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PREFACE

This volume, like its predecessors published in 1963 and 1975, deals with the
theory, research, and evolving concepts of supervision of instruction. This edi-
tion is concerned in some depth with strategies and practices for promoting in-
structional change as well as responding to the persistent issues surrounding
public education in most countries. The research base for defining and
guiding supervisory behavior is now substantial. The theory building of earlier
years in human relations, organizations, .ommunications, power and in-
fluence, leadership, and teaching now provide a skeleton on which modest,
but useful, models for supervision can be built. This volume attempts to move
supervision of instruction from the stage of a craft to that of a professional
specialization.

The writer sees supervision as one of the essential functions of the
school operation. The supervision function has assumed unprecedented im-
portance in recent decades. A 30-year epoch of educational change has pro-
duced only modest results. Gradually it is coming to be seen that systems that
are permitted to change themselves in unplanned or erratic ways spawn many
unfortunate side effects. Human organizations require human agents of
change. Complex school organizations require a cadre of highly skilled person-
nel designing and implementing sophisticated programs of instructional im-
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xvi  Preface

provement. The part-time amateur supervisor is being replaced by demands
for full-time expert change agent teams.

Part [ (Chapters 1-8) is the heart and core of this book, as it attempts to
view supervision of instruction as a major unique function of the school opera-
tion, defines terms, analyzes strategies, and presents alternative approaches.
In each chapter the current literature is heavily drawn upon; but the intent is
synthesis, not a cataloging of ideas. The writer has endeavored in these eight
chapters to provide a comprehensive way of viewing, analyzing, and concep-
tualizing supervisory behavior in educational organizations.

Part IT (Chapter 9-11) is supplementary as well as complementary to the
basic presentations in earlier chapters. The case material in the final three
chapters illustrates a variety of practices—some new, some old, some in-
novative, some routine. The reader may find the cases useful as aids in
translating theory into practice.

This book was written with several kinds of readers in mind. Uppermost
in the writer’s consciousness was the instructional supervisor (of whatever job
title or position). The book is also addressed to superintendents, deans, college
presidents, and school principals. These administrators are all engaged in
supervision of instruction in various ways. The administrators are addressed
by this writer for still another reason. Their success in administering instruc-
tional organizations in these changing times will depend substantially on their
understanding of the supervision function and their ability to facilitate the
more dynamic forms of supervisory behavior,
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CHAPTER ONE

THE INSTRUCTIONAL
SUPERVISION
FUNCTION

Supervision is one of the essential functions for the operation of good schoals.
This chapter defines instructional supervision in broad perspective. An effort
is made to present a realistic yet theoretically sound structure for viewing
the professional tasks of supervision. The place of instructional supervision
within the larger framework of the total school operation is analyzed with
emphasis upon functional interrelationships. Supervisory behavior is de-
scribed as a special form of leadership, closely related to but distinct from
administrative leadership. Further distinctions are made between supervision
for change and supervision for maintenance. The roles of various school per-
sonnel in the supervision of instruction are differentiated.

DEFINING THE SCHOOL OPERATION

Theoretical Perspectives

Supervision, like any complex part of an even more complex enterprise,
can be viewed in various ways and inevitably is. The diversity of perceptions
stems not only from organizational complexity but also from lack of infor-
mation and absence of perspective. To provide perspective, at least, the total



2 The Instructional Supervision Function

school operation must be the point of departure for analyzing instructional
supervision as a major function.

Certain theoretical frames of reference have been employed in various
writings about instructional supervision. Social-psychological theory has been
drawn upon quite heavily to form the “human relations” view of supervisory
behavior as reflected in the work of Lovell and Wiles (1983). Social systems
theory has been drawn upon to form the basis for a contrasting view (Fey-
ereisen et al., 1970). Communication theory has offered still another way of
viewing supervisory behavior, with emphasis on self-analysis and feedback
techniques promoted by Flanders (1970). Psychiatric theories, especially those
of Carl Rogers (1959), offer still other ways of thinking about instructional
supervision. All of these frames of reference seem to offer promise for im-
proving instruction through more efficient supervision. However, most views
of supervision by theory-oriented writers are more prescriptive than descrip-
tive (Sullivan, 1982) and tend to be narrow rather than broad-gauged.

The need for objective descriptions of complex human affairs in ad-
vance of schemes for change should be obvious. Current practice in super-
vision of instruction is at best vaguely understood in the absence of research
in either depth or scope. Case studies are few and fragmentary. Even a simple
history is yet to be written.

Without waiting for these many gaps to be filled, this book attempts to
piece together from various sources a description of the instructional reali-
ties, analyze the current practice, project needs, and draw upon both re-
search and theory to suggest new and better practices in supervision. At the
very least, it is to be hoped, practitioners can abandon the naive notions still
common in much that is being written about “supervision made simple”
(Goldstein, 1982).

Supervision in the Total Operation

Supervision must be conceptualized as a set of reasonably distinctive
endeavors within the total context of the school operation. Obviously, no
realm of human behavior is entirely distinctive. To categorize certain en-
deavors as supervisory, however, requires that they have certain distinguish-
ing characteristics.

There has been a tendency to label certain arrays of behaviors as in-
structional supervision without relating them to the whole educational system
of which they are a part. Hence, stereotypes have developed that lead to
confusion and conflict in thought. Properly conceptualized, instructional su-
pervision is seen as one part of a total operation geared to procucing certain
outcomes. More specifically, we can think of the educational system as a
learning-producing enterprise with instruction as the basic set of production
techniques.

A view of instructional supervision as part of a total operation is given
clarity by recognizing other “parts” and showing their relationship to super-
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vision. But the nature of supervision of instruction must also be clearly
understood.

A Two-Dimensional Framework

When one focuses on learning as product and instruction as productive
process, the pupil becomes the obvious counterpart which might be termed
“raw material.” The two critical dimensions for viewing the educational op-
eration at its central core are pupils and instruction.* Therefore, instruction-
relatedness and pupil-relatedness can be regarded as major dimensions for ana-
lyzing the operation of the school and hence for distinguishing instructional
supervision from other endeavors.

Figure 1.1 presents a grid with these two dimensions. Through use of
such a grid five functional areas of the educational operation are defined and
differentiated. Each major functional area is characterized by the degree to
which endeavors are pupil-related and instruction-related.

Mustrative Endeavors

Any endeavor of one or more school personnel can be associated with
a portion of the grid shown in Figure 1.1. By estimating the degree of pupil-
relatedness and instruction-relatedness of any endeavor, a point on the grid
is determined. Each point designating a given endeavor can be compared
with other endeavors. Similarly, the array of endeavors of a staff member can
be plotted to represent a graphic job description.

Endeavors that are characterized as directly instruction-related and also
directly pupil-related include classroom presentations, educational counsel-
ing, and assisting children in selecting a library book. These are only illus-
trative, of course. The administration of achievement tests to pupils involves
behaviors that are directly pupll related but perhaps are not as directly in-
struction-related as is educational counseling involving the use of such test
data.

At the other extreme are endeavors that are remotely pupil-related and
only indirectly instruction-related. Such. endeavors include auditing ac-
counts, collecting taxes, and changing tires on the school bus. These are all
important and even essential to the efficient operation of the educational
system. They are characterized, however, by behaviors that are neither pupil-
related nor instruction-related in direct ways.

Still other endeavors are directly instruction-related but not directly
pupil-related. Such endeavers include observing in a classroom, selecting new
instructional materials, and conducting an in-service session. All of these are
directed toward influencing instruction in rather direct ways, but they are
not carried on with pupils. Their impact on pupils is indirect.

*Qbviocusly, this analogy is overly simple. It is a dangerous oversimplification if we forget
the large differences among pupils not found in inert raw material, or if we fail to recognize the
essentially human, interactive nature of the pupil as the object of instruction.
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General Administration
Function

INSTRUCTION - RELATED ——
Directly

Indirectly

Remotely Directly
PUPIL-RELATED s =

FIGURE 1.1 Major functions of the school operation.

Endeavors that are directly pupil-related but indirectly instruction-re-
lated are still different. The checking of pupil vision, tying shoelaces in kin-
dergarten, and applying a bandage to a scraped knee are necessary and
desirable endeavors that influence pupils’ lives but relate only indirectly to
instruction.

Many endeavors tend to be neither directly pupil-related nor directly
instruction-related. The distribution of materials of instruction, conferences
with parents, and rescheduling of classes are endeavors that have some re-
lationship to pupils and to instruction but are not highly related. The ma-
terials, for instance, cannot influence pupils’ lives or the instructional process
until the teacher or the pupil puts them to use. Distributing such materials
to classrooms has no such impact by itself. On the other hand, this endeavor
is certainly more directly pupil-related and instruction-related than budgeting
for such materials or purchasing them.

Any given endeavor, taken in isolation, can be located at some point
on the school operations grid shown in Figure 1.1. As such, various endeavors
can be systematically classified as falling into one functional area of the school
operation rather than another. Ideally, of course, each endeavor is one of a
series contributing to pupils’ learning. Hence, the setting of a tax rate leads
to the collection of funds, which may in turn lead to budget planning, pur-
chasing of materials (for instance), delivery of materials, and revised lesson



