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Presentation Notes
This is the seventh in a series of videos about installing the early warning implementation and monitoring system process known as EWIMS. The video series was created collaboratively by the Great Lakes Comprehensive Center and the Michigan Department of Education. 
 
There is a separate video for each of the seven steps in the EWIMS process. This video is about Step 6: Monitor interventions and the progress of students to determine if they are getting back on track for on-time graduation. 




Seven-Step EWIMS Process
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The main objective of this video is to take a deep dive Into Step 6 where the   EWIMS team examines the implementation of interventions, assesses the progress of students in those interventions, and reviews changes over time. 

Step 6 monitors responsiveness to interventions for students identified as off-track by early warning indicators. It involves monitoring three things:  intervention delivery, the measures of progress, and the school’s overall system of interventions. To engage in monitoring, EWIMS teams assess whether interventions are being implemented as intended, examine signs of student progress, and measure the health of the system of interventions. 




Three Key Questions for Step 6

• How will you determine if an 
intervention was delivered as 
intended? (Fidelity)

• How will you measure if students 
are making progress? 

• How will you know whether an 
intervention is effective or if you 
need to make changes?
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In Step 6, teams should consider the following key questions: 

First, how will you determine if an intervention was delivered as intended? This is also known as implementing an intervention with fidelity. To answer this question, first examine whether the intervention occurred. If not, why not, and should it be tried again?

Second, how will you determine if students are making adequate progress?  To inform your answer to this question, consider what data should be collected, how frequently data is collected, who collects it, and how it will be documented. Most important - you need to determine how you will know if the student is making progress at an adequate rate to meet their goal. 

Third, how will you know whether an intervention is effective, or if you need to make changes? This question brings information from question 1 and 2 together. If an intervention is being delivered as intended and students are not showing adequate progress, consider what could be done differently. 



Essential Ingredients for Successful Monitoring

What do you need in order to determine whether interventions 
are being delivered as designed and if students are getting back 
on track? 

Data
(e.g., intervention 
participation data, student 
progress data, early warning 
data, anecdotal data)

Time
(e.g., to follow up with 
students and staff, to 
check data quality, to 
discuss student progress)
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Let’s say your EWIMS team meets regularly. During these meetings, you’re using early warning system data, making meaning of the data to identify root causes, and matching students with interventions. Then, you’re asked to share the team’s progress and results with the district superintendent and school board. How would you know whether the interventions are being delivered as designed? How would you know whether students in an intervention are getting back on track? What information would you need?
 
The most essential ingredients for successful monitoring are data, especially data about how students are progressing as a result of an intervention. Examples could include participation in the intervention, signs of student engagement, and preliminary progress. How signs of progress are measured can vary from intervention to intervention. The first choice is to collect valid and reliable measures. Not all measures will reside in a Student Information System or in the Michigan Data Hub. For example, anecdotal data can describe how engaged a student is when he or she attends a weekly tutoring intervention, rather than simply recording whether he or she physically shows up. 
 
The second essential monitoring ingredient is time. This includes making time to follow up with students and staff; to time to check the quality of the data gathered; and time with the EWIMS team to discuss student progress, which typically occurs during EWIMS team meetings. Data and time may seem like obvious ingredients for successful monitoring-- without them, teams can’t effectively monitor interventions and student progress. 




Step 6 Begins During Step 5

Monitoring begins when a student is assigned to an intervention. 
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It’s important to plan for monitoring early on. When the EWIMS team determines interventions, members agree on who will deliver the intervention and the timeline for doing so. As the team assigns a student to an intervention, they also identify the data they will collect to determine measures of student progress. Measures help understand whether the intervention is working for the student in comparison to the goal or target set for the student, or in other words – is the team seeing results they had hoped the intervention would produce? Finally the team determines a date when they will review progress and how to communicate with stakeholders. 



Documentation

Tip: Keeping detailed notes will facilitate monitoring. 
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To facilitate monitoring, we recommend keeping detailed documentation in a location that is accessible by all team members. The notes include a record of the student’s name, the Intervention or Plan that you intend to deliver (should be linked directly to an underlying cause) and the person responsible for delivering the intervention. You’ll also record at least one measure(s) of progress, the person responsible for progress data collection, and a date on which you’ll review progress (i.e. EWIMS meeting date). The date to review progress depends on the intensity of the intervention. Finally devise your next steps for communicating with stakeholders (e.g. who will share the plan with the student, who will inform the student’s’ family, and who will contact others involved in delivery of the intervention. By recording this information, the team begins to create a timeline for monitoring. 
 
[walk through example]: So, for example, let’s say Mike, a sophomore at North High School, is falling behind in math and struggling with polynomials, even though his attendance has been regular. The EWIMS team determines that afterschool math tutoring with Mr. Jones would be a good fit for Mike.  The team also determines that progress can be measured by Mike attending AND engaging deeply in the tutoring session and Mr. Jones monitoring how Mike is doing with regular practice problems about that target Mike’s area of need. The team decides to review the fidelity and progress data after three weeks of intervention.  



What Does the EWIMS Team Monitor?
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EWIMS teams monitor three measures:

The first measure is intervention fidelity, which whether the intervention is delivered as intended. 
The second measure is the intervention results— how the student is responding to the intervention. 
The third measure is early warning data. The decrease or persistence of red flags from data on attendance, behavior, and course performance are used to determine trends over time. 




How Does the EWIMS Team Monitor?

Examine
delivery
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How do EWIMS teams monitor intervention fidelity, intervention results, and early warning data? What exactly should the team be looking for? 
 
The team first examines the delivery of intervention components – including dose, quality, engagement, and adherence to determine if the intervention was implemented as intended and if not, why not. While there are often factors that impact fidelity, the team examines whether a lack of fidelity has a negative impact.
 
Factors that may influence fidelity include (but are not limited to) dose, quality, engagement, and adherence: 
whether the student received the intervention 
whether they received the intended dose, 
how engaged the student was in the intervention,
how clearly the intervention was defined and whether the key components were delivered, and the quality of delivery. 
 
For example, if tutoring in math was offered after school to small groups of 10th-grade students, but no students attended, the team will be unable to determine whether or not the students responded to the intervention as they did not actually receive it. Instead, the team will need to consider how they can improve the implementation of the intervention. They might ask: How was the tutoring opportunity communicated to students? Did the time of tutoring interfere with other commitments? Were the students whom the EWIMS team flagged to participate in this intervention given ample notice? 




How Does the EWIMS Team Monitor?

Measure 
progress
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To measure intervention results or student progress, the team collects regular data that are sensitive enough to detect subtle growth during the implementation of the intervention over time. While Early Warning indicators are an important measure for the team to consider, and appropriate to reference, the red flag thresholds will not reveal the small yet significant progress that a student is making toward getting back on track. 
 
 
To guide this work, the team may consider the following: 
What does progress look like for this intervention? In many instances the student’s goal or target will be to eliminate the red flag that the intervention was put in place to address. in some cases, the team may determine that they need to set a short-term goal to help the student move toward eliminating a red flag in the future. Both rapid progress and slow and steady progress can be acceptable – the speed of improvement may vary based on the area of focus as well as the student. Ultimately it is important to see that the student is making headway toward a goal.
What data will be collected to measure progress? Multiple data sources can be used to measure progress. Where possible teams want to consider valid and reliable measures of progress. 
Who will collect the data and how will it be documented? This typically depends on staff roles and responsibilities in the school. As discussed earlier, it is essential that the team develops a process that allows them to not only collect the data but also review and use the data collected to make decisions.
How frequently will the data be collected and reviewed? The frequency of data collection will depend on the type of data collected – for example attendance and behavior data are typically collected daily or multiple times per day while academic data may be collected less frequently. In addition, the level of monitoring and the frequency of data review will depend on the intensity of the intervention being provided. For students in more intensive interventions (for example Tier 3), it is recommended that data is collected and reviewed more frequently as the team may need to make adjustments more rapidly to ensure students are making adequate progress. In contrast at the universal or Tier I level, teams may meet less frequently to review trends and make systems-level changes as needed.  
 
Note that the EWIMS team typically looks at intervention fidelity and intervention results during the same meeting. 
 



Making and Communicating Adjustments

• Intervention intensity
• Participation 
• Delivery
• Conditions 
• Intervention fit 

Adjustments must be 
communicated to all 
stakeholders.
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If an intervention is implemented as intended and still - there is a lack of adequate student progress, the team considers if should adjustments should be made or if a different approach should be tried? 
 
To adjust an intervention, the EWIMS team uses student data to determine potential intensifications. This may include any of the following:  
Dosage: How frequently was the intervention delivered? For how long? 
Group size: How large was the group? Did all students in the group have similar needs? Were there group dynamics that may impact how the student participated? 
Participation: Did student engage with the intervention? Were there peer or environmental distractions that may have impacted the student engagement? 
Delivery: Who delivered the intervention, and how was it received? 
Conditions: Did any factors interfere with the quality of implementation? 
Intervention fit: Does the intervention address a root cause and meet a need? 
 
Remember, for adjustments to be effective, they must be communicated to all stakeholders. 




How Does the EWIMS Team Monitor?

Look for 
trends
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Finally, it’s important to identify trends over time. After reviewing preliminary results, the EWIMS team returns at regular intervals to the early warning data. Here, the team looks for trends in early warning indicator data over time at the student level, grade level, and whole school level. 
 
As you know from Step 3, red flags indicate the need for intervention. Changes in trends can indicate whether students are receiving the necessary interventions to get back on track. In Step 7, we will discuss how examining trends over time can help in developing an overall picture of system health.



Tracking Trends Over Time 
to Assess Overall System Health

Fewer Flags
Keep doing it.

Same Flags
Consider adjusting intensity, 
participation, delivery, conditions, 
and fit of intervention. 

More Flags 
What we’re doing isn’t working. 
Additional unmet needs not yet 
identified? 
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EWIMS teams measure progress to see how individual students and groups of students are doing with the assigned interventions. By examining these data at the student and school levels, the team can assess the high-level health of the system of interventions and begin to understand trends over time. School and district leadership will also find it useful to review this information regularly. 
 
Having fewer early warning flags is a sign that what the team is doing is working, and the team should keep doing it. 
 
Having the same early warning flags—that is, the number and type of flags don’t change, decrease, or disappear—indicates that what the team is doing isn’t working yet. Therefore, the team may want to consider adjusting the intensity, participation, delivery, conditions, and/or fit of interventions. 
 
Having more early warning flags indicates that what the team is doing isn’t working and there may be unmet student needs that the team hasn’t yet identified. As a result, the team likely needs to adjust the intervention and/or take a new approach. If the team decides to make a change, it needs to determine what to change (intervention intensity, participation, delivery, conditions, and/or fit).




Step 6: Implementation Challenges

1. Failing to follow up via 
monitoring 

2. Removing an intervention 
too soon

3. Overburdening educators with 
too many interventions 

4. Blaming students and families
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Here are some common challenges that arise during Step 6: 
 
Failing to follow up via monitoring, 

Removing an intervention too soon after students start to make progress,

Overburdening educators with too many interventions, and 

Blaming students and families.
 
Now we’ll look at strategies for preventing or addressing each of these challenges.




Step 6 Challenge: Failing to Follow Up Via Monitoring

Discipline
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A common challenge facing EWIMS teams is failing to follow up. We hope this video clarifies what and how to monitor. Now that you have the knowledge and skills, the challenge is finding the time and discipline to follow through! Developing a clear plan as illustrated in this video, can help teams ensure that they develop a successful system for ongoing monitoring of interventions and student progress. 



Step 6 Challenge: Removing an Intervention Too Soon

Patience
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Another common mistake is removing interventions the moment they start to work. If a student is progressing as a result of participating in an intervention, consider how long the support should be kept in place. When a student is making steady progress over time and meets their goal, determine how to scale back the support for the student in the least disruptive manner. It may be helpful to continue to collect some monitoring data for the student as the intervention is scaled back to see whether they continue to progress with a lower intensity of support. When interventions are removed too early, progress may disappear. Patience is key!




Step 6 Challenge: Overburdened Educators

Tier I interventions
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When staff attempt (or are required) to intervene with too many students at once, they can become overburdened. Such a workload is not sustainable over time. Many schools find that interventions at Tiers II and III overwhelm the school’s resources. In this situation, an important question to ask is how strong are the school’s Tier I (universal) interventions? Are more Tier I interventions needed? 
 
When educators work together to deliver robust, schoolwide Tier I interventions to all students, they help to narrow the stream of students who require specialized supports at Tiers II and III. Strong Tier I interventions make the busy educator’s job more manageable and reduce educator burnout. 




Step 6 Challenge: Blaming Students and Families

Understand root causes 
and be creative
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The ultimate goal is to eliminate all red flags for all students. But effective EWIMS teams understand there will always be students with needs. It’s important to avoid blaming students and/or their families when early warning flags are present. Instead, EWIMS teams should focus time and energy on understanding root causes and finding creative ways to intervene for students facing challenges. 

By giving a bus pass to a student who has moved, or rearranging the course schedule for a student who works an early morning shift, or activating social services to provide temporary relief for a student who is homeless -- educators who engage in positive problem-solving can determine creative entry points for an intervention.



General Tips for Effective Monitoring 

• Make time for this step.

• Keep clear and well-
organized records that 
EWIMS team members 
can review easily at any 
time.

• Meet before the meeting.

• Consider NABA: Next and 
Best Action for the 
student.

• Improve continuously.
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Here are some general tips for effective monitoring:
 
Make time for Step 6. Schedule time during EWIMS team meetings to follow up on individual students and to review data to identify new and/or persistent flags. 

Keep clear and well-organized records that EWIMS team members can access easily and review at any time. By sharing access to meeting notes, team members can keep up with their tasks and monitoring will be more manageable. 

Meet before the meeting. Before a team meeting is an opportune time for EWIMS team members to reach out to staff who are implementing interventions to ask about signs of student progress. 

When adjusting interventions, consider “NABA.” What is the next and best action we can take for a student or group of students? Sometimes the solution isn’t clear, but a next step will optimize chances of improvement.
 
And remember that monitoring is part of a larger continuous improvement cycle. We plan—do—study—and act so that we get better continuously. Monitoring should be ongoing to determine which interventions are effective over time, and more effectively match students with appropriate interventions.



Assigning Students to Interventions in the 
Michigan Data Hub Early Warning Data Tool
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You may recall from Step 5 that if your district uses the early warning data tool on the Michigan Data Hub, the tool allows you to access the intervention catalog and to easily assign students to interventions. 
 
This is the search screen on a student’s page in the intervention catalog. In the tool, each student’s page indicates the start date of the relevant intervention, the expected date of completion, the level or tier of the intervention, the person who is assigned to the intervention, and the date on which the intervention should be completed. The system also allows users to review a list of all students assigned to a particular intervention. 
 
As discussed in Step 5, the Michigan Data Hub also features a Strategy Bank, which will eventually contain information about interventions and practices that are promising, research-based, or evidence-based. 




Tracking Interventions in the Michigan Data Hub

Assign 
interventions.

Take notes on 
student progress.

Mark complete and 
rate the intervention.

Presenter
Presentation Notes
The early warning data tool on the Michigan Data Hub allows users to input and store information. For example, the tool helps schools and districts coordinate services and closely track the participation of students in interventions and their responses to those interventions.
 
In the early warning data tool, EWIMS teams can monitor and adjust students’ assignments to interventions, and monitor students’ movements through the tiers of intervention. EWIMS teams can use this function to (a) monitor the progress of students and the effectiveness of interventions over time and (b) adjust interventions as needed. The tool contains a separate notes page for each student. By dating each entry, teams can use this page as a running log. 
 
The EWIMS team can also use the tool to record notes about each intervention. Teams can assign goals for students participating in an intervention, add dated and timestamped progress notes while the intervention is being implemented, and rate the intervention so that others can see how well it’s working with the school’s students.




Step 6 Takeaways
Key Points

• Step 6 involves monitoring intervention delivery, measuring 
student progress, and examining trends over time to improve 
the school’s overall system of interventions.

• If an intervention is being delivered as intended, monitor the 
measures of student progress to understand how the student 
is doing in the intervention. 

Guiding Questions

• Does the intervention match an underlying root cause and 
meet student needs?

• Was the intervention delivered as intended? 

• To what degree did the student respond to the intervention?

• How have the indicators changed over time?
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Maintaining discipline, patience, tier I efforts, and stakeholder support to carry out Step 6 effectively can be challenging. Here are some key points and guiding questions that will help your team to work through Step 6. 
 
Key Points:
Step 6 involves monitoring intervention delivery, measuring student progress, and examining trends over time to improve the school’s overall system of interventions 
If an intervention is being delivered as intended, monitor the measures of student progress to understand how the student is doing in the intervention. 
 
And here are some guiding questions: 
Does the intervention match an underlying root cause and meet student needs?
Was the intervention delivered as intended? 
To what degree did the student respond to the intervention?
How have the indicators changed over time?




Coming Up Next
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In the next and final video in this series, you will learn how to evaluate and refine the EWIMS Process. During Step 7, the EWIMS team reflects (at least annually) on their approach to implementing the EWIMS process. The team discusses what has worked, what should be modified, and what should be replaced or eliminated. More on that in the final video! 



earlywarningsystems@air.org

10 S. Riverside Plaza, Suite 600
Chicago, IL 60606-5500
General information: (312) 288-7600
www.air.org

Michigan Data Hub Early Warning 
Data Tool:

Support@MIDataHub.org

Michigan Data Hub
1819 E. Milham Road
Portage, MI 49002
(269) 250-9264
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We appreciate your joining us for this EWIMS video about Step 6. And thank you for all you do on behalf of Michigan’s students and families every day!
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