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(For Study & ReZ_~enc.)

Note: This guide is prepared for study and reference nu -0osr.s. Students are advised to read the relevant
units of the course book, understand the conc. vz, a.~d write their assignments in their own words.

Question 1: Concept of Instr..cti<.nal Supervision; General vs
Instructional Supervision (¢ Marks)

Explain the concept of instru-.cinvar supervision. What is the difference between general and

instructional supervisio,? Sup*.ort your answer with valid examples.

Introduction

Every school system appoints people to watch over, guide and improve the work of teachers,
but not all supervision is of the same kind. Some supervision is concerned with the school as an
organisation — its buildings, records, finances, discipline and administration — while another,
more specialised kind is concerned directly with teaching and learning in the classroom. This
second kind is called instructional supervision. It is widely regarded as the heart of educational
supervision, because the ultimate purpose of a school is learning, and learning takes place

mainly through instruction. This answer first explains the concept of instructional supervision,

then defines general supervision, then compares the two point by point in a table, and finally

supports the distinction with concrete examples from school life.
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Meaning and Concept of Instructional Supervision

The word supervision literally means 'super-vision', that is, seeing from above with a wider and
clearer view. In education, however, the modern meaning is much richer than mere oversight.
Instructional supervision is the process of guiding, assisting, -o~..'inating and improving the
teaching-learning process. It includes all the activities th: ou, a which supervisors, head teachers
and senior teachers help classroom teachers to plarn lessons better, teach more effectively,
assess students more fairly and grow profes_:cixt «. Burton and Brueckner defined supervision
as an expert technical service primari’. ~in,~d at studying and improving cooperatively all the
factors which affect the child's g-ow ' and deve!coment. Barr, Burton and Brueckner described
it as a service activity th~L heins ceachers do their job better. Glickman defined instructional
supervision as thos= fur,-tions and ©ehaviours of formally designated supervisors which are

directed towards improving classroom instruction and curriculum.

Three ideas are central to the concept. First, instructional supervision is a service, not an
exercise of authority: its aim is to help, not to find fault. Second, it is cooperative and
democratic: the supervisor and the teacher jointly analyse a lesson, identify its strengths and
weaknesses and decide how to improve it. Third, it is continuous and developmental: one visit

cannot change teaching; regular observation, feedback, demonstration and follow-up gradually

change classroom practice. In short, instructional supervision covers everything that directly

touches curriculum, teaching methods, teaching aids, classroom interaction, evaluation and the

professional development of teachers.
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Main Elements and Functions of Instructional Supervision

e Classroom observation: watching actual lessons against agreed standards and recording
evidence about teaching and learning.
Feedback and conferences: discussing the observed lesso v.i.> the teacher, appreciating
strengths and agreeing on improvement points.
Demonstration and modelling: the supervisor or a1 expert teacher teaches a model lesson
so that others can learn techniques practi=ain,.
Curriculum support: helping teach... i~ =rpret the syllabus, prepare schemes of work and
lesson plans, and select suitzvle vontent and activities.
Guidance on method- and cids: suggasting teaching methods, questioning techniques and
low-cost teachir. aids suited to the class and the subject.
Assessment guidance: helning teachers construct tests, mark fairly, analyse results and use
them to improve teaching.
Professional development: arranging workshops, peer observation, study circles and in-
service training for teachers.
Follow-up: revisiting the classroom to see whether agreed improvements have actually

been implemented.

General Supervision: Meaning and Scope

General supervision is the overall supervision of the institution as a whole. It is concerned with
the total functioning of the school — administration, finance, buildings and grounds, staff and
student records, admissions, attendance, timetables at the institutional level, stores and

equipment, sanitation, discipline, relations with parents and the community, and compliance
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with the rules and orders of the education department. Its focus is that the institution should

run smoothly, lawfully and efficiently. The head teacher, the district education officer and other

administrative officers mainly perform general supervision when they inspect registers, check

cash books, verify enrolment, review the condition of classronr.»< an\! furniture, and ensure that

government instructions are being followed.

Difference Between General and Instruciio.~2! supervision

The two types overlap in practice — the same officer often performs both during one visit —

but they differ clearly in focus, nurpcse, activities, expertise required and outcome. The

comparison below summarises tt e i ference.

Table 1: General super.ision ~.nd instructional supervision compared

[ Aspect N\

Main focus

gheral Supervision
The institution as a whole:
administration, records,
buildings, finance and discipline

Instructional Supervision
Teaching and learning in the
classroom: curriculum,
methods, aids and assessment

Primary purpose

Smooth, lawful and efficient
running of the school

Improvement of instruction and
of student learning outcomes

Typical activities

Checking registers, accounts,
enrolment, attendance,
buildings, stores and
compliance with rules

Observing lessons, giving
feedback, demonstrating
lessons, guiding lesson planning
and assessment

Who performs it

Head teacher and

administrative officers (e.g.

district education officers)

Head teacher as instructional
leader, subject specialists,
senior teachers and pedagogical
supervisors

Expertise required

Administrative and managerial
knowledge of rules, finance and
records

Deep subject and pedagogical
knowledge and skill in
observation and feedback

Relation with teacher

Largely official and evaluative;
teacher is accountable for
records and duties

Largely professional and
supportive; teacher is a partner
in improving practice

Immediate outcome

Order, discipline, complete
records and proper use of

Better teaching, better learning
and professional growth of
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‘ resources teachers

Examples That Show the Difference

Example 1 — one visit, two kinds of work. When a district off cer :isits a government primary
school and first checks the attendance registers, the ad"nis-‘on . egister, the cash book and the
condition of the boundary wall, he is doing g:nercl supervision. When the same officer
afterwards sits in a Class IV English lesson, .:cer '‘es how the teacher introduces new words,
notes that students get no chance to s:~ak. and later discusses with the teacher how pair work

could give every child speaking praciize, ne is doing instructional supervision.

Example 2 — the head teacher _ two roles. A head teacher who prepares the school timetable,
maintains the stock regis:er and einsures clean drinking water performs general supervision.
The same head teacher perfcrins instructional supervision when she observes a mathematics
lesson, notices that the teacher solves every problem himself on the board, demonstrates how
to let students attempt one step at a time, and revisits the class two weeks later to see the

change.

Example 3 — records versus learning. Verifying that a science teacher has entered marks in the
result register is general supervision; sitting with the teacher to analyse why half the class failed

the question on evaporation, and jointly planning a simple experiment to reteach the concept,

is instructional supervision. The first checks that work was recorded; the second improves the

work itself.
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Relationship Between the Two

The distinction should not be exaggerated into a separation. Good general supervision creates
the conditions — time, materials, order and resources — without which good instruction is
impossible, while instructional supervision gives general supe ‘vici.n its real purpose, because
an efficiently run school that teaches badly has failed ir its nai.i task. In Pakistan, official visits
have historically been dominated by general, i1spe -tion-type supervision, and classroom-
focused instructional supervision has remz..2c? veak; a major aim of modern supervisory
reform is to restore the balance so tk :* evory general visit also includes genuine instructional

support.

Conclusion

To conclude, instruc.'anal supervision is the specialised, cooperative and continuous process of
improving teaching and learning through observation, feedback, demonstration, curriculum
support and professional development. General supervision, by contrast, oversees the whole
institution — its administration, finance, records, plant and discipline — so that it runs
smoothly and lawfully. The two differ in focus, purpose, activities, expertise and outcome, as
the table and examples show, but they are complementary: general supervision maintains the

school, instructional supervision improves what the school exists for, namely learning.

Question 2: Need and Importance of Supervision; Types of

Supervision (20 Marks)

Describe the need and importance of supervision and discuss the different types of supervision

by giving examples.
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Introduction

No organisation improves by itself. Teachers are trained before they enter service, but training
institutions cannot prepare them for every classroom, every syllabus change and every type of
learner they will meet. Between the policy made at the top ai'd *!.> lesson taught in a remote
classroom there is a long chain, and supervision is the lin! thut keeps that chain connected.
Supervision is needed to translate curriculum intr. classroom practice, to support and develop
teachers, to check quality and to feed infori ..t~ back to planners. This answer first explains
why supervision is needed and why i* is ‘mportant, and then discusses the main types of

supervision with examples.

Need for Supervision

The need for superv.-ion arises frcivi several realities of school life. First, there is always a gap
between training and practice: a newly appointed teacher may know the theory of teaching but
still struggle with classroom management, questioning or assessment in a real class of fifty

students. Second, curricula, textbooks and examinations keep changing, and teachers need

guidance to implement new content and new methods correctly. Third, teachers work in

isolation behind closed classroom doors; without an outside professional eye, weak practices
continue for years and good practices are never shared. Fourth, schools differ greatly in staff,
enrolment and resources, so uniform instructions from above do not fit everywhere;
supervisors adapt policy to local conditions. Fifth, the state spends large sums on education and
is accountable to parents and taxpayers for results, which requires a system of observation,

reporting and improvement. Finally, beginning teachers, untrained teachers and teachers
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posted to difficult rural and multigrade schools need regular on-the-job support that only

supervision can provide.

Importance of Supervision

e Improves teaching quality: observation and feedbac'. corre~c weaknesses in planning,
method, questioning and assessment, and spread zhioctive techniques from class to class.
Promotes professional growth: supervision tu-ns fxperience into learning; demonstration
lessons, workshops and study circlec keep teachers professionally alive throughout their
careers.

Improves student learnine: boti=1 teaching directly raises achievement, reduces failure and
dropout, and helps slc'. 1e..rners receive attention in time.

Ensures impleme: *2*0n of rtrriculum and policy: supervisors see that the syllabus is
covered, textbooks are used properly and reforms actually reach the classroom.

Provides coordination: supervision links the school with the district office, aligns the work of

different teachers and classes, and removes duplication and gaps.

Motivates and encourages teachers: recognition of good work by a supervisor raises
morale, while fair guidance protects sincere teachers from discouragement.

Identifies problems and needs: supervisors report shortages of teachers, rooms, furniture
and materials, and training needs, to the authorities who can act on them.

Maintains standards and accountability: regular supervision keeps minimum standards
uniform across schools and makes the system answerable for public money.

Helps new and weak teachers: induction, mentoring and close early supervision prevent

beginners from forming bad habits and build their confidence.
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e Supports school improvement planning: supervisory findings provide the evidence on which

realistic school development plans are built.

Types of Supervision

Supervision is classified in different ways — by attitude anr. methow, by purpose, and by focus.

The main types discussed in the literature of this course < e as follows.

1. Autocratic or Inspection-Type Supe~ricicn

This is the oldest type, inherited from the ~olonial inspection system. The supervisor acts as an
authority: he arrives, inspects recore: and lessons, finds faults, issues orders and writes a
report; the teacher is passive «na orten fearfuil. Its emphasis is control and fault-finding rather
than help. Example: an »fticer makes a surprise visit, checks registers, scolds a teacher publicly
for incomplete written work and ieaves without discussing how teaching could improve. This
type may enforce minimum discipline but it kills initiative, creates tension and rarely improves

instruction.

2. Democratic or Cooperative Supervision

In democratic supervision the supervisor and teachers work as partners. Problems are
discussed jointly, decisions are taken cooperatively, and the supervisor leads by competence
and goodwill rather than by rank. Teachers participate in setting goals and evaluating results.
Example: a head teacher holds a staff meeting in which teachers themselves identify 'poor
reading in Class IlI' as the school's main problem, agree on a shared reading programme,
observe each other's classes and review progress together. This type builds trust, morale and

genuine improvement, and is the philosophy behind modern supervision.
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3. Scientific Supervision

Scientific supervision applies measurement and evidence to teaching. It uses tests, rating
scales, observation schedules and achievement data to judge and improve instruction
objectively rather than by impression. Example: a supervisor ac mi-.i-ters a standardised reading
test in all Class V sections of a cluster of schools, cor.ipa es :esults, finds that one school's
method of teaching phonics produces markedly b :tter scores, and arranges for that method to

be demonstrated and adopted in the other sc:.o2ls

4. Clinical Supervision

Clinical supervision is an intens'\v=2, slassroom-centred cycle developed by Goldhammer and
Cogan: a pre-observaticn <.marence, <lassroom observation, analysis of the evidence, a
feedback (supervisio.n) coference, and a post-conference analysis. It treats one teacher's real
lesson in depth, like a clinical case. Example: a supervisor and a science teacher agree
beforehand to focus on the teacher's questioning; the supervisor records every question asked,
they analyse the record together, and the teacher sets a target to ask more open-ended

questions, which is checked in the next cycle.

5. Creative Supervision

Creative supervision encourages teachers to experiment, improvise and develop their own
solutions instead of mechanically following orders. The supervisor provides freedom, resources
and appreciation for innovation. Example: a supervisor encourages a teacher in a school
without a science laboratory to build a low-cost kit from local materials, invites her to
demonstrate it at a cluster meeting, and recommends her innovation for wider use. This type

develops originality and professional pride.
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6. Preventive and Corrective Supervision

Preventive supervision anticipates difficulties and removes them before they arise — for
example, a supervisor who, before the new session, helps teachers prepare schemes of work
and checks that textbooks have reached schools prevents the co~...mon problem of a confused
start. Corrective supervision acts after a problem has ap,2ar-d — for example, discovering
through test results that students cannot solve fraction problems and arranging remedial
teaching and a workshop on fractions. Botl. .7~ . eeded: prevention is cheaper, correction is

unavoidable.

7. Laissez-Faire Supervision

In laissez-faire supervisicn t'.> superviscr ieaves teachers almost completely free, intervening

only when asked. Exneri¢ nced, highiy competent staff may flourish under it, but in ordinary

conditions it degenerates inte absence of supervision: weak teachers get no help and standards

drift. Example: an officer who signs the visit book without observing a single lesson in a whole

year is practising laissez-faire supervision in its worst form.

Table 1: Main types of supervision at a glance

Supervisor's Role Teacher's Position Typical Example

Autocratic / inspection | Authority, fault-finder Passive, fearful Surprise check of

registers with orders
and warnings

Partner and leader

Democratic /
cooperative

Active participant

Staff jointly plan and
review a reading
improvement
programme

Scientific

Analyst using evidence

Subject of objective
study

Test data compared
across schools to find
effective methods

Clinical

Coach in a structured
cycle

Partner in analysing
own lesson

Observation cycle
focused on questioning
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technique

Creative Encourager of Experimenter Teacher builds and
innovation demonstrates a low-
cost science kit

Preventive Planner who foresees Supported in advance Schemes of work and
problems textbooks checked
before the session

Corrective Problem-solver Guided ~fior 4 di_‘ficulty Remedial plan after
poor results in fractions

Laissez-faire Non-interfering Lritaivne Visit book signed

without any classroom

observation

Which Type Is Best?

No single type suits everv s'tulion. Inspection may be necessary where basic duties are
neglected, and laissez-i~ire ‘reedom suits only the most mature staff. For improvement of
instruction, however, the evidence and the philosophy of this course favour democratic,
cooperative supervision, sirengthened by clinical method, scientific evidence and creative

encouragement, with preventive work preferred wherever possible. A wise supervisor blends

the types according to the teacher's stage of development and the problem in hand.

Conclusion

In conclusion, supervision is needed because of the gap between training and classroom reality,
constant curriculum change, teacher isolation and the state's duty to ensure quality, and it is
important because it improves teaching, develops teachers professionally, raises student
learning, coordinates the system and maintains standards. Its types — autocratic, democratic,
scientific, clinical, creative, preventive, corrective and laissez-faire — differ in the supervisor's

attitude and method. Modern educational supervision in Pakistan should move away from the
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fear-based inspection type towards cooperative, clinical and evidence-based supervision that

treats teachers as professionals.

Question 3: Formal and Informal Classroom Ob<arvation (20 Marks)

Discuss the need for formal and informal classroom cliservetion and suggest ways and

strategies to make both types of classroom observation n.re effective and productive.

Introduction

Classroom observation is the basic toor of instructional supervision: a supervisor cannot
improve teaching he has never se=p. DOpservation, however, is done in two distinct styles.
Formal observation is plani.=u, announced and structured; informal observation is brief,
frequent and largely u ann~unced —- the supervisor's everyday presence in classrooms and
corridors. Both are necessary, and each serves purposes the other cannot. This answer explains
both types, discusses why each is needed, compares them, and then suggests practical

strategies for making each type effective and productive rather than a source of fear or a waste

of time.

Formal Classroom Observation: Meaning and Features

Formal observation is a pre-planned, systematic observation of a complete lesson (or an agreed
part of it) for a definite purpose. Its usual features are: it is scheduled in advance with the
teacher's knowledge; it often begins with a pre-observation conference in which the teacher
shares the lesson plan and agrees the focus of observation; the supervisor uses an observation
schedule or checklist and records detailed evidence; the lesson is observed in full; and it ends

with a feedback conference in which evidence is discussed and improvement targets are
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agreed. Formal observation is commonly used for the appraisal of teachers, the supervision of

new teachers, the follow-up of training, and the detailed diagnosis of a teaching problem.

Informal Classroom Observation: Meaning and Featuress

Informal observation consists of short, frequent, unplannsd or lightly planned visits — often
called walkthroughs or learning walks — in which tke _'pervisor drops into a class for a few
minutes, notes the general pattern of te~cling and learning, exchanges a word of
encouragement, and moves on. There is usu>lly no checklist, no full lesson and no formal
conference; feedback, if any, is bri=f ar,1 immediate — a note, a sentence in the corridor, or
appreciation in a staff meeting. |.- purpose ic not judgement but presence, encouragement,

early detection of proble.» ar. 1 a living victure of the school's daily instructional life.

Need for Formal Observatic:

Accurate diagnosis: oniy a full, structured observation reveals the real strengths and

weaknesses of a teacher's planning, method, questioning and assessment.

Fair appraisal: promotion, confirmation and performance decisions require documented
evidence, which only formal observation provides fairly.

Focused improvement: the pre-agreed focus (for example, questioning or group work)
converts a general visit into targeted professional development.

Follow-up of training: formal observation shows whether what was taught in workshops is
actually being applied in classrooms.

Serious problems: persistent poor results or complaints can only be investigated justly

through careful formal observation of complete lessons.
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e Record and accountability: written observation records create the documentary base for

support plans and for reporting to higher authorities.

Need for Informal Observation

True picture of ordinary teaching: teachers teach natur=ily whe:i a visit is routine and brief;

announced formal visits often produce a reheaursed 'show lesson' that hides everyday

reality.

Frequency and coverage: a supervisor ccn informally visit many classes every week,

whereas formal observation of ~'ery *eacher is possible only a few times a year.

Encouragement and morale: a supervisoi who regularly appears, notices good work and

praises it builds a c'iltz. e ir which sunervision is welcomed, not feared.

Early warning: fa!ir

attencdance in a class, an untaught syllabus portion, a broken

classroom routine or a siruggling new teacher is detected early, before it becomes a crisis.

Support for formal observation: informal notes help the supervisor choose the right focus

and the right time for formal observation of each teacher.

Relationship building: frequent low-stakes contact removes the fear attached to the

supervisor's chair and lays the trust on which honest feedback conferences depend.

Table 1: Formal and informal classroom observation compared

Aspect Formal Observation Informal Observation

Planning

Scheduled in advance, with pre-
observation conference

Unannounced or routine; no
prior arrangement

Duration

Full lesson or agreed extended
period

A few minutes per class

Instrument

Observation schedule /
checklist; detailed notes

Memory, brief notes or a simple
walkthrough form

Purpose

Diagnosis, appraisal, targeted

Presence, encouragement,
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improvement, follow-up

monitoring, early detection

Feedback

Structured feedback conference
with agreed targets

Brief, immediate and informal;
often appreciative

Frequency

A few times per teacher per
year

Weekly or even daily across the
school

Risk if misused

Fear, rehearsed lessons,
paperwork without
improvement

Superficiality; judgements
forraed on too little evidence

Strategies to Make Formal Observatic=~ Fti~ctive and Productive

Agree the purpose and focus beforeha. d: hoid a pre-observation conference, see the lesson

plan, and fix one or two observztiu » fuci so the teacher knows exactly what will be watched

and why.

Use a proper insirumeat: obscztve with a structured schedule covering planning,

introduction, presentation, questioning, student activity, use of aids, assessment and

closure, and record evidence, not opinions.

Record facts, not verdicts: write what the teacher and students actually said and did;

judgements formed later on evidence are accepted, while instant verdicts are resented.

Observe the learners, not only the teacher: note how many students are engaged, who

answers, who is lost; learning evidence is the real test of teaching.

Hold a prompt, balanced feedback conference: begin with the teacher's own self-

assessment, appreciate genuine strengths first, discuss weaknesses with evidence, and

agree a small number of achievable improvement targets.

Demonstrate and support: where a weakness is found, arrange a demonstration lesson,

peer observation or material support instead of merely ordering improvement.
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Follow up: revisit within an agreed period to see the target in action; observation without
follow-up quickly becomes an empty ritual.

Keep records and use them: file observation reports, review them before the next cycle,
and let them inform training plans and school improvement =101 ities.

Protect trust: keep individual observation report. confirlential, separate developmental
feedback from disciplinary action, and never discuss one teacher's weaknesses with

another.

Strategies to Make Informal Cu:.=rvation Effective and Productive

Page 18 of 30 - USMAN NOTES (100% Quality Academic Reference)

Be regular and predictabl= in ha*tern, not iri timing: walk the school daily or on fixed days so
that classroom precel.zc bt comes narimal and stops creating alarm.

Look for learning. i two or three minutes, check what students are doing — reading,

writing, discussing or sitiing idle — and glance at students' notebooks, which reveal the real

pace and quality of work.

Notice and praise specifically: a precise word — 'your word wall is being used well by the
children' — encourages far more than general praise, and public appreciation in staff
meetings multiplies the effect.

Keep brief written notes: a pocket notebook or simple walkthrough form with date, class
and one-line evidence prevents impressions from fading and builds a fair cumulative
picture.

Give micro-feedback immediately: one short, kind and useful point at the door is

remembered better than a long report a month later.
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e Act on what you see: arrange the missing textbook, the repair or the help for the struggling
teacher that informal observation reveals; visible action teaches staff that observation leads
to support.

Never judge on a glimpse: use informal evidence to raisc qut stions and to plan formal
observation, not to label a teacher after a three-mir ute v'si.
Include corridors, playground and assembly: ‘nforn al observation of transitions, discipline

and school routines completes the picture ot uie school's learning culture.

Conclusion

To conclude, formal and informai <lassroonr cbservation are complementary instruments of
instructional supervision. “urm al observation, being planned, structured and evidence-based, is
needed for accurate (iagnosis, fair appraisal and focused improvement; informal observation,
being frequent, brief and natural, is needed for a true picture of everyday teaching,
encouragement, early warning and trust-building. Formal observation becomes productive
when it is focused, evidence-based, followed by balanced feedback and real follow-up; informal
observation becomes productive when it is regular, learning-focused, appreciative and acted
upon. A supervisor who uses only one type either sees rehearsed lessons a few times a year or
forms shallow impressions — using both together is what makes supervision genuinely

effective.

Question 4: Nature of Instructional Supervision; Two Approaches
Suitable for Pakistan (20 Marks)

Explain the nature of instructional supervision briefly and describe briefly any two approaches to

supervision that you consider suitable for educational institutions in Pakistan.
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Introduction

Before choosing how to supervise, one must be clear about what instructional supervision is by
nature — what kind of activity it is, how it relates to teachers, and what values govern it.
Modern instructional supervision is very different in nature frcm *i. > old inspection it replaced.
This answer first explains the nature of instructional surzrv. .1or oriefly, and then describes two
approaches — clinical supervision and democ’ atic (cooperative) supervision — that are

particularly suitable for educational institutic .. i~ Nakistan, with reasons for their suitability.

Nature of Instructional Supen<ion.

e |t is a service, not an autlcrit: its puroose is to help teachers teach better, not to
command, inspect or ot'~.;.ch them.
It is cooperative and democratic: supervisor and teacher jointly identify problems and
solutions; decisions grow out of professional discussion, not orders.

It is centred on the classroom and on learning: its real subject is not the teacher's

personality but the teaching-learning process and its outcomes for students.

It is continuous and developmental: it works through repeated cycles of observation,
feedback and follow-up, aiming at the long-term professional growth of each teacher.

It is scientific in method: it relies on observed evidence, records and, where possible,
measured learning outcomes rather than on impressions and rumours.

It is creative and flexible: it encourages experimentation and adapts its methods to the
teacher's experience, the subject and the local situation; there is no single rigid pattern.

It is professional, not personal: feedback addresses behaviours and techniques that can be

changed, never the teacher's character, and it is given confidentially.
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It is comprehensive: it touches curriculum, methods, aids, assessment, classroom
management and teacher development together, because all of them affect learning.

It is leadership through competence: the supervisor leads because he knows teaching
deeply and can demonstrate it, not merely because he hela: 4 nijher post.

It is ultimately child-centred: every supervisory act *. just.“i~d only if it finally improves what

children learn.

In one sentence, the nature of instructional su,ervision is that of a democratic, evidence-based
professional service whose centre is the classroom and whose goal is the continuous

improvement of teaching and lectin 3.

Approach 1: Clinical Sup<rvision

Clinical supervision, de.cioped by Morris Cogan and Robert Goldhammer at Harvard, treats the
improvement of one teacher's classroom teaching as a careful, staged clinical process. It

normally follows a cycle of five stages: (1) the pre-observation conference, in which teacher and

supervisor discuss the coming lesson, its objectives and the agreed focus of observation; (2)

classroom observation, in which the supervisor records detailed, objective evidence of the
lesson; (3) analysis and strategy, in which the supervisor studies the record, identifies patterns
and plans the feedback discussion; (4) the supervision (feedback) conference, in which the
evidence is shared, the teacher reflects, strengths are confirmed and improvement targets are
agreed; and (5) the post-conference analysis, in which the supervisor reviews his own conduct
of the cycle so that supervision itself keeps improving. The cycle then repeats with the agreed

target as its new focus.
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Suitability for Pakistan. Clinical supervision suits Pakistani institutions for several reasons. First,
it is low-cost: it needs no equipment beyond a notebook or simple schedule, which matters in
resource-poor government schools. Second, it fits the existing structure: head teachers, who
are present in the school daily, can run clinical cycles with ‘»_ir own staff even where the
district supervisor's visits are rare. Third, it directly att«cks ?a'ustan's central weakness — the
quality of actual classroom teaching, especially i1 larg 2 and multigrade classes — because it
works on real lessons rather than on registe.s. reurth, its pre-conference and evidence-based
feedback reduce the fear and resentineit -hat the old inspection style created, because the
teacher knows the focus in advc. ce and is judged on recorded facts. Its limitation — that it is
time-consuming — can ve mcnaged by applying full cycles to a few teachers at a time,
beginning with new and s‘ruggling t<achers, and by training head teachers and senior teachers

as clinical supervisors.

Approach 2: Democratic (Cooperative) Supervision

Democratic supervision is an approach in which supervision is exercised with teachers rather
than over them. The supervisor acts as a professional leader and facilitator: goals are set jointly
in staff meetings, problems are diagnosed collectively, teachers observe and help one another
(peer supervision), demonstration lessons and study circles replace orders, and evaluation is
shared and self-evaluation is encouraged. Authority rests on competence, openness and
goodwill. The supervisor still maintains standards and takes final decisions where necessary, but
the normal method is consultation, participation and shared responsibility for the school's

instructional quality.
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Suitability for Pakistan. This approach fits Pakistan's needs at least as strongly. First, Pakistani
teachers, like professionals everywhere, resist fault-finding inspection; decades of autocratic
supervision have produced fear, concealment and 'show lessons', while cooperative supervision
produces honest discussion of real problems. Second, it <usis nothing and multiplies
supervisory capacity: in a system where one officer r«y be re.sponsible for scores of schools,
peer observation and school-based staff collabo: atior. create supervision inside every school
every week. Third, it suits the reform direction a1 2ady present in Pakistan — school councils,
cluster-based training and mentoring an 2*sume teacher participation. Fourth, it builds the
professional culture and morale ~n vhich every other improvement depends, and it develops
senior teachers into futi.re he~d teachers and supervisors. Its risk — that friendliness may
soften standards — s coi trolled by combining it with clinical method and clear, jointly agreed

targets, so that cooperation daes not mean laxity.

Used together, the two approaches complement each other well: democratic supervision

supplies the philosophy, relationships and school-wide structures, while clinical supervision

supplies the rigorous classroom-level technique through which individual teaching actually

changes.

Conclusion

In conclusion, instructional supervision is by nature a cooperative, democratic, continuous,
evidence-based and creative professional service centred on the classroom and aimed at better
learning. Of the available approaches, clinical supervision and democratic (cooperative)
supervision are the most suitable for educational institutions in Pakistan: the first because it

improves real lessons at almost no cost through a disciplined observation-and-feedback cycle
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that head teachers themselves can operate, and the second because it replaces the inherited
culture of fearful inspection with participation, peer support and shared responsibility,
multiplying supervisory capacity in a system where official supervisors are few. Together they

offer a realistic path from inspection to genuine instructional ir.r. ov 2ment.

Question 5: Problems and Issues of Sunervision in Pakistan; Practical
Steps (20 Marks)

Discuss the major problems and issues re!atea to supervision in Pakistan and suggest

doable/practical steps to address/ solve ther..

Introduction

Pakistan's education syste.n fc rmally haz supervisors at every level — head teachers in schools,
assistant and district ~Zucation officers in the field, and directorates above them — yet
supervision is widely considered one of the weakest links of the system. Visits are few,
classroom support is rare, and teaching quality in most government schools improves very
slowly. The reasons are structural, professional and cultural, and most of them can be
addressed by practical steps that do not wait for a complete overhaul of the system. This
answer first discusses the major problems and issues and then suggests doable, practical steps

against them.

Major Problems and Issues

1. Inspection Mindset Instead of Support

Supervision in Pakistan still largely means inspection: checking registers, attendance and

buildings, finding faults and issuing warnings. The supportive, instructional side — observing
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lessons, demonstrating methods, giving developmental feedback — is neglected. Teachers
therefore fear visits, prepare artificial 'show lessons', hide their real difficulties, and learn

nothing from supervision. The visit improves paperwork, not teaching.

2. Too Few Supervisors and Impossible Ratios

Field officers are responsible for far too many school. a~d teachers spread over large areas. A
single officer may have to cover scores of schcals, nany in remote villages, which makes
regular classroom observation physically impo.sible. Visits become rare, hurried and restricted

to schools near main roads, while remot. schools may not be visited for a whole year.

3. Supervisors Are Not Trcu.od for Instructional Supervision

Most supervisory pos.s are filled by seniority or transfer rather than by demonstrated

excellence in teaching, and appcintees receive little or no training in observation techniques,

feedback skills, coaching cr subject pedagogy. A supervisor who cannot himself demonstrate a

good lesson or analyse one credibly cannot win teachers' professional respect, so supervision

shrinks to administrative checking, which anyone can do.

4. Administrative Overload

Supervisory officers are buried under non-instructional work: reports and returns, meetings,
inquiries, census and election duties, distribution of materials and protocol tasks. Classroom
supervision, which has no immediate deadline, is always postponed in favour of paperwork that
does. Head teachers face the same problem inside schools, spending their day on accounts,

correspondence and visitors instead of classrooms.
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5. Lack of Transport, Funds and Instruments

Many field officers have no official vehicle, inadequate travelling allowance and no budget for
supervisory work, so the geography of supervision follows the officer's personal convenience.
There are also no standard observation instruments, feedback for...3ts or consolidated records
in routine use, so even the visits that occur produce impre sio’ss rather than usable evidence,

and nothing is followed up.

6. No Follow-Up and No Use of Findings

Reports of visits are filed and forgotten. Deiccts pointed out in one visit are not checked in the
next; training programmes are t.nt designed from supervisory findings; and good practices
discovered in one schocl 27 1ot spread to others. Without follow-up, teachers learn that

supervisory advice c.-ries no conseauence, good or bad, and supervision loses all force.

7. Political Interference and Non-Merit Postings

Transfers and postings of teachers and officers are frequently influenced by political pressure
and personal connections. A supervisor who cannot act against an influential absentee teacher,
and who may himself be transferred for trying, soon stops trying. Merit, continuity and

accountability — the foundations of honest supervision — are all weakened.

8. Difficult Classroom Conditions

Supervisors and teachers work amid large classes, multigrade teaching in one-teacher and two-
teacher schools, shortages of rooms, furniture, textbooks and teaching aids, and students who
are often first-generation learners. Advice designed for ideal conditions fails in such classrooms,

and supervisors who ignore these realities lose credibility; yet supervision rarely helps teachers
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with the practical techniques — multigrade management, low-cost aids, group work in crowded

rooms — that their situation actually demands.

9. Teacher Resistance and Low Morale

Low pay, difficult postings, delayed promotions and years uf fault-inding inspection have left
many teachers demoralised and suspicious of supervisrs. suggestions for improvement are
heard as criticism, demonstration lessons are 2o ded. and supervisory visits are treated as an

enemy action to be survived rather than a protcssional help to be used.

10. Weak Data and Accountab li’y Systems

The system collects large arn ..n*s of data but analyses little of it for instructional purposes.
Learning assessments «"e not routine!\ iinked to supervision plans, school performance is not
reviewed with head teacners against evidence, and supervisors themselves are rarely evaluated
on whether teaching in their schools improved — only on whether their reports were

submitted.

Practical Steps to Address the Problems

e Redefine the supervisor's job in writing: issue a clear role description in which classroom
observation, feedback and teacher support carry fixed weight — for example, a minimum
number of observed lessons per month — and judge officers partly on this, not only on
reports submitted.

Train and select for competence: fill supervisory posts through transparent, merit-based

selection that tests teaching knowledge, and give every new supervisor a practical induction
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course in clinical supervision, observation instruments and feedback conferencing, with
refresher training each year.

Reduce the span of control realistically: reorganise beats so that one officer covers a
manageable cluster of schools, and formally make the hec< ce..icher the first instructional
supervisor of the school, supported and monitored 'y the fizld officer.

Create school-based supervision: train seniir te.chers as mentors and institute peer
observation, demonstration lessons anu mu.thly staff instructional meetings in every
school, so supervision happens weckiy :: side the school instead of waiting for the officer's
rare visit.

Free supervisory tim:: c't Juplicate rcports and returns, digitise routine data collection,
and protect fixed days each weeic ior school visits in officers' and head teachers' calendars.
Provide minimum logistics honestly: ensure travelling allowance is paid on time, plan visit
routes cluster-wise to reduce cost, and supply every supervisor with a standard observation
kit — schedules, feedback forms and a follow-up register.

Make follow-up compulsory and visible: maintain a simple follow-up register (manual or

digital) in which every agreed improvement point is recorded with a date and checked on

the next visit; review these registers in district meetings.

Use simple technology: use mobile phones for visit reporting with date-stamped evidence,
messaging groups for cluster-level guidance and sharing of good lessons, and existing

assessment data to choose the schools and topics most needing support.
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Teach for real conditions: include multigrade teaching, large-class techniques and low-cost
teaching aids in supervisory guidance and training, so that advice fits the classrooms
teachers actually face.

Depoliticise by transparency: publish posting and transfer c..eri i, act on them consistently,
protect officers who enforce attendance and star {ara. und involve school councils and
parents in monitoring school functioning.

Recognise and reward good teaching: u.e supervisory evidence to identify and publicly
appreciate effective teachers and n1piv.ing schools; recognition converts supervision from
a feared inspection into a rou.= t.» professiciral honour.

Evaluate supervision itse'¥: | 2view anniially, district by district, whether observed teaching

and student lear."ing iinproved, avid revise beats, training and instruments accordingly.

Conclusion

To conclude, supervision in Pakistan suffers from an inherited inspection mindset, impossible
supervisory ratios, untrained supervisors, administrative overload, lack of transport and
instruments, absence of follow-up, political interference, harsh classroom conditions, teacher
demoralisation and weak use of data. None of these requires an impossible remedy. Redefining
the supervisor's job around classroom support, selecting and training supervisors for
instructional competence, empowering head teachers and peer mentors inside schools,
protecting visit time, ensuring honest minimum logistics, enforcing follow-up, using simple

technology and evidence, rewarding good teaching and shielding the system from interference

are all doable steps within existing structures. Taken together, they can convert supervision
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from a ritual of fault-finding into what it should be — the system's main engine for improving

teaching and learning.
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