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Abstract: This study explores the implementation of digital-based academic supervision through the Ruang GTK platform by employing the Plan–Do–Check–Act (PDCA) cycle and its contribution to improving teacher competence at SDN Sukawangi and SDN 068 Cimincrang. The study is motivated by the need for a more transparent, systematic, and technology-enabled supervision model to meet contemporary quality-assurance demands in basic education. A descriptive qualitative case-study design was used. Data were collected through interviews, classroom observations, and document analysis during the first semester of the 2024/2025 academic year, involving principals and teachers as key informants. Data were analyzed thematically following the PDCA stages. The findings show that supervision planning was carried out systematically in Ruang GTK, including digital scheduling and use of standardized instruments; implementation combined face-to-face classroom observation with digital feedback, although several teachers still faced technical and digital-literacy constraints; the evaluation stage emphasized teacher reflection and strengthened transparency, but participation levels varied; and the follow-up stage took the form of targeted training, coaching, and monitoring, ensuring continuity of the PDCA cycle. The study concludes that integrating Ruang GTK with PDCA not only reinforces accountability in supervision but also supports teachers’ continuous professional development. Practically, the study encourages school leaders, teachers, and policymakers to optimize digital supervision as an instrument for improving teacher competence and educational quality.
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Introduction
Twenty-first century schooling requires teachers not only to deliver content but to act as facilitators who can design reflective, student-centered, and technology-rich learning environments [1]. Academic supervision is therefore no longer understood merely as formal classroom visits; it is an instructional-leadership function to guarantee teaching quality, strengthen teacher competence, and align school practices with national curriculum and performance standards [2], [3]. In Indonesia, this urgency is even stronger because teacher performance is increasingly administered through national digital platforms, one of which is Ruang GTK, issued by the Directorate General of Teachers and Education Personnel (GTK) as a performance, coaching, and supervision space [4], [5].
Previous studies report several persistent problems in academic supervision: excessive administrative burden that makes supervision a compliance activity rather than developmental ; weak culture of reflective professional learning communities [6], [7] and the limited impact of traditional, checklist-based supervision on improving classroom instruction [8] These gaps show that supervision that is purely conventional has not fully responded to the complexity of digital-era teaching. Consequently, several scholars have proposed technology-enabled, hybrid, or e-supervision models to make supervision more valid, traceable, and collaborative [9], [10] consistent with international views that school improvement must be data-informed and collaborative [11].
At the same time, the Indonesian government has begun to mandate digital recording of teacher performance and academic supervision through Ruang GTK to enhance transparency, auditability, and linkage to professional development programs [4], [12]. In principle, such a platform can reduce paperwork, improve communication between principals and teachers, and provide a structured reflective space for teachers to respond to feedback [1] provided that the process is managed using a quality-improvement logic such as Deming’s PDCA cycle [13].
However, research on how Ruang GTK is actually used at school level—how principals plan, implement, evaluate, and follow up supervision through this platform, and whether this leads to demonstrable competence improvement—remains limited. Most previous studies either focus on digital supervision in general [14] on reflective or coaching-based supervision [19], [20], or on obstacles to digital transformation in education [15] without examining an official government platform in an elementary-school context.
Therefore, this study aims to analyze, in depth, the management of academic supervision through the Ruang GTK platform using the PDCA cycle in two public elementary schools with different characteristics. Specifically, this article addresses the following questions: How is academic supervision planned through Ruang GTK at SDN Sukawangi and SDN 068 Cimincrang? How is academic supervision implemented (observed and given feedback) through Ruang GTK? How is supervision evaluated and how is teacher reflection facilitated through Ruang GTK? How is follow-up or competency-development programmed so that the PDCA cycle becomes continuous?
By answering these questions, the article contributes theoretically to the literature on digital academic supervision by integrating (a) the government-backed Ruang GTK platform, (b) PDCA-based quality management, and (c) teacher competence development in basic education [16]. Practically, it offers an operational model that can be replicated by school principals and district supervisors.

Method
This research adopted a qualitative descriptive approach utilizing a multiple case-study design to provide an in-depth analysis of supervision management via the Ruang GTK platform. The study focused on two distinct educational contexts—SDN Sukawangi (suburban) and SDN 068 Cimincrang (urban)—during the odd semester of the 2024/2025 academic year. Participants were selected via purposive sampling, involving school principals and eight teachers who actively utilized the platform, ensuring that the data reflected authentic experiences regarding the planning, implementation, and follow-up phases [17], [18].
Data collection employed three complementary techniques to capture a holistic view of the supervision process. First, in-depth interviews explored participants' perceptions of the PDCA cycle and technical barriers. Second, non-participant observation examined real-time feedback sessions alongside digital entry processes. Third, document analysis scrutinized supervision schedules, digital instruments, and reflection notes. All instruments were rigorously aligned with national supervision indicators. The collected data were analyzed using an interactive model involving reduction, display, and conclusion drawing, allowing for thematic coding centered on issues like digital transparency and follow-up conversion [19]. Finally, research trustworthiness was established through source and technique triangulation, member checking with principals to verify interpretations, and a digital audit trail of Ruang GTK documents to ensure dependability and confirmability [20].
Result
3.1 Planning (Plan): The Transition to Digital-Based Strategic Planning
The planning phase serves as the foundation for the entire academic supervision cycle. In the context of SDN Sukawangi and SDN 068 Cimincrang, this phase marked a significant departure from traditional, paper-based administrative routines toward a more integrated, digital-based strategic planning approach using the Ruang GTK platform. The research found that principals in both schools did not treat supervision as a spontaneous or administrative "tick-box" exercise. Instead, at the beginning of the 2024/2025 academic year, they utilized the platform to draft comprehensive annual supervision plans that were explicitly aligned with the school’s academic calendar and the strategic goals of the Merdeka Curriculum.
The planning process in Ruang GTK required principals to be meticulous. They identified specific teachers’ needs by analyzing data from previous supervision cycles. For instance, if a teacher had previously struggled with classroom management or the implementation of differentiated instruction, the principal would flag these specific indicators in the platform for the upcoming schedule. This shift ensures that supervision is no longer generic—where every teacher is judged by the exact same criteria regardless of their experience level—but is instead tailored to specific subjects, grade levels, and individual pedagogical weaknesses. This personalized approach aligns with the core philosophy of the Merdeka Curriculum, which emphasizes student-centered learning and teacher autonomy.
A crucial element observed in this study was the democratization of the planning process. Teachers were deliberately and actively involved in planning meetings, a practice that significantly altered the psychological climate of supervision. Before the formal supervision period commenced, principals in both schools organized coordination meetings to transparently explain the digital indicators within Ruang GTK. They detailed the timeline for uploads, the specific teaching modules to be assessed, and the types of digital evidence required. By demystifying the algorithm and the assessment criteria beforehand, the schools successfully reduced the anxiety often associated with "inspection." This participatory planning fostered a sense of ownership among teachers; they viewed supervision not as a search for faults, but as a shared roadmap for professional growth. This observation echoes established principles of instructional leadership, which argue that stakeholder participation is essential for building trust and commitment [21].
However, the transition was not without its challenges. The study revealed a digital divide, particularly regarding technical readiness. While the planning logic was sound, some teachers—especially senior teachers or those in the suburban context of SDN Sukawangi—experienced difficulties in navigating the interface. Common hurdles included formatting lesson plans to meet the platform’s upload size limits, linking specific observation instruments to the correct calendar dates, or misunderstanding the digital terminology used in the forms. These technical frictions suggest that while the concept of digital planning is embraced, the execution requires sustained scaffolding. As noted in recent studies on educational technology, the mere introduction of a platform is insufficient without initial training and continuous technical mentoring to bridge the gap between digital intent and operational capability [22].

3.2 Implementation (Do): The Hybrid Mechanism of Real-Time Supervision
The implementation phase, or the "Do" stage of the PDCA cycle, was characterized by a hybrid methodology that blended traditional face-to-face observation with real-time digital documentation. In both SDN Sukawangi and SDN 068 Cimincrang, the physical presence of the supervisor remained central, but the recording mechanism was fully digitized. During classroom observations, the principal (or a designated senior teacher) would sit in the class equipped with a laptop or tablet, observing the teaching-learning process while simultaneously inputting notes, ratings, and immediate feedback directly into the Ruang GTK interface.
This real-time data entry profoundly changed the nature of the observation. In traditional methods, feedback might be given days later, often relying on fading memories. With Ruang GTK, the feedback was immediate and traceable. Teachers could log into their accounts immediately after the lesson concluded and view the supervisor's notes. This transparency made the supervision process significantly more objective; every comment regarding classroom management, student engagement, or instructional clarity was time-stamped and attached to the specific lesson context. This traceability supports the integrity of the assessment, ensuring that feedback is based on observed evidence rather than subjective opinion.
Furthermore, the schools implemented a "dual feedback" system that proved highly effective. The first layer was the digital feedback within the platform, which served as a permanent record that teachers could reread and reflect upon at their own pace. The second layer was a short, interpersonal post-observation conference held shortly after the class. In these face-to-face sessions, the digital data served as the basis for dialogue. Teachers could clarify why they chose a certain method, negotiate future targets, or ask for concrete examples of better practices. This combination of hard digital data and soft human dialogue aligns with reflective-coaching approaches, which have been shown to be far more effective in strengthening teacher learning cycles than isolated reporting [23].
The platform’s capabilities also allowed for a more analytical approach to implementation. Principals utilized the dashboard features to monitor supervision records across different months, comparing performance over time. They could track specific metrics, such as the variety of instructional media used or the level of student interaction. This data-based monitoring facilitates "evidence-informed supervision," allowing the principal to identify patterns of improvement or stagnation [24].
Despite these advancements, the "Do" phase faced infrastructure hurdles. Both the urban and suburban schools reported issues with intermittent internet connectivity, which occasionally disrupted the real-time entry of data. In some cases, principals had to resort to taking manual notes and inputting them into the system later, which diminished the immediacy of the feedback. Additionally, a psychological barrier remained: some teachers expressed concern that the "system-generated" judgment or the rigid selection of digital indicators might not fully capture the complex, contextual dynamics of a live classroom—a limitation often cited in broader research on digital supervision systems [22].

3.3 Evaluation (Check): From Judgment to Collaborative Reflection
In the Ruang GTK ecosystem, the "Check" or evaluation phase was reimagined not merely as a final grading of teacher performance, but as a structured process of collaborative reflection. The findings from SDN Sukawangi and SDN 068 Cimincrang indicate that evaluation was treated as a diagnostic tool rather than a punitive one. The platform provided a compiled view of each teacher’s performance description based on the indicators set during the planning phase. Crucially, this view was accessible to both the supervisor and the teacher, fostering a transparent environment where "secret evaluations" were eliminated.
This bidirectional transparency significantly enhanced accountability. Teachers could read exactly what the principal had written about their pedagogical methods, social competence, and professional conduct. If a teacher disagreed with an assessment—for example, regarding their use of technology in the classroom—they could respond by writing their own reflections or action points within the same platform. This feature reduced the possibility of bias and ensured that the evaluation was a dialogue, not a monologue. Theoretical frameworks on digital education management support this, suggesting that open access to evaluation data builds trust and encourages self-regulation among educators.
At the institutional level, principals utilized the analytic reports generated by Ruang GTK to perform a macro-evaluation of the school’s academic health. By viewing aggregated data, principals could identify systemic trends, such as which indicators were most frequently unmet across the faculty (e.g., designing project-based learning assessments) or which teachers repeatedly required support in specific areas. These data-driven insights were then discussed in internal school meetings, transforming supervision from an individual event into a collective learning process. This aligns with the concept of the "learning organization," where individual data points are synthesized to drive school-wide improvement strategies.
However, the transition to qualitative digital evaluation was not seamless. Some teachers found the qualitative descriptions in Ruang GTK harder to interpret than the traditional numeric scores they were accustomed to. They expressed a need for clearer rubrics to understand what specific behaviors constituted "good" versus "excellent" in the digital text. Furthermore, the integrity of the evaluation was sometimes compromised by administrative compliance issues; some teachers did not consistently upload the required evidence (such as photos of student work or revised lesson plans), causing their digital evaluation reports to appear incomplete even if their classroom performance was adequate. This discrepancy indicates that digital evaluation systems still require structured guidance and routine human follow-up to ensure that the digital record accurately reflects reality [14], [25].

3.4 Follow-Up (Act): Closing the Loop for Continuous Improvement
The final and arguably most critical stage of the cycle is the Follow-Up (Act). In both SDN Sukawangi and SDN 068 Cimincrang, the research highlighted that supervision did not stop at the evaluation report. Instead, the "Act" phase was rigorously pursued to ensure that the findings translated into tangible professional development. The principals actively converted the weaknesses identified in Ruang GTK into concrete follow-up programs. These included short in-house training sessions on digital learning tools, workshops specifically designed to address gaps in understanding the Merdeka Curriculum lesson design, and intense one-to-one coaching for teachers who demonstrated specific, persistent weaknesses.
A defining feature of this digital management model was that these follow-up programs were mapped back into the Ruang GTK platform. This allowed for the online monitoring of progress. For example, if a teacher was flagged for poor classroom management, the follow-up action might be to observe a senior teacher’s class; the reflection from this peer observation would then be uploaded to the platform as evidence of "action taken." This created a continuous loop where the "Act" of one cycle became the baseline data for the "Plan" of the next.
Teachers were also required to upload evidence of improvement, such as revised lesson plans, photos of new classroom practices, or certificates from webinars attended. This asynchronous verification allowed the principal to monitor growth without needing to schedule constant physical meetings, making the process efficient. This continuous loop ensures that the PDCA cycle remains visible and that supervision results actually lead to the enhancement of teacher competence, which is the ultimate goal of academic supervision.
Nevertheless, constraints in this stage were predominantly logistical. Teachers frequently cited a lack of time to attend follow-up training or coaching sessions outside of their heavy teaching hours. Additionally, unstable internet access in certain periods delayed the uploading of evidence. To address these barriers, the schools adopted adaptive strategies. Principals implemented more flexible schedules for coaching and utilized a "distributed leadership" approach by pairing less digitally literate teachers with more competent peers. This peer-tutoring model not only solved technical issues but also built a collaborative culture, consistent with research suggesting that distributed leadership is key to sustainable school improvement [26].
Discussion
The overall pattern found in both schools demonstrates that digital academic supervision through Ruang GTK can be effectively managed if it follows a PDCA logic.
First, the planning stage in Ruang GTK met three current demands of instructional leadership: (a) alignment with national policy—two 2024 GTK circulars that require digital supervision entries; (b) alignment with curriculum change—supervision focused on differentiated instruction and projects as required by the Merdeka Curriculum [25] and (c) teacher participation—teachers knew beforehand what they would be observed on, which is crucial for adult learning and accountability. This is in line with digital-supervision readiness findings reported in [9], [27].
Second, the implementation stage combined the strengths of face-to-face classroom observation (rich context, immediate pedagogical dialogue) with the strengths of digital platforms (documentation, analytics, traceability). This corresponds to the “hybrid e-supervision” model proposed in [28] and is also consistent with international work on video-based and platform-based coaching, which improves instructional quality when feedback is specific and timely [29].
Third, the evaluation stage clearly functioned as the “Check” in PDCA—using real data generated by the platform, allowing teachers to reflect, and giving principals an evidentiary basis for school-level decisions. This matches earlier arguments that digitalization increases transparency and reduces subjective bias in supervision. It also connects with the idea of “visible learning” that stresses the importance of feedback and evidence of impact on teaching [30].
Fourth, the follow-up stage confirms that supervision is developmental only when it is converted into sustained professional development—coaching, workshops, mentoring, and monitored action plans. This is strongly recommended in leadership and school-improvement literature, which argues that supervision must be tied to capacity-building and not stop at inspection [31].
Importantly, this study also shows that digital literacy is now part of teacher competence. Some teachers could not fully utilize Ruang GTK, so the digital platform simultaneously functioned as a supervision tool and a diagnostic tool for teachers’ ICT skills—something that future policy (e.g., integration with the government’s broader digital-teaching platforms) needs to anticipate [32].
Conclusion
This study concludes that academic supervision management through the Ruang GTK platform at SDN Sukawangi and SDN 068 Cimincrang was successfully organized in a systematic PDCA cycle:
1. Plan: supervision schedules, instruments, and indicators were prepared and uploaded digitally; teachers were involved; and plans were aligned with Merdeka Curriculum demands.
2. Do: supervision was conducted through classroom observation plus digital recording and feedback in Ruang GTK, creating a transparent and participatory atmosphere.
3. Check: evaluation used digital reports and teacher reflections to generate evidence-based judgments and to build school-level transparency.
4. Act: follow-up took the form of targeted trainings, coaching, and monitored action plans, which closed the PDCA loop and supported continuous teacher professional development.

Thus, integrating Ruang GTK with a PDCA-based management approach strengthens accountability, makes supervision data-driven, and—most importantly—turns supervision into a learning process for teachers. For wider implementation, this study recommends: (a) continuous digital-literacy training for teachers; (b) enhancement of analytic and reflection features in Ruang GTK so feedback becomes even clearer; and (c) policy flexibility at school level so follow-up activities can fit teachers’ time and infrastructural realities.
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