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his promising practice article explores the im-

plementation of an academic recovery pro-

gram along with supplemental programs at a
small liberal arts Historically Black College and Uni-
versity (HBCU) in the southeastern United States,
Miles College. Miles is an open-enrollment institu-
tion, where most students are Pell Grant eligible,
first-generation, or coming from underserved high
schools. With this combination of factors in mind
and the vulnerability of this population, academic
support services were designed to address student
needs more proactively in a holistic manner rather
than only addressing academic concerns. Compo-
nents of this program included an early alert pro-
gram, an academic recovery program, professional
tutoring, peer tutoring, and academic coaching.

As universities and colleges strive to return
to a sense of normalcy in a post-COVID environment,
questions of student acclimation back into a more rig-
orous academic space while continuing to deal with
the aftermath of COVID-19 remain. Although there is

no generalized experience, students may have various
levels of trauma, including losing loved ones, housing
insecurity, food insecurity, and other detrimental im-
pacts. The students today faced social isolation during
the pandemic, with the most vulnerable experiencing
the highest levels of stress (Winston, 2022). These
physical and mental stressors in their worst form
wreaked havoc upon the students’ social and emo-
tional well-being, with effects including depression,
sleep disturbances, suicidal tendencies, obesity, high-
er blood pressure, and a higher risk of heart disease
(Winston, 2022). These stressors were further exac-
erbated by the financial strain many families faced,
as well as barriers to technological access often faced
by low-income families. Black and Latino groups saw
higher rates of food insecurity, housing insecurity,
and unemployment (Winston, 2022). Black and Lati-
na women faced unemployment rates twice as high
as their White counterparts. Already present dispar-
ities between communities heightened during the
pandemic, creating further barriers for underserved
populations. By implementing high-impact practices,
postsecondary institutions can address these barriers,
particularly HBCUs, as they have historically served
underrepresented student populations in higher ed-
ucation. In creating academic recovery programs that
offer both breadth and depth, students can engage
with faculty, staff, and their peers, should the institu-
tion provide peer-to-peer learning.

With this background in mind, it is critical
for postsecondary institutions to become places in
which to provide students with a safe atmosphere
that is conducive to their learning. Given the high
number of historically underrepresented popula-
tions attending HBCUs, these institutions are unique-
ly positioned to provide this type of supportive atmo-
sphere to those impacted by historical inequities that
were only exacerbated by the trauma of COVID-19.
Two methods utilized to create such a space are
social and emotional learning (SEL) and trauma-in-
formed teaching (Paunesku, n.d.). Paunesku’s theory
of transformative SEL posits that through creating
more equitable learning spaces, we as educators can
more meaningfully create productive learning envi-
ronments in which students can achieve academic
success and become lifelong learners. Within these
trusting and collaborative environments, students
have not only their academic needs addressed, but
also their concerns related to their personal lives. Ayre
and Krishnamoorthy (2020) examined the impact of
trauma on school performance, which can manifest
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through lower academic performance, poor mem-
ory recollection, decreased emotional control, and
lower reading levels. Research has further shown that
the most effective manner for many students to learn
is within a group setting with their peers, which is one
of many reasons why group tutoring and Supplemental
Instruction remain so popular and impactful (Conway &
Mutisya, 2018). New systems of social support can then
offset some disruptive behaviors students experienced
when beginning college.

These high-impact practices are particularly
critical for students with higher needs who are typ-
ically identified as first-generation or Pell Grant el-
igible. Following COVID-19, there have been serious
impacts on the population at large, and particularly
for college-aged students. With these shifts, students
need systems of support previously only needed for
students with higher needs. Mental health data on
college students shows increasingly more students
fall into the high-risk category; colleges now need
more intensive programs offering specialized support.

Institutional Background

Miles College is accredited by the Southern
Association of Colleges and Schools (SACSCOC). Many
students are from underserved high schools that have
limited access to the same funding and resources as
other college-bound students. The student popula-
tion at this institution has more high-risk factors typ-
ically associated with low retention and persistence
rates because the majority are first-generation and
come from families of lower socioeconomic status.
In 2022, 94% of those enrolled were Black or African
American, with 79% receiving some type of federal or
Pell Grant. First-Generation and Low-Income (FGLI)
students typically face more challenges entering col-
lege, which at times can lead to requiring more tar-
geted and intensive intervention programs (Winston,
McCann, & Onofrei, (2022).

Implementation of Programs

The full implementation of the Academic Re-
covery Program took 2 years, and changes were made
to better address issues facing students. The process
began in the fall of 2022 under the academic recov-
ery coordinator (ARC), who oversaw four academic
recovery coaches, three of whom were faculty mem-
bers and one who was an academic advisor. The ARC
spearheaded this effort and served as the central hub
of information. Upon receiving a list of students on
academic warning and probation from the registrar’s
office, the ARC took on the bulk of the students on the
list and split the remaining students amongst the four
academic recovery coaches. Students on academ-
ic probation or who did not meet SAP requirements
were to meet with their coach every week, and those
on academic warning were to meet every other week.

Students not meeting Satisfactory Academic Progress
(SAP) were to meet with the ARC every single week,
and all students were required to attend 4—6 hours a
week of study hall and tutoring activities. During this
first semester, faculty members who had students
who were not meeting SAP requirements on academ-
ic probation or academic warning were not asked to
report back information on how students were doing
in their classes. It was in the spring of 2023 that this
information was requested to produce accurate re-
ports and to create more transparency with faculty
about the program.

During this first semester, each academic
coach updated their own spreadsheet. Staff mem-
bers who participated were academic advisors with a
background in social work and case management. It
was at the end of the academic year that efforts were
made to provide more meaningful professional devel-
opment and streamlined communication about the
academic recovery programs and efforts being made.
Progress was inconsistently reported, so only a hand-
ful of those on campus received such reports.

At the time of the implementation of the pro-
gram in fall 2022, there were no trained peer tutors
employed; a handful of students did provide tutoring
voluntarily, but they were not required to go through
any type of meaningful training. There were tutorial
spaces open on campus, staffed by faculty and staff.
All data on tutorial usage was gathered through a
QR code, which the ARC would look through once a
week to pull information about those in the academ-
ic recovery program and their usage of tutoring. At
this point in the program development, tutoring data
were gathered and analyzed during the semester as
it pertained to those in academic jeopardy, as out-
lined further in Table 1.

In the spring of 2023, trends showed that stu-
dents’ GPAs were positively impacted by attending
tutoring and meeting with their academic recovery
coach. During the spring of 2023, a pilot of the Early
Alert Program was rolled out, in which faculty were
asked to send in information on students in their
courses who were in academic jeopardy or showed
signs of needing additional support. Data showed that
students who were in academic jeopardy benefited
more from tutoring than those who were not in ac-
ademic jeopardy. Mile's 'mini-mester', or shortened
winter semester for SAP students that took place in
December, also had an overall positive impact on
ensuring student retention. There was an overall in-
crease in GPA for those who attended tutoring and for
those who met with their academic recovery coach, as
indicated by the information below. This increase was
seen both by students who were in academic jeopar-
dy and those who were not. In comparing attendance
in study hall versus tutoring, tutoring was shown to
have a more positive impact on overall GPA; however,
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this does not correlate with student persistence and
attrition rates.

The Early Alert Program was a new program
that softly launched in the spring of 2023. This pro-
gram was an attempt to synchronize efforts across
campus and reduce redundancy. The objective of the
program was to improve the academic performance
and success of our students by addressing academic
and personal challenges they were facing. In its ini-
tial implementation, the form was sent on the 4th,
8th, and 12th weeks of the semester to faculty only,
specifically requesting information about students al-
ready identified as being in academic jeopardy. The
ARC contacted all students flagged by emailing them
directly, and, for those in academic jeopardy, stu-
dents’ coaches were also contacted. At the time of
this program, the institution was utilizing a software
system that allowed faculty and staff to send students
text messages from a web-based applica-
tion; therefore, students who had num-
bers on file were also texted. If students
did not respond to the initial outreach,
another attempt was made a week later
by the ARC. As shown in Table 1, there
was a consistent trend of GPA increasing
with programmatic interventions, and tu-
toring showed a positive correlation with
program participation and tutoring.

Program Components
Over the summer of 2023 and be-
ginning the 2023-2024 academic year, the
Academic Recovery Program and accom-
panying components were streamlined.
During this time, under the supervision
of the director of academic success, a list
was compiled of services and programs
under the umbrella of the Academic Suc-
cess Center (ASC), including the creation
of a mission statement. The statement
read:
The Academic Success Center
seeks to advance educational eq-
uity and create lifelong learners by providing
much-needed academic assistance to our
students. We provide one-on-one tutoring,
peer-to-peer tutoring, academic coaching,
and career readiness skills, and our teamwork
ensures students are successful not only here
at Miles College, but as they enter the profes-
sional world. (internal document)
Services and resources provided by the ASC includ-
ed resource booklets, ASC workshops, academic
coaching, academic recovery, an alert program,
and peer tutoring. The resource booklet contained
contact information for various units on campus,
academic resources, a calendar of campus events,

housing resources, ROTC program information, find-
ing employment, career prep services, food insecuri-
ty, on-campus pantries, ADA and accommodations,
health center resources, sexual misconduct resourc-
es, domestic violence resources, alcohol and drug use
resources, FAFSA resources, IT documents, and LGBT+
resources. Spanish versions were available for the re-
source booklet, as well as the accompanying tutorial
booklet, which contained information on study habits
and academic success resources.

The academic coaching program was a joint
effort by the director of academic success and the
director of retention, designed to help students in-
crease their learning skills’ effectiveness inside and
outside the classroom. Sessions included one-on-one
meetings with professional staff in which students
addressed how to better study, be successful in their
schoolwork, and overcome common factors inhib-

iting student success. The director
of academic success oversaw these
programs and collaborated with the
director of retention as well as oth-
er directors and faculty members
across campus to fully implement
and communicate these programs
to various campus constituents. All
other programs were built around
the Academic Recovery Program to
provide increased support to stu-
dents struggling academically and
served as the main centerpiece of
the ASC In creating programs to
serve this student population, more
students in academic jeopardy were
flagged early and increased academ-
ic support was provided to a wider
array of students than previously
seen on the campus.

The Tiered Academic Re-
covery Program (TARP) was de-
signed to help students with a GPA
below 2.5 who were on academic
warning, academic probation or

have had their SAP appeal approved. The goal was
to return students to good academic standing, and
the program promoted effective academic practices
and behaviors. Students on academic probation had
two semesters to return to good academic stand-
ing before they were in danger of suspension. As
a way for academic success coaches to better un-
derstand students’ needs, students participating in
TARP were required to take the Academic Readi-
ness Inventory. This survey uncovered internal and
external causes for student struggles. The list of
those who were in academic jeopardy was shared
with faculty program coordinators and advisors, as
both had close working relationships with students
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Table 1
Impact of the Academic Recovery Program: Fall 2023—-Spring 2024
Spring 2023 Fall 2023 Spring 2024
Not meeting . . Academic . Academic
. Academic Not meeting . Not meeting .
satisfactory . . probation . probation
. probation or ac- satisfactory aca- . satisfactory aca- .
academic . . . or academic . or academic
ademic warning  demic progress . demic progress .
progress warning warning
Average number of meetings 2 1.2 3.9 12 5.22 .55
Average time spent tutoring 8.8 hours 3.5 hours 4.6 hours 1.4 hours 6.6 hours .22 hours
1+ hours tutoring .23 .24 .63 .27 .89 A4
2+ .19 17 .74 27 .89 .79
3+ .24 .30 .79 27 .96 A4
4+ .16 .25 .79 .36 1.2 A4
5+ .16 .25 .70 4 .97 4
6+ .24 .33 .78 2 .97 A4

and could assist with their academic planning. The
coordinators and advisors were tasked with meet-
ing with their identified students throughout the
semester, as well as directing them to necessary re-
sources as outlined in the resource booklet.

The Academic Readiness Inventory (see Ap-
pendix) was a 17-question instrument that was de-
veloped to rate the level of students’ academic need.
Through this instrument, advisors focused more
meaningfully on what students’ goals and aspirations
are, constantly bringing students back to think about
why they want to be in college while also acknowledg-
ing that they are facing systemic and historical inequi-
ties that students at other colleges may not be facing.
With this information, advising sessions addressed
the most pressing concerns for students while also
reminding them of why they are completing their col-
lege coursework. The Academic Readiness Inventory
categorized the students’ needs and appropriate re-
sources. Meetings were then scheduled based upon
the level of students’ needs. The levels in the tiered
program were cumulative, as Level 1 included stu-
dents who struggled with academic readiness, time
management, stressors, SEL (social and emotional
learning), fixed mindset, and those in need of tuto-
rial assistance. Students at Level 2 were those also
struggling with financial health and wellness, ADA
concerns, fitting in, and mental health. Students who
scored Level 3 were those facing issues with housing
insecurity, food insecurity, and intimate partner vio-
lence.

These levels were critical in understanding
which resources a student needed. If a student dealt
with a major life event but was otherwise doing well
academically, they may not have needed the same
level of support as a student who was facing chron-
ic issues and needed continuous support. This metric
was included within the students’ Academic Success
Plan, all of which were individually reviewed by the

director of academic success. All success plans indi-
cated classes that students had to repeat to improve
their GPA and degree progression, which is particular-
ly critical for students not meeting SAP requirements.
Furthermore, professors received emails at the start
of the semester about students who had not met SAP
requirements, and if those students fell behind, fac-
ulty members were asked to tell the students’ advi-
sors so that further action could be taken. This part
of the program was done via the Early Alert Program
because it was a more efficient way to track this data
than email alone.

The Early Alert Form was sent out by the direc-
tor of academic success during the 4th, 8th, and 12th
weeks of the semester, which was then jointly reviewed
by the director of academic success and the director of
retention. The directors contacted each student indi-
vidually and provided them with recommended next
steps. The students whose names were submitted
were then followed up with in the following week to
ensure they completed the recommended directives.
At-risk behaviors included but were not limited to class
attendance, missing assignments, missing tests, show-
ing up late to class, or having a grade of a D or an F.
This form had a checklist of items for faculty or staff to
indicate behaviors a student was displaying, so when
a student was contacted, they received individualized
attention and assistance. If a student was referred to
any of the tutorial services on campus, the director of
academic success pulled this information to see if the
student attended. If the student had an issue with class
attendance or completing assignments, the director of
academic success and the director of retention reached
out to the faculty member after a week to see if there
were any improvements in the students’ academic hab-
its in their classroom. If a student did not follow these
directives, one of the directors would contact them
again via phone and email to see why the student had
not completed the recommendations.

57



SUMMER 2025 | VOLUME 7 | ISSUE 2

Tutorial spaces across campus included the
following: Metacognition Lab, Humanities Lab, Writ-
ing Center, NSM (Natural Science and Math) Drop-In
Center, and peer tutoring. The Metacognition Lab
hosted a quiet atmosphere for students to study, ac-
companied by computers, tables, couches, and white-
boards. The Humanities Lab provided study space for
students where tutoring was available for human-
ities-based subjects by the director of academic suc-
cess. The Writing Center was staffed by the director
of the Writing Center, who not only provided direct
assistance to students but also hosted workshops
throughout the year dedicated to various topics such
as citations, how to research, and the utilization of
Al in writing. The NSM Drop-In Center was staffed by
faculty from the NSM department who each hold two
hours of office hours in this space every week. Peer
tutoring was held on the main floor of the LRC (Learn-
ing Resource Center). In the LRC, the peer tutors had
drop-in availability for any students requiring assis-
tance; open hours were held in the late afternoon
and evening, as this was often when faculty members
were teaching. The combination of this robust aca-
demic support system allowed students to continu-
ously find help on campus for a variety of concerns,
whether it be content-specific help, assistance with
studying, starting a research paper, or procuring more
information about other systems of support on cam-
pus. This collaborative network allowed information
to be disseminated across campus regarding the di-
verse needs of students and for students to be easily
referred to the support they needed.

The peer tutor program fell under the auspic-
es of the director of academic success, with the stated
goal:

The purpose of tutoring is to help students

become independent learners. Tutors meet

individuals on a short- or long-term basis to
clarify and review concepts taught in class, de-
scribe processes, and help students build up
their academic skills. Tutoring is a supplement
to what is taught in class. (internal document)
The goals of the tutoring program are summarized as
follows:
1. Reinforce the students’ understanding of the
material.
Share study skills or other tips for success.
Help students maximize or improve their aca-
demic skills.
4. Listen and respond to the academic needs of
the students.
5. Enhance College’s reputation for learning, dis-
covery, and engagement.
6. Enhance retention and graduation rates of
students.
7. Assist with Academic Success initiatives, in-
cluding doing in-person announcements in

2.
3.

general education courses during weeks 2, 6,

and 10.

Qualifications included two recommenda-
tions from faculty members at the college; candi-
dates had to be in good academic and disciplinary
standing with a minimum GPA of 3.0. They needed
to have a willingness to develop rapport with facul-
ty in the academic area that they tutored, presenta-
tion and communication skills, content knowledge,
and the ability to follow through on responsibilities.
The benefit of utilizing faculty recommendations
was to have an initial check for the student’s con-
tent knowledge in the area they wished to tutor in
and to gain an understanding of the student’s per-
formance in the classroom to ensure they would be
modeling appropriate behavior. The inclusion of fac-
ulty also assisted with buy-in across the campus for
the tutorial program and an increased willingness
of faculty members to promote tutorial services in
their classrooms. Once applications were vetted,
selected candidates were then asked to sit in an in-
terview with the director of academic success, the
director of the writing center, and a student who
was already in a position of peer leadership at the
school. During the interview, students were asked
what skills they had related to the job, how they
would develop rapport with students, how they
would use communication skills to resolve conflict,
how they would get students to engage with their
work, their level of involvement, their time manage-
ment skills, and other such questions. If a student
were chosen for the role, they would sign a tutor
contract and be required to go through a compre-
hensive training program.

The Peer Tutoring Program was designed on
the basis that students need a system of social sup-
port, particularly during times of transition when
behaviors and other patterns of living are subject
to drastic change, such as entering college for the
first time, particularly for first-generation students.
Tutors worked with students to overcome limiting
beliefs and to provide them with the necessary
tools to be independently academically successful.
Training was splitinto three primary sections: meta-
cognition, stress and anxiety, and content-specific
tutoring strategies. The training slides utilized were
broken down into the following categories:

¢ Introduction to peer tutoring

« Goals and expectations

o Role of the tutor

o Center procedures

o Ethics and confidentiality

e Tutor contract

¢ Tutoring Do’s and Don’ts

« Characteristics of successful peer tutors
« Role of the tutee

« Fostering positive relationships
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o Conducting the tutoring session
e Opening the session
« Middle of the session
« Ending the session
« Tutoring strategies: difficult scenarios, active
listening, questioning techniques, commu-
nication, motivational strategies, learning
strategies, building independent learners,
barriers to student success, and students
with disabilities
« Metacognition: time management, Bloom’s
taxonomy, note taking, test prep, taking ex-
ams, multiple choice exams, study skills, ac-
tivating prior knowledge, survival strategies,
study cycle, learning preferences, reducing
anxiety
e Subject-specific tutoring
Results from implementing this
style of tutor training saw students
more likely to confide in and develop
trusting relationships, which then tran-
sitioned to being more willing to accept
assistance from professional staff on
campus. There was a layer of relatabil-
ity to talking with someone who had
gone through or was going through
similar struggles, as this helped to ne-
gate other factors that often prevent-
ed students from attending tutoring,
such as intimidation, fear of judgment,
and shame. There was an increase in
tutorial usage across campus, and a
positive correlation was seen between
students who attended tutoring and
increases in their GPA.
The “Conducting the Session”
portion of the training was the area
in training in which holistic methods
were most meaningfully addressed.
The “Opening the Session” portion of training direct-
ed tutors to not just determine the tutoring goal and
identify tasks, but to assess student needs and diag-
nose academic roadblocks. About two-thirds of train-
ing time was spent during training discussing how
to teach others time management skills, study skills,
and other skills associated with metacognition. While
there certainly were students struggling with the con-
tent, the feedback received from tutors and profes-
sional staff in these areas provided deeper insight. It
was found that students came to tutoring more due
to academic difficulties happening prior to entering
the classroom or issues outside of the classroom that
prevented them from achieving optimal performance
in the classroom. Students were further taught active
listening techniques, to listen to verbal and non-ver-
bal skills, and other strategies that increase tutees’
motivation to continue their focus on their studies.

For tutors to remain familiar with content covered
during training, observations were conducted, and
peer tutors were provided with a tutoring handbook.
This handbook outlined all the material covered
during tutor training so peer leaders would be able to
continuously reference materials and could provide
concrete examples to students during sessions.
Tutors were frequently observed during their
sessions; a Likert scale was utilized to analyze wheth-
er peer tutors were following the tutoring model or
not following the model, and they were rated simi-
larly on their skills as associated with conducting the
tutoring session. Before receiving feedback, the tutor
was asked to analyze what they thought went well and
what they wanted to improve upon. There was a lead
tutor for the Spring 2024 semester, an
education major, who was tasked with
observing tutorial sessions and provid-
ing timely feedback to their peers. Prior
to the spring of 2024, there were volun-
teer peer tutors in various spaces across
campus, as well as professional staff in
each of the tutorial spaces. In the spring
of 2024, there was an official peer tu-
tor launch with ten tutors and one lead
tutor. The data listed below shows the
impact of the tutorial services offered
as well as the overall impact of the Aca-
demic Recovery Program.
The reasons for visits in the fall of
2023 broke down into the following
percentages: 30.7% for the band study
hall, 24.9% for tutoring, 20.7% for re-
quired academic recovery tutoring,
12% for computer use, and the rest of
the visits spread out over other cate-
gories. The space used in fall 2023 was
37% utilized by the writing center and
31% by the Metacognition Lab; the rest
was split between the Humanities lab, NSM Center,
and the LRC main floor.
The feedback received from the tutorial cen-
ter in Spring 2024 saw no rating lower than a3 on a
scale of 1-5. The ratings (out of a total score of 20)
are as follows: Humanities Lab 19, Metacognition Lab
18.62, Peer Tutoring 17.66, Writing Center 17.26, and
Drop-in NSM Tutoring 17. Outside of the data gath-
ered on student usage of tutoring, there was a par-
ticular focus on the tutoring impact on first-year stu-
dents, as 48% of first-year students utilized tutoring.
Of those who used tutoring, 81.1% persisted from the
fall of 2023 to the fall of 2024, with 18.9% not persist-
ing. First-year students had an average of 5.55 visits,
with an average of 6.69 hours spent. For those who
did not utilize tutoring, 57.9% persisted while 42.1%
did not persist; thus, there was a correlation between
those who utilized tutoring and persistence, although
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we cannot prove direct causation due to the number
of mitigating factors. At this college, there was a re-
tention issue, particularly for first- and second-year
students, which is why the first-year population was
particularly studied, as this was one of the most vul-
nerable populations at the school. The success of the
tutoring program for students who utilized it, partic-
ularly first-year students, highlights the impact and
success of the program. By providing organized and
systemic support through peer holistic support and
by providing peer tutors with the resources necessary
to direct students, the holistic tutoring implemented
proved to be a high-impact practice.

Effectiveness and Impact

From fall 2022 to spring 2023, there was a 37%
increase in the number of students on academic warn-
ing and a 26% decrease in the number of students on
academic requirements. From fall 2023 to spring 2024,
there was a 52% increase in those not meeting aca-
demic warning, a 63% decrease in those not meeting
academic probation, and a 15% decrease in those not
meeting requirements for SAP.

Changes in Fall 2024

Over the summer of 2024, further changes
were planned for the program. Most notably, students
on academic warning or academic probation, who had
SAP appeals approved, or who were returning from a
semester of suspension were required to register for a
no-credit course entitled Academic Recovery and Suc-
cess. This course was scheduled to be taught jointly by
the director of academic success and the director of
retention, during which time students came together
with their instructors to explore, apply, and build confi-
dence in recovering academically and pushing forward
to their next semester. Due to FERPA considerations,
students were in this class anonymously. Within the
course, weekly assignments were given that required
students to do weekly check-ins with their instructors.
The weekly meetings were intentionally designed to
provide a safe space for students to discuss and build
connections across campus so that they may have a
supportive network to utilize should they need aca-
demic, social, mental, or financial support. This course’s
purpose was to help students work through their aca-
demic recovery with guided resources and one-on-one
assistance as they learned to develop resiliency, devel-
op good study habits, and take ownership of their aca-
demic journey. Topics in the course included financial
wellness, mental and emotional health, physical well-
ness, study habits, time management, creating study
plans, goal planning, and other relevant topics.

Challenges Experienced
One of the main and continuing challenges
faced was due to financial constraints; because the

college in question was a small, private liberal arts
school, there were fewer funds available to provide
support for such meaningful programs. There were
also no funds to hire additional staff, so the rollout of
the program was based entirely on staff already em-
bedded across the campus and doing this valuable
work. Unsurprisingly for a campus-wide collaboration
project, it was difficult initially to have buy-in from all
units, despite the small size of the campus. Ultimately,
the success of the project relied on the social capital of
those leading the initiative. The academic recovery co-
ordinator and later director of academic success start-
ed as a full-time faculty member and, during the initial
rollout in 2022-23, was still teaching a full course load
on top of their work with students in academic jeop-
ardy. Having a fellow faculty member initially take the
lead on this project helped with getting faculty mem-
bers on board with the project. There was trust and
respect built into the relationship, as there was a mu-
tual understanding of the faculty workload.

Upon demonstrating the success of the pro-
gram with limited resources in the first year, further
resources were diverted to the project in the second
year, as there was a meaningful impact on students’ ac-
ademic performance. Thus, institutional backing of the
program became a business decision, as maintaining
student enrollment in a tuition-dependent institution
is one way to move towards further financial stability.
Through the proven success of the program, funding
for the peer tutoring program was approved. Prior to
COVID, there had been peer tutors available. After the
return to campus post-COVID, students would volun-
tarily help other students. Upon the full implementa-
tion of the Peer Tutoring Program, there was then sus-
tained training and financial backing provided. Faculty
members were also asked to hold two office hours a
week during which they provided tutoring. These of-
fice hours were part of an ongoing practice but were
further reinforced with the implementation of the Aca-
demic Recovery Program, as this became a focus of the
provost’s plan for improvement.

Those involved in the administration of the
program actively met with stakeholders on campus
to foster trusting relationships. Instead of waiting for
those members to come to them, they approached
stakeholders directly to explain what the program was,
the expectations, and what assistance was needed.
This process also took place over the course of sever-
al months and was not easygoing; often, there were
different opinions about the best way to approach stu-
dents, territoriality, and, at times, resentment. As this
relationship was strengthened, some of these issues
diminished. However, there was still ongoing negotia-
tion between what those administering the academic
recovery program saw as the responsibilities of faculty,
auxiliary leads, and athletics in providing care to stu-
dents and what those in these positions saw as their
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work. One manner utilized to work past this was direct
in-person communication with the faculty members,
as well as trying to find ways to make the process as
simple as possible for them.

Uniqueness of Program
All elements of the program described are
drawn from programs implemented at other institu-
tions of higher education; however, the effectiveness
of this program over a relatively short period of time
and its cost certainly do make it unique and worthy of
study. Although collaborative projects and programs
are typically difficult to employ and require strong
leadership as well as collective buy-in, the benefit of
this program is its flexibility and collaborative aspects.
Having a program leader who had a teaching load
along with other duties to begin pro-
gram implementation created respect
amongst fellow faculty and this assisted
with buy-in. The program staff’s proac-
tive approach to engaging stakeholders
also contributed greatly to the collec-
tive buy-in through the college Most
institutions operate on limited bud-
gets, so the cost-effectiveness of this
program is critical; however, to imple-
ment peer tutoring, there needs to be
a financial component. In 2021-2022,
Miles utilized volunteer-based tutoring,
but this led to the burnout of the tutors
themselves, particularly when tutoring
began to interfere with their own aca-
demics. While there is, of course, con-
cern about staff and faculty burnout for
taking on these additional roles, insti-
tutional leadership should be mindful
to reduce workloads elsewhere and
acknowledge the work being done. Ide-
ally, there should be financial compen-
sation, and financial compensation did
eventually happen once the program
proved effective. Part of the success of the implemen-
tation of the program was that those who participated
were consistently thanked and acknowledged for their
hard work and dedication.

Recommendations

While most colleges and universities already
have student academic recovery programs in place,
there are ways to improve upon these programs bet-
ter to address the ever diverse and increasing needs
of students. The first step towards successful academic
recovery program implementation is to perform a pro-
grammatic review of any existing programs to deter-
mine what is working and what is not working. Aca-
demic student success practitioners must receive and
gather feedback not just from students who have been

part of the program but, also from any faculty or staff
who have assisted in any way. This would involve fur-
ther analysis of which practices have proven to have a
high impact, which would mean potentially removing
those that are not. As the student population contin-
ues to change and evolve, it is likely that what works
for one generation of students will not work for the
next, and institutions must evolve with those students
to better address their needs instead of focusing on
what might or might not have worked in the past.

Academic recovery programs should also fo-
cus on the creation of individualized success plans
that may be shared with those across campus, while
of course adhering to all federal guidelines and reg-
ulations. Some students may require more tutoring
hours, whereas others may need financial assistance.

Providing such individualized assistance
can help students feel they are more
than just a number within the college
system and that they are being treated
as individuals with unique needs, which
is critical for retention. Just as import-
ant as the creation of student individu-
alized success plans, however, is having
professional staff or student tutors fol-
low up with students to track progress
on their individualized plans.
Often, no matter the campus
size, large or small, students have a
tough time navigating resources that
are available on campus, and those of-
ten in dire need of such services do not
independently seek them out. Thus,
requiring students to use these ser-
vices as part of their requirements for
being in academic jeopardy is a way to
ensure they are seeking out necessary
assistance. Additionally, the creation of
a resource booklet with information on
services that students may need is rec-
ommended; having this be readily ac-
cessible across campus allows for decreased gatekeep-
ing of knowledge as well as continuous collaborative
input on ways to improve the booklet.

One of the key aspects in the implementation
of academic recovery programs is cross-departmental
collaboration. Gathering and reporting on students’
needs cannot be done within a single department on
any campus; there needs to be input and feedback re-
ceived from units on campus. Those who already have
close connections and relationships with students can
utilize these connections to provide further support
without students having to build entirely new relation-
ships. If a student already has trust and respect for a
staff or faculty member on campus, this person can
provide necessary information to whoever is direct-
ing academic recovery programs. Collaborative efforts
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are of further importance regarding sharing any type
of information and updates across units; for example,
any academic recovery program would need access to
grade information, the college’s Learning Management
Software (LMS), and tutoring information. Sharing this
information would allow for more informed guidance
for students when they meet with an academic coach
successfully, as that person would have a clearer pic-
ture of how the student is doing.

All elements of the program described are
drawn from programs implemented at other institu-
tions of higher education; this program is meant to
meet the needs of this population. It is difficult to
say if any program in higher education is truly unique,
given the constant tweaking and changes necessary
to address the ever-changing student demographics,
but the effectiveness of this program over a relative-
ly short period of time and its cost certainly do make
it unique and worthy of study. The further benefit of
this program is the flexibility and collaboration aspect;
collaborative projects and programs are typically diffi-
cult to employ and require strong leadership as well as
collective buy-in.

Most institutions operate on limited budgets,
so cost-effectiveness is critical. Yet implementing peer
tutoring requires a financial component. Utilization of
volunteer-based tutoring in Miles’s academic recovery
led to the burnout of the tutors themselves, particular-
ly when tutoring began to interfere with peer tutors’
own academics. When asking professional staff and
faculty to take on additional roles to work with stu-
dents in academic recovery, institutional leadership
should be mindful to reduce workloads elsewhere and
to consistently acknowledge and thank staff and fac-
ulty for their hard work and dedication. Ideally, there
should be financial compensation, and financial com-
pensation did eventually happen once the program
proved effective.

The program piloted at Miles College was in-
tended to be an intensive intervention program for
Miles College’s student population. However, given
the rising needs of college-aged students, it is recom-
mended that this program be duplicated and replicat-
ed at other institutions to increase academic engage-
ment and retention for populations who are high-risk.
HBCUs are uniquely positioned to address historical in-
equities in education; despite being founded as a way
in which to uphold the doctrine ‘separate but equal,’
HBCUs have proven repeatedly their economic impact,
political and intellectual impact, and their role in shap-
ing future civically engaged leaders and scholars.

A final recommendation for institutions that
are implementing or refining existing academic re-
covery programs concerning student tutor training.
would be to incorporate social and emotional learn-
ing basics into the training process. In no way does
this imply tutors should be expected to be counselors,

but instead, they are provided with the language and
resources to point students in the right direction. The
resource booklets provided tutors with the tools to
provide timely and necessary recommendations for
their peers. After learning tutors skills associated with
initiative-taking advising and counseling services, peer
tutors were better equipped to listen to, respond to,
and direct students to resources or, if necessary, re-
port concerns to appropriate staff. It is also important
for higher education practitioners to check in on our
tutors; they are students first, and their emotional and
social well-being plays a major part in their ability to
succeed academically and personally. Academic recov-
ery staff must address these concerns and be available
to answer questions. Because tutors would be on the
front lines of assisting students, this would also be a
chance for them to relay any concerns directly to their
supervisor, who would be more able to address these
problems in a professional manner. Part of the success
of such a program would mean having a culture of col-
laboration across the campus, as faculty are a critical
part of the deployment of tutorial services, and other
departments’ willingness to collaborate with academic
success on a comprehensive resource booklet would
mean quicker references to necessary services.
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10.

11.

12.

13.

14.

15.
16.

17.

Academic Readiness Inventory
What are the usual causes of stress in your
life? (Check all that apply.)
How stressed do you feel during the academ-
ic year (1 being the lowest, 5 being the high-
est)?
How do you usually experience stress (in
the situations selected from the list above)?
Please describe in a few words the physical
sensations and the feelings you encounter
when you call yourself feeling stressed.
Have you experienced any of the following in
the past 6—12 months? (Check all that apply.)
What are your personal methods to relieve
stress (select all that apply)?
Is writing essays and papers relatively easy
for me? (True/False)
Do you have a system for taking notes? (Yes/
No/Maybe)
Do you have a system for preparing for tests
and exams? (Yes/No)
Do you know your academic strengths? (Yes/
No/Maybe)
Do you know which academic tasks give you
the most difficulty? If yes, please describe
If | don’t understand something in class, |
typically feel comfortable asking a question.
Strongly Disagree to Strongly Agree
Are you able to ignore difficulties and focus
on the task at hand? (Yes/No)
Are you able to complete all the steps of a
project/assignment in a timely manner? (Yes/
No)
Do you know what you want to get out of col-
lege?
Why did you come to college?
| would be willing to give up extracurricular
activities to make good grades. (true or false)
| think | can succeed in college. Strongly Dis-
agree to Strongly Agree

This work is licensed under Creative Commons
Attribution-Noncommercial-No Derivative Works 4.0

63


https://creativecommons.org/licenses/by-nc-nd/4.0/
https://creativecommons.org/licenses/by-nc-nd/4.0/

