, and in part to the failure of ;
principals to be of supervisory assistance |
to teachers. Such unfavourable attitudes
are algo the result of the excessive load
of teachers in many schools. Although the
supervisor may not be responsible for the
existence of such factors, his work is not i
received favourably as long as they do exist." 46 :

e mme gl o

There are other limiting factors which are sociological, |
economic, and political conditions and the administrative |
set=up. Excepting the political dete%?nt, the other factors :
have been referred to, though cursorily, earlier. In a g
theoretical frame-work like the present one, the treatment of ;

these factors in details might unnecessarily add to the bulk

i o
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of this chapter. TFor that reason, they have been merely

referred to, and not considered in any details.

1.10 EVALUATION OF EFFECTIVENESS OF SUPERVISION

The organization and implementation of supervisory :
services in school is the first primary step to be taken by
school leadership. As stated earlier, the major concern in
supervision is the improvement of instruetion. It is, there-
fore, equally crucial to evaluate the impact of supervision on
the effective instructional work of teachers. Only through a

sound programme of evaluation can the educational leader

e - — o

ascertain whether the techniques, toolé and programmes of
supervision to stimulate the staff and lead them to improvement§

are sound and attaining desirable results.

Both measurement and evaluation are used in sophisticated
evalvation of supervisory activities. Bubt in ordinary school
sitvations, evalvation of supervisory work of a school can be

done on the basis of formulating certaln evaluvative criteria

which may not have been standardised but at the same time

determined objectively. Modern literature on school supervisioﬁ
recognises the place of the faculty or the staff in the

evaluation of the effectiveness of supervising services of

the school. . ;

ngince the development of any programme for improvement
in a school is a cooperative process in which
the faculty participates in selecting goalsand :
determining the procedures to be used, it is :
equally important that they have a voice in deter- §

inine..the. € us n evaluation.”" 4
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The following are some of the evaluative eriteria that
can be advantageously used by individual school or school
systems for determining the effectiveness of supervision.

' The National Council of Educational Research and Training
(N.C.E.R.T.) has also developed and published evaluative

criteria for school supervision and inspection.bg

The informal or unsophisticated evaluative criteria are
indicated below 3

~ Periodical and annual examination results or the use of
Standardised Achievement Tests or $.5.C. Examination
Results.

- Reduction in the rate of stagnation and wastage.

- FEvidences of improved human relations.

- THvidences of improved teacher morale.

- Evidences of improved communication among teachers,
between teachers and the headmaster, and the supervisor,
and between the staff and management.

- Building up of open climate with democratic overtones.

- High teacher motivation.

-~ Innovativeness and change as reflected in curriculum
re-development, increased teacher-pupil interaction in
classroom teaching situvations, instructionally more
stimulating teaching behaviour of teachfxg, etc.

- Development of commitment in the principal in staff for
institutional planning.

- TUse of better examination and evaluvation techniques

in school exaninations.
e e FACULTY. OF EDUCATION AND PSYCHOLOGY e et e
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- Increasing pupils' and patenral satisfaction about the i
school.

i

- Eneichment of both academic and co-curricular programme :

of the school.

In brief, the evaluvation of the supervision work to be '
done in schools should find a place for the involvement of :
the staff co~operatively, the evaluvation of the total programme %
as well as in terms of its various parts, such as curricuvlum g
unit planning work, use of progressive and effective tools
and methods of instruction, experimentation, project work,
adequacy of pupilst' achievements in terms of their intellectual
ability and maturity, increased teacher and pupil motivation, !
creation of permigssive climate and so on. The effectiveness
of the role and functions of the supervisor should also have
an important place in the evaluation programme. Metbods b
invelving evaluation of changes that have or net hav%:%aken
place in school situation should also find a place in the :
evalvation progeamme of suvpervision. Thus, evaluvation of
gchool supervisor and his supervisory role and functions
should be made, as far as possible, objective, reliable, valid,
continuous, comprehensive and objective or goal based. Thisg

would provide a better and more helpful index of the effective-

ness of school supervision. |

1.11 CONCLUSION

Thus, in this first intreductory chapter, the investigator

has attempted to set forth theoretic perspectives to identify
~—=FACULTY OF EDUCATION AMND PSYCHOLOGYe——eroom e e e
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and evaluate supervision work in the secondary schools of two !
districts of Central cujarat - one an advanced district and
second, a backward district. These perspectives constitute a |
kind of reference frame for preparing the research design as *
well as the examination and interpretation of the data
collected in this investigation. It would be indicated at
appropriate places where the theoretical perspectives do not
work on account of the inadequate development of supervisory
programme in the secondary schools of Central Cujarat. However,§

these theoretical perspectives are intended to set forth a }

norm - perhaps the ldeal towards which the school systems in %

gujarat should strive to move and the Department of Education
should give all possible required help and financial assistance ?
to high schools to come closer to the ideal so that secondary
school instruction in the state can assume a level and
proportion conducive to adequate standards in secondary f

education.

The next chapter will be devoted to a brief review of
research studied on a number of aspects touched in this ]

introductory chapter.
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