High-Impact Tutoring
Implementation Guide

A 4-Part Strategic
Framework for District-Wide
Academic Improvement
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Building for Success:
The Strategic
Planning Playbook

A successful tutoring initiative begins with
thoughtful, data-informed planning. This playbook
is intended for district leaders responsible for
designing a high-impact tutoring program. The
following best practices provide a framework for
building a strong foundation that ensures your
investment yields district-wide dividends.
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The Foundation for Success:
Pre-Implementation Planning

A successful tutoring program begins with a strong foundation. This pre-
implementation phase ensures your program is built on clear goals, accurate
data, and a customized design.

Phase 1: Alighing Goals and Securing Resources

e Defining Program Objectives: Clearly articulate what you want to achieve.
Is the primary goal academic recovery for students below grade level, or
is it acceleration for proficient students? Defining this focus will guide all
subsequent decisions. Our Customer Success and Instructional Leadership
teams will collaborate with you to develop a strategic plan that targets your
district's specific needs.

e Identifying and Allocating Funding Sources: Leverage available funding
streams, such as ESSER, state grants, or general funds. Our team can help
you align program design with funding requirements to ensure sustainability.

e Building a District Implementation Team: Designate a Program Coordinator
or a small team to serve as the primary point of contact. This role is critical
for overseeing rostering, communication, data monitoring, and managing
student sessions within the K12 Tutoring platform. This dedicated contact
ensures smooth execution and a single point of communication between the
district and our Customer Success team.
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Phase 2: Data-Driven Student Identification

e Establishing Criteria for Student Selection: Use a combination of metrics to
identify students, including state test scores, local benchmark data, diagnostic
assessments (e.g., beginning-of-year results), and teacher recommendations.
This ensures that tutoring is directed toward students who will benefit the most.

e Analyzing District Data to Quantify Student Need: Evaluate your district's data
to understand the scope of need. This analysis ensures resources are directed
where they will have the greatest impact and helps define the instructional focus
for tutoring sessions.

e Prioritizing Student Groups for Maximum Impact: Focus your initial efforts
on specific grade levels or subject areas where support is most critical, such as
Grades 3-8 in Math and Literacy. This allows for a concentrated effort that can
produce clear, measurable results.
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Phase 3: Designing Your
Customized Tutoring Program

e Selecting the Tutoring Model: Choose the
model that best fits your students' needs
and district goals.

e 1:1 Tutoring: Ideal for students with
significant learning gaps, those with
IEPs, or for intensive remediation
and acceleration that requires highly
personalized attention.

e Small Group Tutoring (2-5 students):
Effective for reinforcing skills, promoting
peer collaboration, and serving more
students efficiently while maintaining
a high degree of personalization. This
model works well for students with
similar academic needs.

e Determining Program Scope and Scale:
Decide whether to begin with a pilot
program at select schools or implement
a district-wide rollout. A pilot can provide
valuable insights and build stakeholder buy- K12 Tutoring offers flexible

in before scaling. Our team is equipped to schedulipg.to minimize disruption
support either approach. and maximize attendance.

e Establishing a Tutoring Schedule: K12 Tutoring offers flexible scheduling
to minimize disruption and maximize attendance. Consistent, predictable
schedules are a research-backed best practice. Options include:

e During the school day: Integrate tutoring into advisory or intervention
periods, or use a pull-out model during non-core classes.

e After school: The most common option, providing flexibility for families
and staff.

e Before school: An excellent choice for 1:1 or small group sessions
without impacting core instruction time.
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Understand Your District's Current Context to
Define the Strategy

Effective program design requires a deep understanding of your
district’s unique landscape. K12 Tutoring collaborates with your
leadership team to conduct a needs assessment and identify potential
barriers to success.

e Gather Information on Current Programs and Perspectives: Our
team of K12 Tutoring Experts meets with directors of curriculum
& instruction and school-based teams to understand your
expectations, desired outcomes, and instructional focus. This ensures
our partnership complements your current efforts and aligns with
your long-term vision.

e Address Current Needs and Academic Pressure: We work with you
to identify underperforming subjects, such as math and literacy,
that may be contributing to challenges in meeting state or national
test rankings. Our programs are designed to directly address these
areas, helping to reduce learning gaps and improve overall district
performance on key assessments.

o Identify Risks and Mitigation Strategies: Our team works with you
to anticipate challenges, such as scheduling complexities, staff
capacity, or funding sustainability. We then co-develop practical risk-
mitigation strategies, like leveraging our flexible scheduling models
to fit tutoring into existing bell schedules without disrupting core
instruction, thereby conserving valuable district resources.
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Determining the Best Tutoring Model for Your District

Choosing the optimal tutoring model for your district requires a collaborative
evaluation of student needs, program objectives, budget constraints, and logistical
considerations. K12 Tutoring partners with your district to navigate these factors,
ensuring the selection of a model that best fits your specific requirements.

1. Student Needs and Learning Goals
e 1:1 Tutoring is ideal for:

e Students with significant learning gaps or Individualized Education Programs
(IEPs).

e Intensive remediation or academic acceleration.

e Personalized pacing and dedicated attention tailored to individual progress.

e Small Group Tutoring (2-5 students) works well for:
e Groups of students with similar academic needs.
e Fostering peer collaboration and engagement.

e Efficient use of resources while maintaining a level of personalization.

2. Program Objectives

e If the primary goal is rapid academic recovery or test preparation, 1:1 tutoring is
often the most effective option due to its highly targeted approach.

e For objectives such as skill reinforcement, homework assistance, or Social-
Emotional Learning (SEL) integration, small group sessions provide an engaging,
cost-effective solution.

3. Budget and Staffing Capacity

e 1:1 Tutoring typically requires a higher investment per student due to increased
tutor-to-student ratios. However, its impact, especially for at-risk students, can
justify the cost.

e Small Group Tutoring allows districts to serve a broader population, leveraging
fewer tutors while still driving measurable academic improvements.
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4. Scheduling and Logistics

When planning the implementation, consider the following logistical factors:
e Available time slots during the school day or after hours.
e Space availability in classrooms or virtual learning environments.
e Technology infrastructure, particularly for online tutoring models.

e Flexible scheduling and adaptable session formats can help mitigate
these challenges.

5. Research and Outcomes

Evidence-based studies underscore the effectiveness of both tutoring models
under specific conditions:

e 1:1 Tutoring consistently demonstrates the highest academic gains,
particularly in foundational literacy and math.

e Small Group Tutoring achieves strong results when the group size remains
small (2-5 students) and the instruction is targeted to the group’s shared
academic goals.

Selecting the optimal model requires a strategic alignment of these factors
with district priorities. Collaborating with an experienced partner like K12
Tutoring can ensure smooth implementation and measurable success.
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The Role of Principals and School Administrators in
the Implementation Process

Below is a chart highlighting the key responsibilities of principals and school
administrators in successfully implementing high-impact tutoring programs:

Category

Strategic Alignment &
Advocacy

Operational
Coordination

Communication &
Engagement

Monitoring &
Feedback

Staff Support &
Culture Building

Responsibilities

Champion the tutoring program within the school community.

Ensure the program aligns with school improvement plans, academic goals,
and equity initiatives.

Advocate for staff buy-in and student participation.

Support rostering and scheduling logistics, especially for high-dosage or in-
school sessions.

Coordinate space, technology access, and supervision for tutoring sessions.

Ensure educators understand their role in supporting tutoring (e.g., identifying
students, sharing data).

Communicate program goals and logistics to families, students, and staff.
Reinforce messaging from the district and K12 Customer Success Team.

Address concerns or barriers to participation (e.g., attendance, motivation,
tech access).

Review attendance and engagement reports regularly.
Provide feedback on implementation challenges or successes.

Collaborate with district coordinators and K12 teams to make adjustments
as needed.

Encourage teachers to collaborate with tutors and share academic insights.
Promote a culture of support and high expectations around tutoring.

Recognize and celebrate student progress and educator contributions.

This collaborative approach from school-level leaders strengthens program
implementation, ensuring alignment with district priorities and maximizing the

impact of tutoring on student outcomes.
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Set Clear Goals Aligned with District Priorities

Program goals provide the foundation for measuring success and justifying continued
investment. We work with districts to develop specific, measurable, and time-bound
goals that align with strategic academic priorities, such as closing learning gaps,
improving test scores, or enhancing literacy and math proficiency.

These objectives provide a clear roadmap for implementation and a framework for
measuring program success. Consider the following metrics when setting goals:

e Program Design & Alignment: A dedicated team of instructional leaders
collaborates with directors of curriculum & instruction and school-based teams to
establish clear expectations for tutoring, desired outcomes, instructional focus,
and session pacing. This ensures a foundational alignment for all subsequent
program metrics.

e Participation: The number or percentage of students in a target subgroup (e.g.,
grades 3-8, students with IEPs) receiving high-impact tutoring, defined by a
minimum number of sessions attended.

e Academic Growth: The increase in tutored students’ proficiency on benchmark
assessments (e.g., FAST, NWEA MAP) compared to non-tutored peers.

e Engagement: Improvements in student attendance and engagement on
tutoring days.
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Pilot, Measure, and Improve to
Ensure Scalable Success

Launching a smaller-scale pilot program is a
sound strategic move for building momentum
and refining your approach. A pilot generates
proof points, builds stakeholder investment,
and allows for data-driven iteration before you
commit to a district-wide rollout.

e Select Pilot Sites and Define Goals: We
partner with you to select a varied set of
schools for a pilot, demonstrating the model's
effectiveness across different contexts
within your district. Together, we establish
clear, measurable goals and data collection
requirements before launch.

e Establish a Continuous Improvement Cycle:
Our process includes regular data review
meetings with pilot schools. This allows us to
analyze leading indicators like attendance and
engagement, make real-time adjustments,
and assess program effectiveness—providing
your board with progress reports before the
identified pilot ending.
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Use Data to Demonstrate ROl and Drive Continuous
Improvement

Data is essential for demonstrating effectiveness to your board and identifying
opportunities for improvement. K12 Tutoring provides a robust system for data
collection, analysis, and reporting, formatted for leadership review.

e Provide Clear, Board-Ready Reporting: Our platform offers student- and
school-level reports on key metrics, including attendance, engagement, and
academic progress.

e Assess Implementation and Impact: We correlate tutoring participation with
academic outcomes on your district’s benchmark assessments to clearly
measure ROI.

e Design for Rigorous Evaluation: Our data-driven approach provides the
evidence needed to demonstrate program effectiveness, guide scaling
decisions, and build the case for long-term, sustainable funding.
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Engage Stakeholders to
Build District-Wide Support

Securing the support of key
stakeholders—including teachers,
principals, administrators, parents,
and community leaders—is essential
for creating a foundation for success.
Clear and consistent communication
fosters trust and ensures that everyone
understands the value of the initiative.
K12 Tutoring provides communication
assistance to support your outreach,
focusing on key messages:

e What high-impact tutoring is and its
role as a powerful tool for reinforcing
classroom instruction.

e How the K12 Tutoring partnership
supports the district’s existing
academic goals.

e The timeline for critical steps, such
as student identification, scheduling,
and program launch.

e Success stories and impact data
from pilot phases to build confidence
and enthusiasm for expansion.

Implementing a high-impact tutoring program is a strategic investment in your
students’ futures and a direct response to the academic goals set by your board.

By following these best practices and leveraging the expertise of K12 Tutoring, you

can build a program that closes achievement gaps, boosts student confidence, and
creates a sustainable culture of academic excellence. Our collaborative approach
ensures the program is tailored to your district’s needs, manageable for your staff, and
impactful for your students.
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Program Strategy & Funding FAQs

This guide answers common questions from district leaders about planning a

high-impact tutoring program with K12 Tutoring.

Q: How can a tutoring program
align with our district's strategic

goals?

A: A K12 Tutoring partnership is designed
to directly support your district's primary
objectives, such as improving proficiency
rates, closing achievement gaps, and
increasing student engagement. We work
with your leadership team to customize the
program's focus, targeting specific grade
levels, subjects, and student populations to
ensure it functions as a core component of
your academic strategy, not a peripheral
initiative.

Q: What funding sources can our
district use for this program?

A: Districts typically leverage a variety of
federal and state funding streams. Common
sources include Title I, ESSER funds, state-
specific grants for learning acceleration,
and general operating budgets allocated for
academic interventions.
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Our team can provide guidance to help you
align program design with the requirements
of these funding sources to ensure
compliance and sustainability.

Q: How do we ensure this program
is an efficient use of limited
resources?

A: Our model is designed for a high return
on investment (ROI). By using certified
teachers, evidence-based practices, and a
data-driven approach, we focus resources
where they will have the greatest impact.

We provide detailed reporting that
correlates tutoring participation with
academic growth on your district’s
benchmark assessments, allowing you to
clearly demonstrate the program's value to
your board and community.
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Planning & Engagement Checklist

Use this step-by-step checklist to guide your strategic oversight of a high-impact
tutoring program with K12 Tutoring. Each item is a clear, actionable task supporting
measurable academic improvement.

Pre-Implementation Strategic Planning

O Define primary program objectives (e.g., learning recovery, literacy gains).

O Identify and secure funding sources (Title I, ESSER, state grants).

O Confirm budget alignment with the Chief Financial Officer.

O Appoint a district program coordinator as the point of contact.

O Set data-driven criteria for identifying students (benchmarks, recommendations).
O Approve tutoring model (1:1 or small group), program scope, and schedule.

O Collaborate with K12 Tutoring to customize program parameters and align with
district priorities.

O Ensure the tutoring program integrates seamlessly with the existing curriculum and
state standards.

O Outline data collection and reporting systems to track progress and measure
success.

O Develop a detailed implementation timeline, including training sessions for district
staff and certified K12 tutors.

O Establish communication protocols between K12 Tutoring, district administrators,
and participating educators for ongoing support.

O Schedule regular program evaluation meetings to review data insights, address
challenges, and make necessary adjustments.

O Identify technology requirements for online tutoring, ensuring access for all
students involved.

O Secure a plan for scalability, allowing for expansion district-wide based on initial
outcomes and district objectives.
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Planning & Engagement Checklist

Stakeholder Engagement & Communication

O Present program goals, ROI, and alignment at the school board meeting.
O Meet with principals and instructional leaders to review roles and plan.

O Direct program coordinators/principals to communicate with teachers
about tutoring role alignment and expectations.

O Review and approve communication plans for parents and the community.

O Communicate the program's goals and benefits to parents, teachers, and
stakeholders to foster community support and engagement.
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Let’s build a strong
foundation

Successful outcomes start with deliberate
planning. If you’re preparing to design or scale a
high-impact tutoring program, K12 Tutoring can
help you align goals, resources, and data to build
a program that’s sustainable, measurable, and
built for district-wide impact.
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Connect with
K12 Tutoring

Email us
support@tutoring.k12.com

Visit our website
schools.tutoring.k12.com

KI2Tutoring

FOR SCHOOLS
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