
Gerald E. Anderson, formerly Superintendent of the Brazosport Independent
School District in Brazosport, Texas, is now Co-Director of the Education
Initiative at the American Productivity & Quality Center in Houston, Texas.

Brazosport Independent School District:
Implementation of the Quality

Agenda to Ensure Excellence and
Equity for All Students

Gerald E. Anderson

An Incredible Success Story

Just ten years ago, the Brazosport Independent School District
(BISD) was playing a leading role in an all-too-familiar story. The
district’s 1991–1992 performance on the Texas Assessment of
Academic Skills (TAAS) was disappointing, and scores were
especially low among the district’s many minority and
economically disadvantaged students. Teachers were eager to
experience success at helping all students learn, but schools often
lacked specific goals for staff to focus on or a plan to implement
their goals.

By 1998–1999, however, BISD had earned the highest academic
rating from the Texas Education Agency (TEA) for the second
straight year and was receiving national accolades from public
and private organizations. The TEA’s Academic Excellence
Indicator System (AEIS) showed monumental gains for students
from every background, with at least 91 percent of students in all
demographic groups achieving passing scores in reading,
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writing, and mathematics (see Figures 1–3). Teachers and
students alike were responding to their successes with
enthusiasm, newfound determination, and invaluable self-
confidence. This report chronicles the efforts that went into
producing this amazing turnaround, from the rigors of analyzing
problems and defining objectives to the hard work required to
implement plans designed to ensure excellence and equity for all
students. The results of these efforts may very well produce a
national turnaround in prevailing expectations for education
reforms.

Figure 1
AEIS Reading Comparison
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Figure 2
AEIS Math Comparison

(BISD, 1991–92 through 1998–99)
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Figure 3
AEIS Writing Comparison

(BISD, 1991–92 through 1998–99)
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Background

Located approximately 60 miles south of Houston on the Texas
Gulf Coast, BISD is a public school district serving a seven-city
community of approximately 100,000 people. The student body
consists of approximately 13,500 pupils, located at eleven
elementary, two middle, three intermediate, one alternative, and
two high school sites. The student population represents the
diverse population of seven very different communities. Nine
campuses educate a large percentage of students living below
the federal poverty line, including some students whose parents
or guardians are migrant workers. At least 37 percent of BISD’s
students are considered economically disadvantaged. The
district’s ethnic distribution is approximately 57 percent White,
33 percent Hispanic, 9 percent African American, and 1 percent
“other.”

In 1991–1992, when BISD first began to formulate an agenda to
raise the quality of education in the district, students’ scores on
the TAAS, which measures achievement of the statewide
curriculum standards in a range of subjects among third through
eighth graders and at the exit level, were unacceptably low at
half of the district’s campuses. TAAS scores are especially
important because satisfactory performance on the exit-level
tests is required for students to receive a high school diploma.
The AEIS, which compiles TAAS data and other student
assessment data as well as attendance, graduation, and dropout
rates, reported pass rates of less than 60 percent for economically
disadvantaged BISD students in reading, writing, and math-
ematics. Pass rates for Hispanic and African American students
as a group were only slightly higher (see Figures 1–3).
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Chronology of Initiation and Implementation

The process of education reform for BISD began with the
district’s conviction that all children can learn, given the proper
time and resources. This belief has given the district confidence
that all students can master the state’s academic assessment
instrument, TAAS, with no significant differences in perform-
ance between groups. Whether a student is White, Hispanic, or
African American, rich or poor, the district is committed to
providing the time and resources for that child to be successful.

BISD’s goal of providing a quality teaching and learning
environment for all learners reflects the district’s dedication to
high expectations, student performance outcomes, a consistent
educational philosophy, technological literacy, equity, and fiscal
responsibility. To support these student achievement goals, the
district turned to a researched-based, standards-based approach
supported by state-of-the-art technological tools.

BISD was first introduced to the quality movement in 1991 by
the Dow Chemical Company when the superintendent was
invited to attend a workshop presented by Dr. W. Edwards
Deming. Total quality management (TQM) training began for
district administrators and faculty in 1992–1993. Shortly
thereafter, the origins of what was to become the district’s Eight-
Step Instructional Process began to appear at the district’s
neediest campus; this inaugurated a systematic instructional
process that would propel that campus to state recognition the
next year and the entire district to state recognition in 1995–1996.
Figure 4 illustrates the journey the district has traveled since the
district was introduced to total quality management.
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Figure 4
Beyond Exemplary:  BISD Milestones
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Analyzing the Problem

In 1991–1992, half of BISD’s campuses had low performance on
the TAAS. In keeping with the TQM principle of examining data
to find solutions, analysis of the TAAS results became the first
step in developing an improvement plan. The analysis revealed
that economically disadvantaged children, regardless of
ethnicity, were least successful on the state assessment. Thus,
teachers who were demonstrating the most success with
economically disadvantaged children became the focus of the
improvement plan. These teachers were successful because their
strategies continually measured each child’s learning, allowing
them to reteach unmastered skills to ensure that students met the
state academic standards. The Eight-Step Instructional Process
that became the cornerstone of BISD’s education reform program
was developed by one such teacher who ensured that she taught
and her students mastered the state standards as measured by
the TAAS.

Implementing the Eight-Step Instructional Process

In 1993–1994 the eight-step process that had been so successful in
one teacher’s third-grade classroom was replicated schoolwide
on a pilot basis for two years. Extensive training was provided to
the staff of this campus to increase their knowledge of student
learning styles, ways to convey high expectations for all
students, instructional focus modeling, interpretation of test
data, total quality management, and the effective-schools
research. There was very little resistance to the process, because
while teachers had been looking for a way to successfully teach
all students, their efforts had lacked focus and a plan. The new
Eight-Step Instructional Process provided the plan. Due to the
significant increase in scores of economically disadvantaged and
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minority students during the first year of implementation, there
was little or no staff resistance the next year, and in 1996–1997
the process, with some variations on some campuses, was
replicated in all district schools.

In retrospect, the decision to pilot this instructional initiative on
one campus rather than districtwide proved to be a good one.
All staff members on the pilot campus were focused on
improving student performance and worked collaboratively as a
team. And the dramatic results of the pilot meant that other
schools enthusiastically adopted the Eight-Step Instructional
Process, supporting the district initiative.

The district’s success did not go unnoticed. In 1997–1998, BISD
became the largest school district in Texas to earn the highest
rating—Exemplary—from the TEA. In 1998, BISD was honored by
the Quality Texas Foundation as a recipient of the prestigious
Texas Quality Award. Brazosport is the first and the only school
district in the state to have received the award, which is modeled
on the Malcolm Baldrige National Quality Award criteria. In
1998–1999, the district again received the Exemplary rating from
the TEA; the accomplishment was especially significant since the
scores of special education students and students taking the
Spanish version of the TAAS were included in their analysis. In
June 1999, the district made application for the Malcolm Baldrige
National Quality Award and in August 1999 was named as one
of 18 semifinalists. Although BISD did not win the award, the
district was a finalist and became the only school district ever to
receive a site visit by the award committee.

Perhaps the most satisfying reward, however, is the spread of
BISD’s Eight-Step Instructional Process. Because of the success of
all students, regardless of ethnicity or economic situation, the
district has been invited to share the success of its Eight-Step
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Instructional Process throughout the state and across the United
States. To date, district staff has trained faculty at approximately
100 school districts in Texas in implementation of the process,
and follow-up data from these districts indicate that dramatic
results have been achieved. This sharing of information is done
willingly and enthusiastically by the superintendent and district
staff, based on the belief that the district’s responsibilities extend
beyond Brazosport to the larger community of public education
across the state and the nation. The district believes that quality
results in schools come from quality processes, and that the
Eight-Step Instructional Process is an example of a quality
instructional model that works.

Keys to Success

The success of the BISD quality-enhancement agenda has been
based on consistent application of the Eight-Step Instructional
Process, which is designed to help teachers identify and address
individual student needs, ensuring that all students receive the
instruction and attention they need to achieve grade-level
learning goals. This process, in turn, is based on the principle of
continuous improvement through continuous assessment. This
concept, and the plan that governs its implementation at the
campus level, is an essential element in successful education
reform.

The “Plan-Do-Check-Act” Cycle

In complex organizations, what gets measured gets done. BISD is
no exception to this rule. In all things, the district utilizes the
Shewhart Cycle, or the “Plan-Do-Check-Act” cycle of continuous
improvement (see Figure 5). Needs and priorities are determined
through best practices and quality standards data from Goals
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2000: Educate America Act; the National Association of School
Boards; the effective-school correlates; the Association for
Supervision and Curriculum Development; the Texas Essential
Knowledge and Skills (TEKS); and Scholastic Assessment Tests
(SAT®), ACT Assessment®, Advanced Placement (AP®) Exami-
nation, and Texas’s end-of-course examination results. Data are
used to plan and implement new or improved programs and
processes (or eliminate ineffective ones), and the resulting data
are used to assess and accept, modify, or reject the improvement.

Figure 5
Feedback Spirals for Continuous Growth
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At BISD, information and data are constantly solicited from
other educational organizations, best practice literature, Internet
resources, educational research results, and evaluations by
independent organizations. The TEA provides the main
framework for high standards through an AEIS report. This
report provides comparative data that policymakers, district and
campus educators, and the public can use to evaluate how well
public schools in Texas are performing. From the AEIS data,
campus and district performance levels are used to determine
one of the following four ratings:

• Exemplary (for both campuses and districts)

• Recognized (for both campuses and districts)

• Acceptable (for campuses)/
Academically Acceptable (for districts)

• Low Performing (for campuses)/
Academically Unacceptable (for districts)

Comparative information from the state is used in campus and
district planning to stretch targets, set goals, and support overall
school performance improvement. The district has found that
sorting out and communicating these data is the key to using the
data for improvement. Measurement is regarded as the
springboard to improvement and is an essential element in
identifying opportunities for quality enhancement, initiating
corrective actions, setting priorities, evaluating progress, and
defining targets to improve upon. Proper use of measurement
has led to long-term, continual improvement. The district
continually challenges itself to improve its programs, services,
processes, and relationships.
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Data analysis is conducted each spring when district TAAS
results are received. Data are disaggregated by the following
student groups: all students, African American students,
Hispanic students, White students, economically disadvantaged
students (i.e., those who qualify for free or reduced-cost
lunches), special education students, and students who took the
Spanish TAAS. Results are also disaggregated to show strengths
and weaknesses by learning objective for each subject area and
by grade level to identify target areas for improvement. The
district’s goal is to show continuous improvement year to year in
TAAS scores.

This disaggregation of data becomes step one of the district’s
Eight-Step Instructional Process. Areas of student/class
strengths and weaknesses are determined for making sound
instructional decisions. Those areas become the targets and
objectives that are taught first and continuously reinforced
throughout the year. The Eight-Step Instructional Process
continues as campuses develop instructional timelines and
calendars to address these areas of weakness. In BISD, the first
day of school is the first day of instruction.

The Eight-Step Instructional Process

The goal of the district is to use the principles of the “Plan-Do-
Check-Act” cycle of continuous improvement to ensure that all
students have the opportunity to master learning objectives. To
ensure that this quality instruction and learning takes place in
all BISD schools and classrooms, the following Eight-Step
Instructional Process (see Figure 6) is strictly adhered to:

1. Disaggregation of Test Scores. Each spring, TAAS results
are disaggregated by student group to identify objectives
that require improvement. The district’s goal is to show
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continuous improvement year to year in TAAS scores. The
data are prepared for each teacher over the summer break
and are delivered to teachers by the beginning of the next
school year. Providing teachers with the data in a timely
and efficient manner is a critical part of the Eight-Step
Instructional Process.

Figure 6
BISD Eight-Step Instructional Process
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2. Development of Instructional Timeline. Texas identifies
essential learning objectives, called the Texas Essential
Knowledge and Skills (TEKS), for all students. Using this as
a base, teachers throughout the district develop a timeline
for teaching each of these skill areas. Time allocations are
based on the needs of the student groups and the weight of
the objective in student assessments. Effective instruction
begins with an understanding of what students need to
learn, what teachers need to teach, and how long instruction
will take.

3. Delivery of Instructional Focus. Using the timelines as a
guide, the district develops and disseminates to all teachers
an instructional focus sheet listing the target learning areas,
dates of instruction, and assessment dates. By looking at this
calendar, anyone in BISD can find out which objective(s)
teachers are focusing on and when the objective(s) will be
taught. The district sets the expectation while the teachers
determine how to fulfill it.

4. Assessment. After each target of the instructional focus has
been taught, teachers administer a commercially prepared
assessment. Eighty percent of students must master an
objective before teachers move on to another target area. The
use of shorter, more frequent assessments allows teachers to
detect and correct problems early. If students do poorly on a
particular objective, teachers are provided with additional
resources, such as an instructional specialist.

5. Enrichment. Students who have mastered target objectives
attend enrichment classes during tutorial time. At the
intermediate and high school levels, mastering the basics is a
requirement for taking electives. This practice (which
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parents highly support) has served to motivate students to
take their studies seriously and focus on passing the tests.

6. Tutorials. Students who fail an assessment attend small
tutorial groups devoted to the reteaching of non-mastered
target areas. Teachers in all grade levels and areas of certifi-
cation provide tutorial or TAAS remediation activities both
during and after school and on Saturdays. Computer lab
time is offered. Additionally, teams of teachers assigned to
groups of students by grade or year of graduation and other
staff members ensure seamless transitions for students
moving between grade levels and schools.

7. Maintenance. Materials are provided for ongoing main-
tenance and reteaching of objectives. This ensures that
students retain what they have learned. It also helps teachers
quickly spot student needs for additional instruction.
Economically disadvantaged students who need a lot of
structure and reinforcement have especially benefited from
this practice. Teachers also develop a yearly maintenance
plan that includes “TAAS Talks,” dialogues between
teachers and students that are evaluative conferences about
testing strengths and weaknesses.

8. Monitoring. Principals visit classes daily during the
instructional focus periods to monitor progress and drive
home the BISD message that learning is the primary purpose
of school.

Exemplary and Beyond

As General Electric CEO Jack Welch has said, “if the rate of
change inside an institution is less than the rate of change
outside, the end is in sight.” BISD constantly monitors change,
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systems thinking, teaching, and learning through a model of
continuous growth through feedback spirals. In keeping with the
TQM continuous improvement philosophy, adjustments have
been made on a frequent basis to improve the process. BISD
teachers now believe that they can teach all students, all students
can learn, and as a result, high expectations are pervasive
throughout the district. This total commitment and focus on
success for all children resulted in the district’s receiving the
TEA’s Exemplary rating for the second straight year. BISD is the
largest district in the state to receive this rating, but the district
can also lay claim to another distinction: having the highest
student performance scores in the state of Texas.

The district believes the goal of equity among students has been
met, as each student group and more than 90 percent of all
students are mastering the state assessment. With equity
achieved, the next step is achieving excellence—which means all
students will achieve mastery of all TAAS objectives. To this end,
Brazosport’s 1999–2000 motto and vision for the future is
Exemplary and Beyond. “Exemplary” has a technical definition
for purposes of the TEA’s annual accountability rating, but the
district’s vision goes far beyond this rating to touch every aspect
of its operations. District leaders, faculty and staff, business
partners, and the entire Brazosport community share this vision
of excellence. The vision challenges the district to go beyond
normal performance expectations for public education to a level
of performance and recognition never before achieved by a
school district. It extends beyond the boundaries of the district to
encourage and facilitate success across the state and the United
States, and most importantly, it goes beyond excuses for mediocre
academic performance based on family background, ethnicity, or
economic circumstance. The Eight-Step Instructional Process has
made staff believers that all children can learn and that we can
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teach all children. Following the philosophy of continuous
improvement the district will continue to strive toward
excellence for all students.

The system put in place by total quality management and
the Eight-Step Instructional Process has taken the district to
an attainable, communicated, and mutually agreed upon focus
on student performance. BISD believes and consistently commu-
nicates that quality must be defined as achieving established
standards and that our standard for all to achieve is exemplary.
The accolades the district has received in the past several years
have been rewarding. But while awards are gratifying, the
highest reward is that the staff know they are doing a better job
with students and truly believe they can teach all students.
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