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SUPERVISION IN A PEDAGOGICAL ENVIRONMENT: MISSION POSSIBLE 

 

Ophelia KANEVA 

PhD in Educational Management; Associate professor in Varna Free University & Plovdiv University, Bulgaria 

 

ABSTRACT 

Conducting supervision in a pedagogical environment is an innovation not only for Europe, but 

for the pedagogical world in general. However, practice shows that such horizontal support is 

needed and expected by professionals. 

For this reason, and because of the importance for the management of education, this material 

presents a quantitative and qualitative analysis of conducted supervisions among 381 

pedagogical specialists from Bulgaria, implemented in 2019. Analysis identifies typical 

problem areas for educators highlighted through a process of supervision. It also presents the 

typical reactions of pedagogical specialists in working out problems. White spots are brought 

out for the necessities of the educational management related with practicing pedagogues. 

Visibility of the development of supervision is given, as well as satisfaction with the process in 

the supervised persons; reflects the motivation for change in the professionalist and the 

relationship with personal qualities, strengths and the real situation in which the pedagogue is 

positioned. 

Key words: Supervision, educational management, horizontal support for pedagogues  

 

About The Supervision  

Historically, 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 in the late XX century 

in the social sphere. Since the medical and the social spheres are major components of the 

humanitarian sphere, it is logical to assume, together with its successful implementation in 

historical terms, that supervision would be perceived positively in the humanities as a whole. 

Since the medical and social spheres are also major components of the humanitarian sphere, it 

is logical to assume, in one and with its successful application in historical terms, that 

supervision would be perceived positively in the humanities in general. Given the huge section 

that the pedagogical world occupies in the humanitarian sector, it is appropriate to focus on the 

possibilities for the application of supervision among pedagogical specialists. 

Supervision is generally a form of horizontal support for human resources in an 

organization/sector. It is an indirect tool of successful management, as it provides ventilation 

of tension in the team, awareness of the professional position, clarification of specific 

challenges for professionals, elucidation of views and a number of other advantages. In essence, 
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it is a direct opportunity for the humanitarian expert to postpone the professional burnout, to 

strengthen the impact in the work environment, to develop the professional position, to increase 

the efficiency in teamwork, to highlight the strengths and to be an active agent of positive 

change for both yourself and the team.  

In 2017-2018 at the University of Plovdiv "Paisii Hilendarski" Prof. Dr. Galin Tzokov, Prof. 

Dr. Rumen Stamatov and Ophelia Kaneva together with the organization for innovations in the 

humanitarian world "Agency OZON" created the framework of supervision in pedagogical 

circles. Based on the academical work, the profile of the supervisor for pedagogical specialists 

is formed, the backbone of the training, which the university (but also the practice) should 

provide; thematical areas in which the supervision can effectively cover the support of the 

pedagogical specialist; the basic structure of individual and group supervision; the legal 

framework of supervision support, especially in its reading as an element of the career support 

and growth of the pedagogue; the opportunities for economical cover of the supervision 

process; the support of supervisors; monitoring and maintaining high quality supervision and 

so on. On this basis, the practical implementation of supervisions for teachers in Bulgaria started 

in 2019. 

 

Data analyses from Bulgaria, 2019  

In the period February-December 2019, 11 supervisors, educated and trained at Plovdiv 

University and licensed by the Ministry of Education and Science, conducted individual and 

group supervisions of 381 pedagogical specialists in 9 Bulgarian regions (representing nearly 

40 % of the country). Of all sessions, 71 % were individual supervisions and 29 % group 

supervisions (see Fig. 1). The individual session usually fits within 45-55 minutes and the group 

session within 60-100 minutes. 

 Fig. 1 

The academical team frames 4 thematical scopes, in which pedagogical practice is effectively 

wrapped by the supervision: emotions, relationships, dependencies and behavioral challenges. 

Within 2019, 21 % of the supervisions are part of the scope "emotions", 34.1 % "relationships", 

7 % "dependencies" and 37.8 % "behavioral problems" (see Fig. 2) - shares, formed by the 

declared interest of the supervised persons. As the data demonstrate, the pedagogical specialist 
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does not assess the problems of dependencies as essential for the professional realization, incl. 

dependencies on electronic devices, personalities, rules or others. These data could be 

considered in several ways: (1) non-awareness of the severity of the problem associated with 

dependencies in practice; (2) emphasized typicality of the structures in the pedagogical world, 

on which the dependencies become a standard of behavior; (3) insufficiently well-defined 

thematic scope of "dependencies"; (4) deliberately escaping from a substantial problem of 

reality by not naming it; (5) or other.  

 Fig. 2 

As can be seen from the other data presented in Figure 2, the sensitivity of the pedagogical 

specialist to the relationships and orderliness of the participants is emphasized (over 1/3 of the 

answers in each category), at the expense of emotional attachment (only 1/5 of the answers) 

and the consequences from the emotionality in the pedagogical commitments.  

Ten standard problem areas are formed - initially assumed, based on a theoretical analysis, of 

what pedagogical specialist meets in the practice: (1) conflicts between children; (2) 

relationships with parents; (3) time management at class; (4) in the field of teaching; (5) 

relationships with colleagues; (6) relations with the management of an educational 

organization/institution; (7) qualification and career development; (8) usage of normative 

documents and proper keeping of school documentation; (9) aggression between a child and an 

adult; (10) maintaining a stimulating and supportive educational environment and positive 

discipline. The supervised is also given the opportunity to specify another problem area. As 

presented data show (see Fig. 3), the pre-defined problem areas are valid for the pedagogical 

spectrum, they are defined correctly and precisely. It also becomes clear that the opportunity 

provided by the pedagogue to identify another problem has not been ignored by the supervised 

persons. Although the variations of "others" seem huge, as a quantitative accumulation in a 

generalized form it does not change the qualitative structure of the problem areas identified by 

the academic team. 
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 Fig. 3 

It is impressive that the relationship with parents is a serious challenge for the pedagogical 

specialist (57 %), as well as maintaining a positive and stimulating environment (43.6 %) - each 

of these problem areas is a challenge for every second pedagogical specialist. Every fifth 

pedagogue has difficulties in dealing with conflicts between children (17.7 %); in teaching (20.4 

%) and in relationships with management (19.2 %). Every third pedagogue is caused by 

disharmonious relations with his colleagues (28 %). Far less affected as a burden are the 

problem areas related to time management in class (6.1 %); qualification and career 

development (10.1 %); usage of normative documents and proper keeping of school 

documentation (10.1 %); aggression between child and adult (14.6 %). The opportunity given 

for specifying other problem areas, the most significant accumulation is the area of working 

with groups in which there are children at risk and/or children with special educational needs - 

a total of over 10 %. Although in 1/5 of the cases the pedagogues have difficulties in teaching, 

only in 1/20 of the cases they shed light on problems with time management in class and in 1/10 

of the cases they focus on keeping school records - circumstances that are basis for reflection 

on the search for higher quality and efficiency in the learning process through the personal 

position of the teacher, and not through the approach imposed by the system. 

Eleven standard directions are also formed in which to develop the supervision, leaving space 

for additional clarifications: (1) Finding a way to deal with the situation in the institution; (2) 

Search for a way to deal outside the institution; (3) Finding a way to deal with partnership with 

NGOs; (4) Finding a way to deal with an external consultant; (5) Search for a way to deal with 

another subject; (6) Seeking a balance between the parties concerned; (7) Demonstrated 

anxiety; (8) Demonstrated confidence; (9) Seeking help to clarify the case of the participants' 

behavior; (10) Seeking assistance in clarifying the case for the administration of the process; 

(11) Seeking assistance in clarifying the case regarding the management of the participants; 
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(12) Other. The results once again confirm the correctness of the previously conducted 

academic work (see Fig. 4) in relation to the defined areas. 

Fig. 4 

In addition, it is reasonable to emphasize the result of the explicit and definite position of the 

supervised persons regarding the search for ways to deal with the professional (and not only) 

challenges and situations within the educational institution (91,5 %), although in 1/3 of the 

cases finding solutions outside the institution are also tried (32,3 %). It is possible to 

continuously interpret these data in connection with the traditionally squarely structured (often 

perceived as closed) nature of the pedagogical world. This is obvious by the data demonstrating 

problems of the contact with parents, as well as due to the effect of the search for opportunities 

to maintain a stimulating and supportive educational environment and positive discipline (Fig. 

3), however the definiteness of the data here leaves undisputed confidence in the weight of the 

result for the pedagogical world. The data also show that the demonstration of anxiety (45,7 %) 

and the demonstration of confidence (47,6 %) are equivalent for pedagogical specialists and 

their alignment is of comparable weight. Also, the search for help to clarify the case regarding 

the behavior of the participants (40,2 %) is an essential feature of the way the pedagogical 

specialist functions in solving cases. The reaction related to process management (18,6 %) 

and/or its administration (11,6 %) is significantly less typical. Only in 1/3 of the cases (29 %) 

a balance is sought between the affected parties - a circumstance that could be explained by the 

clear hierarchy of the education system as a whole. Impressive is the low volume of looking for 

opportunities to cope within the local and/or professional community outside the school 

institution - with an external consultant or with a partner from the non-governmental sector. 

Only in 1/10 of the cases the solution of a case for the pedagogical specialist is related to the 

involvement of another subject, external to the school (10,7 %) or to the involvement of an 

external consultant (9,1 %). The opportunity to attract a partner from the non-governmental 

sector is even less recognizable – only in 1/20 of the cases (4,9 %). 
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In the context of the current processes dynamics in the society, together with these for the 

participants in the education, it is possible to interpret that the pedagogical specialists do not 

receive enough support in terms of developing contact points in their careers with the local 

community and similar professional circles. Or to look for a reason in the closed type of 

management style, which is traditionally associated with the school institution. Or perhaps it is 

a signal of low interest of the local community in school processes, as well as poor knowledge 

about the school specifics of the other consulting and support professions in the humanitarian 

community. 

Supervision is a process, strongly influenced by the personal qualities of the participants. 

Therefore, the analysis of some key (for supervision) skills of the supervised people is essential 

for the overall effectiveness of the process of directing the support horizontally to the 

pedagogical specialist. And in addition, this essentially enriches the spectral analysis of the data 

extracted in the period of 2019. Ten pedagogical skills that are relevant to the supervision 

process are defined for assessment: (1) Communication skills; (2) Ability to share/sympathize; 

(3) Empathy skills; (4) Skills for setting professional demarcation; (5) Skills for using someone 

else's experience; (6) Skills for keeping equanimity in a critical situation; (7) Skills for taking 

personal responsibility; (8) Teamwork skills; (9) Skills for interaction with other institutions 

and organizations for implementation of support for personal development of children; (10) 

Skills for cooperation and participation in teams for support of personal development of 

children. 

Each of these skills is assessed by the supervisor within a 5-range value: (1) the lowest; (2) 

weak; (3) neutral; (4) very good; (5) excellent. Extracting this specific assessment for the 

supervised person helps to specify the support that the supervisor provides to the pedagogical 

specialist, accretes the exact personalized form, expression, direction and all together in the 

actual time of the supervisor-supervised interaction. 

The data show a significant positive attitude by the supervisors towards the supervised, given 

the predominance of a rating of “very good” and “excellent” in relation to the skills of the 

supervised (see Fig. 5).  

the lowest weak neutral very good excellent 

1 2 3 4 5 6 7 8 9 10 

Fig. 5 

The accumulation of neutral assessment in the categories related to the implementation of 

support for personal development of children is significant - every second pedagogue has weak 

or neutral skills to interact with personal development support teams (45,4 %) or to interact 

with support institutions for personal development (50,7 %). Based on these data, it is possible 
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to assume that (1) the personal development of children is not a priority of the pedagogical 

specialist; (2) the closed nature of the educational system does not encourage the pedagogical 

specialist for extended contacts with external institutions and teams (as it became clear from 

the data in Fig. 4); (3) there is no accumulated pedagogical experience in this respect, which 

can be easily followed by pedagogical specialists - given the serious accumulation of very good 

assessments of skills for using foreign experience (72,2 %), as well as assessments for sharing 

skills (72,2 %). And although empathy skills are also assessed as predominantly very good and 

excellent (82,4 % in total), given the data related to children's personal development - empathy 

is visibly understandable only within the teaching staff and not for the system as whole. With 

cross-analysis and according to the data exposed in fig. 3 - empathy hardly shows points of 

contact with both parents and children, as well as with non-governmental organizations and/or 

other institutional partners.   

The successful conduct of supervision of pedagogical specialists gives grounds to look for the 

source of the challenges in the personal problems, through the accumulated emotions or in the 

provocations from the behavior of the involved people, met by the professionals (see Fig. 6). 

According to 3/5 of the supervised persons (57,3 %), the accumulated and not worked on time 

emotions are the heart of the challenges in the pedagogical environment. At the same time, 2/5 

of the supervised give the reason to find themselves in a situation of challenge, incl. professional 

burnout, of behavioral problems of the participants (including their own). 

    Fig. 6 

Seeking the motivation for change in the educator, only in 2 % of cases such a desire is not 

found, while in 98 % of cases the motivation to continue with the change is available (see Fig. 

7). 
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   Fig. 7 

As seen by the data, the desire for change is a powerful potential for reforms in education, 

strongly emphasized on a horizontal level, but also able to influence hierarchically in the 

education system. These data are grounds for claiming that pedagogical specialists are not just 

open, but also ready for change; since this is strongly wanted, they position themselves as 

potential agents of the occurrence of change in education. 

Turning attention to personal problems, attaching importance to their influence in the 

humanitarian sector, the supervision process seeks the strengths of the pedagogical specialist. 

A segment of supporting the supervised is to focus the use of strengths on overcoming 

problems. In 4,2 % of the cases the strengths were identified in the area of the personal human 

qualities of the pedagogue, in the remaining cases the strengths were strongly related to the 

professional position of the specialist (see Fig. 8).  

     Fig. 8 

These categorical data suggests the exceptional professional dedication of pedagogical 

specialists to the profession, which in turn is a prerequisite for professional burnout. It can also 

be a reason for insufficiently dynamic career development in the humanitarian or other field - 

both as a prevention of burnout and as an opportunity for personal growth of the professional – 

since the focus in the profession is extremely concentrated. On the other hand, this may be one 

of the answers to the low results in the search for contact points outside the system (Fig. 4) - 

educators themselves do not recognize the resource of the "outside" world as valuable for 

building or developing their strengths. However, it could also be assumed that the pedagogical 

world provides sufficient space for the expression of the professional, as a result of which it is 
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not necessary to seek to expand the range of professional influence outside the pedagogical 

environment. 

In 100 % of cases, the supervisors manage to connect the identified personal strengths of the 

pedagogical specialist with steps to overcome the problems of the expert. 

 

Mission possible in deed 

As the process of supervising educators improves, strengths can be identified in accordance 

with Seligman's and Peterson's classification. Such an approach can add value to the analysis 

of skills and strengths through the meaning and connections that Seligman and Peterson bring 

to their classification of strengths. Such an approach would improve the systematization of 

information and would support the nature of ad-hoc support that the supervision process 

requires from the supervisor. 

The supervision process also looks for reasons for joy and satisfaction in the participants in 

the situation. It seeks to enhance the impact of the natural environment and highlights a 

number of essential resources for the pedagogical specialist from school life, which are often 

neglected and unvalued in the decision-making process and in dealing with problems and 

challenges. With the tools in the supervision it is possible to outline the motivational engines 

of the pedagogue; a timeline of specific behavior is constructed; strategic and operational goals 

are clarified; possible new problems are identified and accordingly it is recommended to take 

preventive actions by minimizing a number of damages to the person and the system; indicators 

for reporting progress are created; professionals and individuals who can be organized to 

address the challenges are identified; steps to improve communication as a whole are built.  

And not only. All this is duly appreciated by the pedagogical specialists who go through 

supervisions in 2019 with very high and excellent grades. If it is possible to answer in 5 degrees 

- starting (1) completely dissatisfied, (2) dissatisfied; (3) I have no opinion; to (4) satisfied and 

(5) completely satisfied - none of the supervised people gives a low grade, demonstrating 

dissatisfaction. Only two people do not have an opinion, and all the others (99 %) assess 

satisfactorily and completely satisfactorily the opportunity to participate in the instrument of 

professional support in horizontal - supervision (see Fig. 9). 
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   Fig. 9 

 

In General 

Considering in essence, that the management of education works not only for the professional, 

but also for the person in a broad sense, for the creation and dissemination of knowledge, habits 

and skills through which to socialize, position and live better in the community - it is reasonable 

to assume that horizontal support for pedagogical specialists that invests in professionalism, but 

also in personal qualities, is a necessary element of management. Evidenced by the presented 

data, the pedagogues need this support, it is realized, sought after, evaluated and the lack of its 

presence in the educational structure is a white spot in the management. This is a reason to 

invest efforts in the training of quality supervisors who have a sufficient quantitative 

accumulation in the country so that they can meet the needs of the pedagogical world. It is also 

justified to modify the guidelines for personnel management in the educational institution by 

including a minimum package of supervision for each pedagogue within one school or one 

calendar year. In regard with the findings of insufficient points of contact with other areas of 

the community, significant work is needed to promote the opportunities that not only the 

educational but also the social, health, cultural, legal and economic systems contribute mostly 

to the cumulative quality of humanitarian process - a task that within the framework of 

supervision cannot be exhausted, but can be qualitatively presented to the participants. 

Of course, the data presented do not claim to be exhaustive, but to be a basis for an expanded 

and in-depth analysis of the opportunities and challenges for the management of education, 

especially in the context of investment in the human resource of the system. And as such, their 

performance by Bulgaria is only a provocation to monitor their validity in other European 

educational systems (and not only). 
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