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ABSTRACT 

Supervision is wide-known method to horizontally support humanitarian experts, especially social workers, 
psychologists, health-care workers, therapists and number of others humanitarians professionals. It has been 
actively and in detail developed since the end of the XX century, but it is still an almost unrecognizable 
approach to the pedagogical world (unstructured, unregulated) and as such fails to offer adequate support to 
the pedagogue by analogy with other humanitarian professionals. 

The present study develops a concise characteristics of supervisory practices from the humanitarian world and 
based on it opens opportunities to run innovative way to support pedagogues through supervision; offers 
regulation of the supervision in a pedagogical environment; envelops supervision with the positive education 
and throughout all these expands supervision as a tool of the educational management.  

Keywords: supervision, educational management, support, development, pedagogical professionals  

 

I: INTRODUCTION  

Human resource supervision generally dates back to the second half of the XX century. Initially it is developed 
in the economical sector, incl. production processes, banking and so on. Gradually, thanks to its beneficial 
impact on both process management and the quality of the workforce, supervision entered the medical industry 
and health care and in the late XX century - the social sphere. Since the medical and the social spheres are 
major components of the humanitarian sphere, it is logical to assume, that supervision would be perceived 
positively in the humanities as a whole. Given the huge section that the pedagogical world occupies in the 
humanitarian sector, it is appropriate to focus on the opportunities that supervision offers to the pedagogical 
specialists.  

Scientists and research authors define supervision in different ways - as a process, as a tool, as a criterion for 
quality management. Judith Kaufman and Thomas Schwartz characterize supervision’s goal to achieve 
effectiveness of developing and shaping a professional identityi (Kaufman, J., Schwartz, Th., 2008). Due to 
F.J. Reh, supervision is a form of planned assistance to the professional in the work as well as a tool for 
monitoring the quality and efficiency of effortsii (Reh, F.J., 2020). Alfred Kadushin and Daniel Harness 
develop a wide range of understanding for supervision in humanitarian world, especially focusing on social 
workiii – a process of discussing problems and conflicts in professional interaction, designed according to 
certain rules; supporting the expert to learn from own experience, to develop own skills and to improve the 
quality of own work; a method by which a professional receives help in understanding the situation where 
works, own role and behavior in it (Kadushin, A., Harness, D., 2014). Carlton Munson says supervision is a 
tool to ensure a good emotional climate in the teamiv (Munson, C., 2001).  

Based on own researches and practices, it could also be added that supervision is: 

- Rational dialogue through which the reconstruction of the experience from practice, trainings and previous 
counseling is carried out; 

- Reflection on a case study; 

- Methodologically structured reflection on professional activity, both on a cognitive and emotional level; 

- Supporting and developing process; 
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- Part of the educational process that recognizes the importance of learning by practice; 

- A process of reflection on professional’s behavior succored by another person, in order to improve the 
practice; 

- A way for supervised experts to receive professional support, guidance and a developing flair; 

- Combination of elements of specialized counseling and psychotherapy to create conditions for awareness of 
their own behavior in the profession and related feelings, as well as to take concrete action. 

None of these characteristics is in conflict with the possible supervision in pedagogical environment. On the 
contrary, supervision for pedagogical experts is stepping on achieved since end of XX century till nowadays 
and accounting strengths of humanitarian experience, it has the opportunity to present a contemporary and 
innovative way to horizontally support key professionals for the society – as pedagogues are.  

 

II: WHAT DOES SUPERVISION LOOK LIKE IN THE HUMANITARIAN WORLD? 

Historically, supervision is effectively proven process worldwide, used as an indispensable element in social, 
medical, psychological and other services. It starts by transferring good practices from economical area by 
successful analogue to managerial processes targeting human resources development and advancement. 
Widening its implementation among the specific humanitarian world, supervision process is enriched with 
sensitiveness to personal attendance of the professional in the work process, to the satisfaction, perception of 
success and progress. In the contemporary practice, supervision is recognized as ongoing support for the human 
resources, ensured by the humanitarian management, however targeting horizontal gratification of the 
workforce. It is, generally, help by an expert who’s experienced enough to understand other professional’s 
situation and to reflect with a different point of view by strengthening own resources and situation abilities in 
a short period of time.  

Methodologically, the supervisor creates an attitude in which the supervised feels comfortable enough to 
discuss own shortcomings and mistakes. The process inspires calmness and confidence through personal and 
professional experience, based on which the supervisor manages to lead professionals through the work 
obstacles that require supervision in the humanitarian field. Some of the main milestones of such operation 
are: 

- Supporting the professional/team in understanding the targets of the case and the goals for process 
effectiveness; 

-  Conducting a focused dialogue to illuminate supervisee’s specifics; 

- Supporting the programming of working hours and work commitments; 

- Encouraging coordination between professionals; 

- Promoting conditions for rotation of work commitments (and points of view), incl. mutual exchange of 
experience and learning from the experience of a colleague; 

- Providing real-time feedback on the challenge that requires supervision - on the effectiveness of the moves 
taken, the relationships built and the decisions made; 

- Sharing new targets and goals; 

- Identifying the boundaries of the challenge that requires supervision; 

- Naming problems in the workplace (including related to time-consuming processes, resource-intensive, etc.); 

- Supporting the provision of management approval; 

- Developing supervisee's knowledge, understanding and ability to apply theories so that own actions rest on 
a wider information base; 

- Effective recording of supervision - both by the supervisor and the supervisee (accurate recording allows to 
effectively evaluate the session at the next stage); 
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- Avoiding the temptation to offer ready-made solutions to work dilemmas immediately. 

As a key approach, Carlton Munson is emphasizing the principle "everyone supervised is unique and this must 
be taken into account" (Munson, C., 2001). 

Practically, supervisor is the person in front of whom professional has the opportunity to express feelings in a 
protected environment; who is able to think in togetherness in a way to improve supervisee’s work. The 
supervisor is an expert with a similar practice and usually comes from the same professional field, but has a 
different view of the scope of activity of the supervisee.  

Systematically viewed, an example from practice in Bulgaria shows that social service providers for children 
are assured by national regulations with at least 12 supervisions (team and/or individual) per year. As stipulated 
in the Regulation on the criteria and standards for social services for children (2003), Standard 13 point 4 “the 
members of the staff working with the children are provided with monthly supervision, and a report is drawn 
up for the results”; Standard 15 point 10 “the social-services-providing staff is covered with supervision by 
well-trained and qualified specialists with experience in the field ...”; Standard 22 point 1 “the service provider 
periodically evaluates the professional and personal qualities of the staff, provides training, support, 
supervision and monitoring in the process of work”v.  

Many other examples could also be given by other countries worldwide, since supervising in humanitarian 
area is well developed in the last 3-4 decades.  

 

III: WHAT (MAY) SUPERVISION LOOK LIKE IN A PEDAGOGICAL ENVIRONMENT? 

Challenges in front of the contemporary pedagogical environment are diverts and almost vast. Terry Heick 
defines 15 challenges for the modern teacher wrapping 9 general areas with priority on personalization, 
classroom management, lesson planning, students relations, privacy, invisible technologies, etcvi.  (Heick, T., 
2015). Jason Lodge, Gregor Kennedy, Lori Lockyer, Amael Arguel and Mariya Pachman provide integrative 
review on difficulties and confusions in learning process and put an accent on educational environment as a 
wholevii (Lodge, J. et al, 2018). Despite its importance, understanding, identifying and responding to 
difficulties and the resulting emotions in learning can be problematic. Without the affordances of synchronous 
face-to-face human interaction, emotions like confusion are difficult to detect. Humans are uniquely tuned to 
respond to the emotional reactions of other humansviii (Damasio, A., 1994).  

Brenda Alvares, Tim Walker, Cindy Long and Amanda Litvinov turn attention to the challenges in the school 
organization highlighting the special participation of the administrators, drivers, councilors, paraeducators, etc. 
and, like Mariya Packman’s studies, put an accent on the importance of the team spirit and coordination, 
educational environment in its various faces and the balance between the resources available and processes 
ongoingix (Alvarez, B. et al, 2018).  

If additional researches are studied, plenty of challenges will be detailed for each and every contact point of 
the elements in the educational system. However, the essence is that all these points are focal for supervisions 
in the pedagogical environment and vary among the concrete expert, team, city, community, financing 
situation, managerial style, etc. That is why, wrapping in systematic approach the thematical scope of 
pedagogical challenges is essential for organizing and providing supervision. Such approach could be spread 
in 4 groups: 

1. Challenges of behavior – like aggression, stubborn, crimes, etc. 

2. Challenges of emotions – like fear, angriness, depression, etc.  

3. Challenges of social communications – like family issues, interpersonal relations, peers, etc.  

4. Challenges of addictions – like electronic devices addictions, addictions to people, addictions to web-
communications, hierarchical issues, etc. 

As pedagogues’ reactions are human reactions and so, unique ones, it is logical to highlight that a particular 
pedagogical challenge could be a behavioral one for one expert and emotional one to another. So, systematical 
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approach mainly helps the supervisor to be oriented in the grounds of the session, trying to clarify as possible 
in advance the scope of the supervision, so to be adequately prepared for ensuring its efficiency and good 
quality. Together with that, challenges may conditionally transfer in different periods of time and eventually 
become social issue after being behavioral, for example.  

It should also be assumed that as a pedagogical innovation, supervision is not well recognized yet, so requesting 
it may not be specified well by the pedagogue or it may not be even respected as a necessity. On this basis, 
supervisor should be as active as needed to manage the session in advance and on-going in a way to even 
educate the pedagogue how to use supervision as a modern horizontal-support tool.  

In 2020 analyses on pedagogical supervisions held in 2019 for 381 Bulgarian pedagogues are implemented. 
Due to the data, 21 % of the supervisions are part of the scope "emotions", 34.1 % "social communications", 
7 % "addictions" and 37.8 % "behavioral challenges" (see Fig. 1) - shares, formed by the declared interest of 
the supervised personsx (Kaneva, O., 2021). 

 

  

Fig. 1 

 

Going deeper to the pedagogical environment, thematical scope should be detailed better according the 
challenges that experts meet. Stepping on empirical data of the same Bulgarian analyses, pedagogues 
demonstrate some typicality in facing challenges, like: 

1. Every fifth pedagogue has difficulties in dealing with conflicts between children (17.7 %); 

2. Relationships with parents is a serious challenge for the pedagogical specialist (57 %); 

3. Maintaining a stimulating and supportive educational environment and positive discipline is a 
challenge for every second teacher (43.6 %); 

4. Time management at class challenges just a few of the educators (6.1 %); 

5. Every third pedagogue is caused by disharmonious relations with colleagues (28 %); 

6. Every second in relationships with the management of an educational organization/institution (19.2 
%); 

7. Every fifth faces challenges in the field of teaching (20.4 %); 

8. Qualification and career development concerns every tenth (10.1 %); 

9. As well as the implementation of normative documents and proper keeping of school documentation 
(10.1 %); 
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10. Aggression between a child and an adult is an issue in 14.6 % of the supervisions; 

11. Other concerns like working with groups in which there are children at risk and/or children with special 
educational needs, etc. (Fig. 2) 

 

 

 

So, in proposing a basic structure for pedagogical supervisions, typicalities demonstrated should be taken under 
attention both sides – for better orientation of the supervisor and the supervisee.  

In addition, by analogue of the successful practices in the other humanitarian spheres, an individual and a team 
supervision should be available for each and every pedagogue, since necessities and challenges are reflected 
differently in a group and individually.  

And since the modern education and living, in general, insists for high-quality and short-term reactions, wider 
opportunities for personal development, higher motivation and active participation, supervision is needed to 
reflect the pedagogue’s contemplation on work: (1) It provides opportunities to highlight ethical complication; 
(2) It studies the professional interventions on particular cases; (3) It supports better understanding of own 
abilities, strengths and weaknesses; (4) It upgrades the pedagogue with clear assessment of own teaching; (5) 
It ventilates the pressure and stress of school dynamics, (6) etc.  

Supervision in the production industry is definitely an instrument of the management and owners of the 
company. In the humanitarian world, however, supervision is a tool for supporting the professional, ensured 
by the employer, in favor to the employee. The supervisor should mandatory recognize the difference in these 
positions and despite the hierarchical connections and economical dependances, supervisor is successful when 
ensures effective support to the professional. And this is relevant to the pedagogical environment as well.  

 

IV: SUPERVISION AS AN OPPORTUNITY TO SUPPORT THE TEACHING STAFF 

The collective spirit, team dynamics, support and development of abilities for group interaction in pedagogical 
environment are crucial for the educational system, management and participants at all. So, it is relevant to 
look for particular group contact points in horizontal supporting tools that supervision presents.  

Explicitly, teamwork skills and dynamics are demonstrated as verbal and nonverbal. Pravin Chopade, David 
Edwards, Saad Khan, Alejandro Andrade and Scott Pu work on collaborative problem solving constructs, 
defined as a combination of 21st century skills and behaviors, which are progressively more important in 
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today's multifaceted and interconnected worldxi (Chopade, P. et al, 2020). Due to the authors, collective 
problem solving is a core competency in the workforce. It also could be considered as educational standard as 
well as assessment program item. This clearly indicates a growing awareness of the impact of collaboration on 
educational outcomes and therefore it should definitely be an element of pedagogical support system, including 
supervision.  

Although collaboration is hard to assess, however it’s recognizable as a critical skillset nowadays, so it should 
be presumed as a key ground for constructing pedagogical supervision in process. Supervision may be 
requested by a team member due to feeling of tension in the collective – as prevention of suspected conflict or 
as opportunity to solve already existing team pressure; also as an option to gain additional skills and knowledge 
about using team resources for managing with the team dynamics successfully. Supervision may not be 
requested, however needed to clarify administrative issues, cooperation with partners or stakeholders, 
communication with parents and other relatives, balancing hierarchical relations in the team and community 
as well as better supporting personal development of the trainees, not just teachers. All these are issues of 
collective character which cannot be fully wrapped with individual approach only. Together with that, the 
strength of the collective interaction could also help the pedagogue to deal with professional challenge in 
individual way without contra-versioning the team spirit. Therefore it is significant to provide opportunities 
for group supervising sessions in each thematical scope regularly.  

 

V: SUPERVISION IN SUPPORT TO PEDAGOGUE 

Positive effect of the strengths on good life, happiness, search of sense and meaning, pleasure and enjoyment, 
relationships, tackling challenges and strengthening resiliencexii has been already proven by the modern science 
in 21st century (Stamatov, R., 2020). Strengths of the character open distinct paths to great virtuesxiii (Peterson, 
C., Seligman, M., 2004) and create the basements of human existence, identity and behaviorxiv (Niemiec, R., 
2014). A distinctive feature of the strengths of the character is the fact they are universally recognized and 
valued, with a moral orientation, which guarantees use dedicated to making the world a better place to livexv 
(Park, N., Peterson, C., 2009). Therefore, the personal development of the pedagogue is of significant meaning 
for the educational environment, its management, effectiveness and efficiency.  

The supervised may be the one realizing the necessity of supervision and clearly states and seeks for it. 
However, this may also be a professional who’s management judged the need of targeted support at work. 
Supervision may be requested in a moment of hesitance on professional’s case position. It is also applicable 
when self-vision on the next professional steps is not clear for the pedagogue. And may support discovering 
the reasons for joy and happiness in professional and personal life process. Or could be the illuminant of 
strengthening the influence of the natural environment in pedagogue’s position. Supervision is also the support 
of identifying needed in addition people and workforce in a particular challenge, as well as precising time-
schedule and formal activities. Possible problems in development could be found in advance, so barriered 
efficiently on time and abilities to count and understand clearly the progress could be developed better.  

Based on all these, supervision is identifying pedagogue’s strengths and targets their investment in managing 
the challenges of the professional.  

 

VI: POTENTIALS AND OPPORTUNITIES FOR SUPERVISION REGULATION IN 
PEDAGOGICAL ENVIRONMENT  

It is relevant to announce that usage of the same word “supervision” hides different concepts and humanitarian 
understandings worldwide. In Portuguese educational reform supervision is involved as middle management 
position among teachersxvi (Coimbra, M. et al, 2020). It is pedagogical innovation for Bulgaria, however good 
social practice is already gathered in the country and works as basement of educational supervising approach 
where supervision is horizontal support for the pedagogue. British system recognizes supervision as activities 
of staff of training institutions in relation to students on initial teaching training and in USA the connotations 
embrace the activities of para-pedagogical corps of people in a superordinate relationship with practicing 
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teachers in schools, as well as those activities cognate to British conceptions (Stones, E., 1984xvii). 
Understanding as peer-to-peer review among teachers is also found in Portugal, Georgia, etc.  

All these concepts are spinning around the needs of the educational system and management in general. 
However, stepping on contemporary researches about strengths, as demonstrated above, personality of the 
professional is the key answer for success, so support at horizontal level with vertical guarantees seems like 
most appropriate for modern pedagogical environment. An example with Bulgarian social systems has already 
demonstrated that professionals are ensured minimum monthly with supervision support. It is legislatively 
regulated at national level and it is monitored and controlled both by authorities and social management. 
Respecting the dynamics in pedagogical environment, educational semesters should be the guideline for 
enveloping the supervising support. Every pedagogue should be guaranteed on semestrial base that at least one 
individual and one group supervisions are provided for support. Highlighting the importance of both group 
and individual interactions, no doubts are left for the need of both approaches in horizontal support.  

The theory is not giving answers about the maximum number of supervisions that professional may have per 
year. It should be an appraisal of the particular professional, collective and organization embracing the 
educational relationships. However, the duration of the supervision might be set, based on empirical experience 
and in connection with the aim to structure the supervising session properly. Stepping on the need to envelop 
understanding about the particular challenge, discovering the strengths, history of own activities and their 
reflections to the situation and to the supervised professional, building paths and guidelines for activities in the 
near future and beyond, and in the same way keeping strict and tight approach in the session, it is relevant to 
define that individual supervision shouldn’t take more than 1 hour and the group session shouldn’t be longer 
than 2 hours. Otherwise interaction won’t be well arranged and so it won’t be effective enough as a supportive 
tool to the pedagogue.  

Based on cases from the field, theory and practice (Kaneva, O., 2021), shaping the understanding about 
supervisor shows that this should be an outstanding person, invited by the educational organization to support 
professionals’ work in need of support. The supervisor should be “a colleague” to the supervised professionals 
in a  mean to have the experience of standing in similar shoes, although not being part of the particular cases. 
Personal potency and rich background of the supervisor are coral for the quality of the interaction during the 
session. This all reflects on the curriculum for preparing supervisors – a topic out of present research’ scope, 
since shifting from pedagogical support to curriculum may leave the focus now out of place within the school 
organization. 

Administration of the supervision process is needed not only to regulate the financial relations between the 
sides but also to ensure proper tracking of the challenges and their solving. It is also needed to focus the 
professional in the time after supervision was held, since the structured steps during it may embrace longer 
period and a chance for distraction that slows the effect of session appears. In addition, regulatory documents 
concerning supervision should allow tracking quality performance, mostly in the content. Based on the 
regulatory framework, including ethical standards and other regulations, the administrative coverage should 
also outline the profile of those who proposed supervision. 

Supervision is applicable only in a professional ground and environment.  

 

VII: CHALLENGES TO SUPERVISION IN PEDAGOGICAL ENVIRONMENT.  

Challenges to supervision in pedagogical area should be connected directly to the challenges of the 
environment itself. Managerially they could be ones, systematically – others, on behalf of the State – thirds, 
by the view of the students – forth, and so on, and so on. As it was already stated, supervision is valuable 
precisely because of the opportunity to support the pedagogue at her/his level, without challenging the 
authority, belittle the efforts or weaken the professional positions – no matter the case or challenges she/he is 
involved.  

In this regard, all challenges that may be started as identification (since it’s an endless process), are 
subordinated to the needs of the pedagogue:  
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(1) Legislative 

a. Legislative frame at certain operative level should guarantee the pedagogue access to horizontal support 
during each semester; 

b. The guaranteed by legislation supervisions should be part of pedagogue’s qualification file; 

c. some teachers continue to associate supervision with evaluative and bureaucratic procedures, which affects 
interpersonal relationships between supervisors and teachers –  a circumstance to be clarified legislatively. 

(2) financial 

a. The guaranteed by legislation supervisions should be covered financially with the school budget for each 
and every particular pedagogical expert in the team; 

b. Supervision should not be depended by subjective managerial issues typically influencing the financial 
complications. 

(3) lack of supervisors 

a. a curriculum for supervisors should be developed at university level; 

b. supervisors’ data base should be kept at highest national level, most probably in the ministry of education, 
since this authority is responsible for the qualification levels of the pedagogues in the school system in 
general. 

(4) bad school management 

a. managerial system without respect to team’s necessities and dynamics; 

b. confusion between supervision and teacher performance evaluation due to continuous understanding of 
supervision as evaluative. 

(5) awareness of professional (and personal) burnout 

a. lack of understanding about burnout; 

b. self-underestimation of own needs and progress. 

(6) self-management of personal development and professional realization 

a. inadequate carrier appreciation; 

b. low lifestyle targets; 

c. deficient balance between personal and professional dynamics; 

d. poor sensitiveness about happiness and strengths. 

(7) school autonomy  

a. activities, based on democratic management practices, collaborative and thoughtful work - considered 
essential for the reinforcement of continuous teacher training; 

b. evolution of the school dynamics as educational community, based on sensitive collective understanding 
and progress at individual professional level. 

(8) accumulation of good practices 

a. positive support style to staff is not always recognizable and welcomed by the institutions, so accumulation 
of good practices is needed to change the trend; 

b. incertitude about own needs and targets could be well oriented by good examples and influence of the 
practice.   

(9) others  
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VIII: OPINIONS, SUGGESTIONS AND CONCLUSIONS ABOUT SUPERVISION AS 
EDUCATIONAL MANAGERIAL TOOL   

Empirically and academically analyzed, could be round-off that: (1) the supervisor’s profile for pedagogical 
specialists is still unshaped; (2) the university curricula for supervisor’s training should be developed; (3) 
thematical areas in which the supervision can effectively cover the support of the pedagogical specialist are 
established, however not sustained enough yet; (4) the basic structure of individual and group supervision is 
set; (5) the support to supervisors should be standardize; (6) monitoring processes should be applied regularly, 
maintaining high quality supervision; (7) good practices should be gathered and so on.  

The practical implementation of supervisions for teachers in Bulgaria in 2019 demonstrated that legal 
framework, especially in its reading as an element of the career support and growth of the pedagogue, should 
be refined. It also exhibits options for economical cover of the supervision process, however exhibited the 
gratification and contentedness of the pedagogies - 99 % satisfaction of the supervised pedagogues. Based on 
this good example, in 2021 a transfer and upgrade of supervising practices is continued in Austria and in 
Greecexviii. 

Educational management should ensure wide ground for knowledge, habits, skills to socialize better and 
achieve higher life standards. Human’s welfare was never as essential as being expected by the school system 
in 21st century. So, managerial approach should guarantee systematic understanding and reflection on each 
educational element and contact point. As supervision. Such supportive instrument improves (not limited to):  

(1) ventilation of workflow pressure;  

(2) enriching the positive attitude to profession;  

(3) balancing the relationships in the collective, mastery of conflicts and aggressive behavior; 

(4) stabilizing connections with the parents and community partners;  

(5) maintaining a stimulating and supportive environment and positive discipline;  

(6) improving time-management and teaching process; 

(7) carrier and qualification development; 

(8) administrative competences and proper keeping of school documentation; 

(9) confidence (systematical and personal).  

It is obvious, supervision answers the necessities of contemporary pedagogue experts in professional (and not 
only) environment. It also allows the professional to grow up not only for self-development, but with priority 
for the community and for the educational system. That is how supervision should be understood as a modern, 
flexible, dynamic, effective and efficient managerial tool through which active development, welfare and  
higher standards are achieved.  

Together with that, supervision ensures ground for positive education, for democratic management in school, 
for burnout prevention, upgrading skills, specifying expertise, discovering new points of view, enriching the 
varieties of pedagogical specialists, widening horizons, personal and systematical grow.  

And all these findings put pedagogical environment in a particular new challenge to manage with the 
insufficiently explored field that warrants studies aimed at finding a balance in the introduction and 
implementation of process supervision in educational environment – not as innovation anymore, but as 
sustainable supportive tool for pedagogues.  
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