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After many years of struggling to build capacity in its nearly 120 national affiliates, 
Prison Fellowship International discovered classroom theory without real-life, in-the-
field experience just does not work. A gap often exists between discussed ideas and 
the real situations leaders experience. Prison Fellowship International’s new strategy 
in nonprofit capacity building is about creating the dynamics in which nonprofits are 
effectively motivated, equipped, and supported to grow their own capacity. Through 
Prison Fellowship International’s own case studies of its three flagship programs, which 
have impacted the lives of hundred’s of thousands of prisoners, prisoners’ families, 
and victims of crime, A New Strategy in Nonprofit Capacity Building demonstrates how 
to create the dynamics in which nonprofits really can be helped and launched to grow 
their own capacity.  After many years of struggling to build capacity in Prison Fellowship 
International’s national affiliates, a new breakthrough strategy has been developed—and 
it works! 

Frank Lofaro is a highly regarded business executive, with more than 
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Frank was involved with Prison Fellowship for more than 20 years. In 
1993, he joined Prison Fellowship International as executive director, and successfully 
launched new ministry programs that are still used worldwide. In 1999, Frank served for 
four years as Prison Fellowship Ministries (USA) senior vice president.  

After serving as president and CEO of the Christian Leadership Alliance from 2006 to 
2011, Frank returned to Prison Fellowship International in 2012 as COO to oversee all 
aspects of the organization’s planning, development, and operations, and from 2014 to 
2018 served as CEO of Prison Fellowship International.

Frank left Prison Fellowship International in 2018 to enjoy semi-retirement in Sarasota, 
Florida, with his wife Ellie. They have three grown children, Paris, Jordan, and Capri, 
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INTRODUCTION

Let Them Play

THE NORTHERN VIRGINIA town where my family and I live is a 
huge football community (American Football). Friday nights, whenever 
there’s a home game, everyone heads to their local high school stadium 
to participate in the big event. Hundreds of students attend the game; 
there are cheerleaders and a huge marching band and great concession 
food. Believe it or not, there are more than 50 members on our small-
town football team! The vast majority of the student body shows up to 
root on the team. 

My son Jordan played center on his high school team. Jordan is not 
a big guy, but he understands football and he’s not afraid to hit people—
he loves contact. Many people don’t realize the center is a very strate-
gic position on the offensive. If you’re a center, your size isn’t really that 
important; what’s important is understanding the offensive blocking 
scheme. 

Each summer before the school year and football season began, the 
football team held a week of conditioning called “two-a-days.” These 
two-hour practices were held in the early morning and late afternoon 
to avoid the summer heat. Jordan was a normal kid and hated them. 
Whenever I watched, I was always amazed by how quickly the coaching 
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staff got right into putting the kids into game-like 
conditions. After just a few days of conditioning, 
the coaches had the players back in their pads and 
helmets, playing a game with each other. The coaches 
used a simple play book, just 10 to 12 basic plays. It 
was clear to me the coaches had a philosophy that 
playing the game is how one learned the game. 

The fact was, these kids were utterly unprepared to play football when 
they started training. They were out of shape from the long months of 
summer R&R. They’d forgotten the plays from last fall. Their muscles 
weren’t developed or ready yet for the season. But they were thrown right 
into the action anyway. Because the coaches knew this was how to train 
them; no amount of classroom training was going to prepare these kids 
for the real thing. 

 
THE CONTEXT FOR THIS BOOK

 
I JOINED PRISON Fellowship International (PFI) as its executive 
director 23 years ago in 1994. Before working at PFI, my professional 
background was running a small manufacturing business on Long Island, 
New York. Through a number of unforeseen, unique circumstances that 
could have only been God-ordained, I became the sole owner of a lock 
manufacturing company at the age of 28. 

One day, one of my competitors walked into my office with an offer 
to buy the company. It was unexpected, but then so was my entry into the 
business. And I never really liked making locks, so I took the offer and sold. 

About six months after selling the company I was encouraged by a 
friend to meet with the president of PFI, Ron Nikkel, at Newark Airport, 
a few miles outside New York City. It was the spring of 1993, and Ron 
had a four-hour layover. PFI had been birthed in 1979 by Chuck Colson, 
but Ron had been leading it for more than 10 years. Ron was like Indiana 
Jones from Raiders of the Lost Ark—he had that rough, swashbuckling 
attitude about his work in ministry. He was and still is a true ambassador 
for Christ, traveling the globe helping inspire leaders to serve the desper-
ately needy population of prisoners and their children. PFI was growing by 
leaps and bounds at that time, and it was obvious the Holy Spirit guided 
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the helm. Ron needed help running the organization, and we hit it off. 
He offered me the job of executive director soon after our first meeting 
and I jumped at it. 

PFI is a Christian nonprofit and, throughout its history, best resembled 
an association of connected entities. It is a transdenominational, indige-
nously led body of affiliates with local and autonomous boards of directors. 
The work is anchored in the local church and is completed by thousands 
of Christian volunteers. Back in 1993, PFI worked in 30 to 40 countries. 
It helped the prisoner community with services that were developed 
and customized in each country to benefit that specific organization. I 
understood the goal was to help people, but I didn’t understand how PFI 
measured its success. It was the first time I heard to concept of capacity 
building. Ron explained to me that PFI’s goal was to help each national 
affiliate achieve their goal; we helped organizations build their capacity so 
they could better help more prisoners and their families. Capacity building! 
A new concept to me. And I learned a lot about it during my early years as 
executive director from 1994 to 2000. And more, again, when I returned 
as CEO and COO in 2012.

PFI’S BREAKTHROUGH IN CAPACITY BUILDING
 

FOR THE PAST 20-plus years, PFI has struggled to figure out how best 
to assist our national affiliates, now numbering over one hundred, to build 
their capacity. PFI has worked hard to organize itself to identify ministries, 
invite them into the association, and begin engaging with them. Much 
good has been accomplished. There are some excellent success stories. 

But the one key lesson I learned through many years of attempting to 
build capacity is that theoretical or academic support for capacity building 
without real-life, on-the-field, daily experiences is incomplete. A gap 
often exists between discussed ideas and the real-life 
situations leaders experience. There is no substitute 
for learning by doing—whether it’s playing on the 
football field, running a lock company, or growing 
capacity as a nonprofit.

This isn’t a book about how to build capacity in 
nonprofits. This is a book about creating dynamics 
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support for 
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in which nonprofits, with limited capacity, are effectively motivated (and 
then equipped) to grow their own capacity. And how to create dynamics 
in which nonprofits really can be helped and launched to grow their own 
capacity—it really works! Our discoveries, and our results, within this 
new framework have been astounding. If you only have time to read one 
chapter, all this is summarized in chapter 4 called “PFI’s Breakthrough 
Capacity Building Model.”

Ultimately, I realize Jordon’s football coaches had the right idea. Put 
into the players’ hands a few simple plays—the right equipment, some 
basic instruction . . .  and then, let them play. 
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CHAPTER 1

Forty Years of PFI 
from inception to 2.0

PRISON FELLOWSHIP INTERNATIONAL has been in existence 
for nearly 40 years. It was founded by Charles Colson, a former aide to 
President Nixon, and who was convicted for a Watergate-related offense 
and consequently spent seven months in prison in 1974. His time in 
prison changed his life, in largest part because he encountered Jesus there 
and discovered the profound transformation that comes through faith in 
Him. He dedicated the remainder of his life to “fighting crime” through 
bringing spiritual renewal to prisoners. 

In 1979, Colson founded Prison Fellowship International (PFI), three 
years after his USA-based prison work began. The vision of PFI was to 
follow God’s call to proclaim the gospel worldwide and to alleviate the 
global suffering of prisoners and their families. The work was well received, 
and in 1983 the United Nations gave special consultative status to PFI 
through its Economic and Social Council.

Over the next 30 years, PFI became an association of prison-focused 
ministries that truly spanned the globe. In fact, it grew to become the 
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largest, most extensive association of ministries working within the criminal 
justice field. This work was led and largely executed by Ron Nikkel, PFI’s 
president and CEO for more than 30 years—with strategic support from 
his long-time board chairman, Mike Timmis. Nikkel felt a call and had a 
gift to meet with, encourage, and recruit individuals doing prison-related 
work all around the world. Often, the work they did with prisoners in their 
countries was informal and fledgling, but Nikkel equipped and empowered 
these small groups of prison-focused individuals. He helped them become 
registered nonprofits and formalize their work, and he invited them into 
camaraderie as part of PFI’s global prison movement. Through these 
persistent actions and an ongoing spirit of nurturing, Nikkel helped birth 
scores of these prison ministries around the world. 

 By 2010, Nikkel had effectively launched a movement. He engaged 
the involvement of more than 120 organizations around the globe in the 
association. Each of these nonprofits, referred to as national affiliates, was 
grounded in indigenous leadership and was self-governed, self-funded and 
volunteer-based. The structure made PFI, uniquely and simultaneously, an 
organized association and a grassroots-led movement. 

Figure 1.1: Prison Fellowship national ministries attend coordinator 
traning for The Prisoner’s Journey® program partnership.
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PFI was at first, and still remains, dedicat-
ed to communicating the redemptive love and 
transforming power of Jesus Christ to prisoners, 
ex-prisoners, their families, and victims of crime 
around the world. This is its reason for existence.

PFI’s funding came through collecting 
charter fees from each member that joined the 
association. The charter fee was 6 percent of 
each member organization’s annual budget. By 
far the largest of the association members was 
Prison Fellowship USA; the 6 percent that PFI 
received from this source comprised the lion’s 
share of its annual budget each year (more than 
90 percent). This was largely because, as PFI 
grew, the vast majority of the joining member 
organizations were located in the developing 
world where finances are lacking, and organizational budgets are miniscule. 

 
PFI AS AN ASSOCIATION 

 
FROM ITS INCEPTION, PFI’s methodology for engaging with its 
ministry affiliates—the 120, on-the-ground, prison-focused organiza-
tions around the world—was as an association. Its purpose was to provide 
a cooperative link between its member organizations, and to give them 
periodic encouragement and support. 

One way it did this was to gather and disseminate information about 
prisons and programs. It also gave affiliate leaders a modest amount of 
hands-on support. The training and technical assistance was delivered by 
nine PFI employees—regional directors, who served as experts in prison 
ministry, criminal justice, and organizational development. These experts 
lived in strategic locations around the globe1,  and they provided affili-
ates with monthly support via phone and internet and onsite technical 
assistance once a year.

During the decades when PFI functioned as an association, it also 
helped its affiliates in other ways beyond periodic assistance. It disseminated 
1 East Europe, West Europe, Pacific, Asia, North America and Caribbean, Latin 
America, Middle East, Francophone Africa, and Anglophone Africa.
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tools, tips, and best practices to them, and it opened doors of communica-
tion and networking among the organizations. It occasionally convened 
them in small groups, based on region, for networking and topical training. 
Once every three years, PFI convened many of the organizations in a large 
group for a global convocation of more than five hundred senior prison 
ministry leaders. The purpose of the three-day event was to bolster the 
international movement and share best practices among affiliates in a global 
forum. It was an uplifting and truly a one-of-a-kind event.

Affiliates also had the opportunity to engage in the wider functioning 
of PFI. They were organized by region into caucuses that helped inform 
PFI association leadership in decision-making and make recommendations 
for the ongoing development and work of the association. There were also 
regional leadership teams comprised of one or two PFI staff, plus several 
key affiliate leaders. These teams helped address emerging challenges that 
cropped up among various affiliates, helped launch new affiliates as they 

Figure 1.2: National Ministry Capacity Assessment
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began their operations, defined training needs, and sometimes delivered 
training.

 
A TURNING POINT 
 
AROUND 2010, PFI found itself faced with two significant chal-
lenges. The first challenge was its financial situation was declining; its 
budget was shrinking from year to year. Annual revenue had stopped 
growing in 2005, and several years later it began its slow decline. 

The second was while PFI helped birth more than one hundred prison 
ministries around the world, few of them were thriving or fulfilling their 
potential to reach their country’s prisons and prisoner communities. Their 
reach and impact was tiny. There are more than 10 million prisoners in the 
world at any one time, and PFI’s national affiliates were only interacting 
with a fraction of them. So PFI’s mission to communicate the redemp-
tive love and transforming power of Jesus Christ to prisoners around the 
globe seemed to be just inching along slowly—too slowly for many. What 
PFI was giving its national affiliates through the association model didn’t 
seem to be effective as a long-term strategy to fulfill its mission. More than 
half of PFI’s affiliates—as this chart (Figure 1.2) created several years later 
in 2015 shows—were either inactive or low-functioning. Both of these 
categories describe underperforming organizations doing little meaningful 
activity and reaching few within the prisoner community.

By 2010, it was clear to PFI that something 
needed to change.

That spring, Nikkel gathered PFI leadership 
and a few key members of the PFI board (Ian 
Elliott, Jack Kiervin, and Andy Corley). They 
agreed that, yes, PFI had succeeded in creating a 
successful association, across its nearly four decades 
of operation. Scores of organizations had been 
birthed and were now well linked. People were 
invested and engaged in the importance of prison 
ministry. But now it was time for something new. 
Now it was necessary to take another step and 
bring the work to another level. It was time to 
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help the smaller oranizations, many like infants, learn to grow and become 
effective.

The result of this spring meeting was a decision to make a big change 
in PFI. It would no longer be an association, operating as a loose affilia-
tion of organizations for mutual encouragement and intermittent training. 
Instead, it would position itself as a program provider, aiming to create 
significant and measurable impact worldwide on many prisoners through 
its affiliates. Specifically, it would work in more intense partnership with 
those affiliates (the embryonic and emerging ones) that displayed some 
capability to grow when given direction and assistance. As PFI reengi-
neered itself, it would rebuild itself into a new style of organization—one 
nicknamed “PFI 2.0.”

PFI 2.0: STRATEGY  AND PROGRAM OFFERINGS
 

WHEN IT EMERGED as PFI 2.0 in late 2012, PFI adopted a strategy 
termed the “COR” strategy. COR is an acronym that stands for:

• Capacity through programs. Its national ministries would 
build their organizational capacity by implementing programs 
in partnership with PFI, whereby they would be challenged 
to stretch and grow.

• Outcomes through partnerships. It would help achieve 
meaningful outcomes in the lives of prisoners, children of 
prisoners, and victims as partnerships succeed.

• Resources through donor engagement. It would cultivate 
donor-supported programs that align donors’ interests with 
meaningful outcomes in the lives of prisoners and their families.

During the reengineering process and the shift to the COR strategy, 
PFI realized it had to address the desperate need of its global affiliates for 
effective programs to help their constituents. So PFI invested in creating 
three new programs for prisoners and their communities. Two of the three 
programs target prisoners: The Prisoner’s Journey® and The Sycamore Tree 
Project® (which focuses on restorative justice and also engages victims). 
The third program targets children of prisoners: The Children of Prison-
ers Program. Each of these programs was designed to be:
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Effective: achieving measurable impact
Scalable: able to be implemented and brought to scale in any country
Sustainable: fully funded by local and international donors

The first program PFI created and launched was the Children of 
Prisoners Program. It was prototyped in 2013 and launched more widely 
in 2014. It was followed by The Prisoner’s Journey, which was prototyped in 
2014 and began operating in multiple countries in 2015. The third program 
is a new iteration of The Sycamore Tree Project, which was prototyped 
in late 2016 and 2017. These programs are discussed in greater detail in 
chapter 3.

The shift from PFI 1.0 to PFI 2.0 affected all aspects of the organiza-
tion: staffing, funding, personnel, infrastructure, and more. This is because 
deploying new programs and equipping affiliates to operate them is differ-
ent work than running an association. PFI had to realign its staffing to 
reflect the changes that came with the shift to 2.0. It made personnel 
changes at headquarters and in regional offices to support the new work. 

The new strategy, programs, and staff were in place by 2013, and PFI 
2.0 was ready to embark. There was new vision and direction for all parties 
throughout the organization, from headquarters through the national 
affiliates. In the months that followed, successes began to accumulate. 
PFI began, for example, to dramatically increase its impact on its target 
populations. Its funding began to grow for the first time in years. National 
affiliates started reaching thousands more prisoners and their families—
and reaching them well. And they began to grow in capacity and organi-
zational effectiveness in ways they never had before.

EFFECTIVE
Programs achieve  

measurable 
 impact

SUSTAINABLE
Fully funded  
by local and  
international  

donors

SCALABLE
All affiliates  

can implement 
and scale  

nationwide

Figure 1.3: Prison Fellowship  
International Program Design 
Criteria
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CHAPTER 2

Capacity Building
what does it really mean?

WHAT EXACTLY DO we mean when we say “capacity”? Or more 
importantly, what do we mean when we use the term, ubiquitous in the 
nonprofit world, “capacity building”? It’s a popular buzzword, and differ-
ent individuals refer to different things when they use it. 

When PFI refers to capacity building, it has a specific meaning in 
mind. It adheres to this definition, taken from the National Council of 
Nonprofits:

Capacity building enables nonprofit organizations and their 
leaders to develop competencies and skills that can make them 
more effective and sustainable, thus increasing the potential for 
charitable nonprofits to enrich lives and solve society’s most intrac-
table problems.2 

Simply put, capacity building refers to a nonprofit acquiring competencies  
 
2 https://www.councilofnonprofits.org/tools-resources/what-capacity-building



A New Strategy in Nonprofit Capacity Building

- 24 -

and skills that help it do its job well, thereby providing maximum benefit 
to its constituents. It has some parallels in the secular business world to 
the idea of “ROI” (return on investment); the number of lives ultimately 
affected by a nonprofit’s work is correlated to how effectively the organi-
zation runs. As was briefly discussed in the introduction, a positive ROI 
means good yield for effort, and in this case, effective capacity building 
translates to more people helped.

There isn’t one right way to build capacity in nonprofits, there are 
numerous effective ways. Hundreds of groups teach on this topic, and 
they approach it using an assortment of tactics. Many methods involve 
conferences, workshops, and classroom training of various kinds. However, 
all of them have one purpose: to teach nonprofit leaders how to do their 
jobs and run their organizations effectively.

TEACHING CAPACITY BUILDING IN THE CLASSROOM
 
CLASSROOM TRAINING CAN be valuable, and it certainly has 
its place in the capacity building world. To some degree, one has to have 
it. And until recently, classroom-style training through conferences and 
workshops was the primary vehicle through which PFI worked to build 
capacity among its affiliates. It gathered its association of small nonprofits 
in groups by region of the globe and taught them in classrooms. 

In these efforts, PFI was similar to many other capacity-building 
organizations. These types of entities focus on “giving people better and 
more information. The most common approach [is] largely through 
trainings to groups of participants. Other activities [include] targeted 
consulting services as well as developing and giving access to better librar-
ies of resources.”3  For these organizations, and for PFI during its 40 years 
as an association, capacity building was about passing along information, 
and it did this primarily through group trainings.
PFI even had a specific training track, called Odyssey, designed to help 

its leaders learn to become capacity builders, both spiritually and organi-
zationally. This course engaged about 10 to 20 leaders per cohort and was 
conducted over 13 months. It began and ended with a two-week intensive 
residential session, and the intervening 12 months consisted of an online  
supervised learning program and a personalized mentoring component.
3 http://www.tccgrp.com/pdfs/11-18-14_TCC_Capacity_3.pdf
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PFI offered the course for more than 10 years and graduated more 
than two hundred people. And though participants found the course and 
imparted vision especially improved their spiritual leadership capabilities, 
taking the course didn’t seem to translate into their organizations being 
more effective or into better outcomes for the prisoners in their ministries.

In the end, the classroom-based capacity-building efforts—through 
Odyssey and through other measures like regional trainings, tri-annual 
convocations, and even technical assistance sessions—were dissatisfying 
to PFI, since they weren’t yielding significantly increased capacity among 
their affiliates. Where capacity did seem to increase, it went unseen and 
unmeasured, largely because no one was collecting data pertaining to the 
impact PFI was making. So while PFI exerted ample effort to train in 
capacity building, there was a lack of clarity about the (seemingly few) 
results and no measurement of learning implementation.

The new PFI 2.0 team was looking for better results than its classroom-
style training delivered. Something else was necessary.

SHORTCOMINGS OF TEACHING CAPACITY  
BUILDING IN THE CLASSROOM
 
ONE LESSON PFI learned through many years of implementing 
classroom-style teaching about capacity building is that this style of training 
can be theoretical and academic in nature. And a gap can exist between the 
discussed ideas and the real-time situations being faced by the nonprofit. 
PFI leaders found recipients of classroom training frequently aren’t able 
to implement the lessons they learned in their real-life 
environments, or they implement them only minimally.

PFI is far from the only organization who has come 
to this conclusion. These shortcomings in teaching capaci-
ty building in the classroom are recognized among the 
nonprofit community at large. For example, the TCC 
group, an organization that consults to the social sector, 
has characterized the issue this way:

 
As any college student can tell you, there is a 
distinct difference between a professor who simply 
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knows about an issue and a professor who can effectively 
teach that same issue. Likewise, understanding capacity-
building frameworks, ideas, theories, and concepts does not 
necessarily translate to effective capacity building. For that 
you need methods. How to build capacity continues to evolve 
through new techniques, advancements in technology, and, 
quite frankly, experience.4 

That last word is the key: experience. Capacity building works best 
when it comes through hands-on experience in implementing new 
techniques. Unfortunately, PFI was finding that useful experience in 
building capacity seemed to be the one thing most frequently lacking 
among its national affiliates.

Instead PFI found that often, for a host of reasons, the best intentions 
of its workshop attendees weren’t being followed through on. PFI national 
affiliates ran into the hard truth, described by the Philanthropy Journal 
News: “Capacity building can take significant time and resources and its 
effects are hard to measure.” This is a big stumbling block for fledgling 
nonprofits. The article goes on to say, “Nonprofits face a ‘Catch-22’ scenario 
when it comes to capacity building. Staff are so strapped for capacity that 
they cannot take the time to step back from day-to-day work to focus on 
capacity building.”5 

This was true among PFI affiliates: there often wasn’t sufficient time 
or motivation for the overtasked affiliate leaders, who had attended confer-
ences and workshops, to implement the changes they’d learned about. 
There were other reasons training input didn’t make it back to the home 
organization for implementation, as well. Often resources didn’t permit 
the affiliate to make the desired changes that classroom teaching had 
taught them—there wasn’t enough bandwidth in finances or staff. In some 
instances, affiliate staff, who attended trainings, weren’t the decision-makers 
in the organization; it had simply been their “turn” to go on an overseas 
trip. In other cases, training attendees left the organization soon after 
the training. Even if the attendee was the decision-maker and had the 
resources to implement change, other factors sometimes came into play. 
For example, in a majority of PFI’s affiliate countries there is, according 
4 http://www.tccgrp.com/pdfs/11-18-14_TCC_Capacity_3.pdf
5 https://pj.news.chass.ncsu.edu/2016/11/07/capacity-building-the-often-overlooked-
key-to-nonprofit-success/
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to Hutchinson, an “honor/shame culture where ‘saving face’ is important, 
so leaders wouldn’t communicate the new information they’d learned due 
to their not feeling fully confident, or their related fear of appearing less 
than competent to their peers.” All these reasons contributed to dynamics 
in which good information delivered in training was most often not being 
implemented.

The bottom line was national affiliates’ organizational capacity seemed 
to be growing minimally through the classroom-style model. It was this 
fact that eventually caused PFI to change its view on how to build capacity. 
It ultimately brought PFI to the “breakthrough concept” in how to build 
capacity into its national affiliates, scores of them. The effectiveness of 
PFI’s new model is obvious because the organizations that PFI teaches and 
trains went from very little implementation of new skills and competencies 
to a great deal of implementation of these same skills and competencies in 
a relatively short space of time.

 
 
WHAT CONSTITUTES “CAPACITY BUILDING”  
TO PFI AND ITS PARTNERS?
 
WHAT CHANGES, THEN, did PFI make to achieve these new results 
in capacity building; what constitutes its “breakthrough concept”? 

First, at the foundational level, it focused on six areas of capacity 6 in 
which it wanted to see all its affiliates improve. These are:

• Executive leadership: A qualified, adequately compensated 
leader, operating an organization with vision and strategy, and 
effectively leading his staff;

• Resource development: Proactively raising money or other 
resources by requesting donations from individuals, businesses, 
foundations, or government agencies (undergirded by a working 
technology platform);

• Financial and legal management: Effective management of 
funds to efficiently accomplish the objectives of the organiza-
tion in a manner that complies with local and national laws;

6 PFI’s six areas of capacity are modified from the eight core categories of organizational 
effectiveness published by the Christian Leadership Alliance. http://www.christianleader-
shipalliance.org/about
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• Board governance: A healthy, active board of directors, who are 
effectively providing leadership, accountability, and financial 
or technical assistance to the nonprofit;

• People and partnership management: Effectively managing 
the organization’s staff, volunteers, and partnerships (including 
church partnerships), and providing all of them with adequate 
direction and support;

• Communications and marketing: Effectively communicating 
the organization’s message to its desired market in way that 
aids achievement of its goals.

PFI determined growth in any and all of these six areas represents growth 
in the organization’s capacity. In other words, recorded increase in these 
areas equates to effective capacity building.

Secondly, PFI designed its new programs using a systematic approach 
that helps affiliates reach their desired outcomes among prisoners and their 
families; capacity-building efforts would be incorporated as the systematic 
approach was followed. The programs PFI enact through its partnerships 
with affiliates are not simply activity-based; they are outcome-based. The 
end goal and result, always, is transformation—a changed life. This is the 
“O” in PFI 2.0’s COR strategy: outcomes. 

The chart below (Figure 2.1) may be useful to illustrate this concept.
 
If a prisoner comes to a PFI evangelism program, for example, the 

DVD watched and trained leader are inputs, and his attendance is an 
activity. When he graduates from the course, that becomes part of the 

program’s output. Outputs are simple, measurable data points that serve 
as early indicators of change. PFI isn’t after activities or outputs in its 
programming, however, it ultimately wants outcomes—something that 
reflects change in the life of the participant. When the prisoner makes the 

INPUTS

ACTIVITIES

OUTPUTS

OUTCOMES

IMPACT

Figure 2.1: COR Strategy Outcomes
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decision to sign up for a follow-on discipleship course after graduation, for 
example, this is an outcome, because it shows transformation is happening 
inside the prisoner. It’s by ensuring programs move from initial inputs all 
the way through to transformational outcomes that lasting impact can be 
achieved on a wider scale.

Effective capacity building always keeps its sights set on the desired 
outcomes. All of PFI’s programs hinge upon increasing organizational  
capacity in affiliates toward the objective of achieving meaningful 
outcomes and real impact among prisoners and their families. 
 
 
PFI’S CAPACITY-BUILDING METHOD: THREE 
SPECIFIC STEPS TO EFFECTIVENESS

 
WITH AREAS OF organizational effectiveness identified and an 
outcomes-focused logic in hand, PFI was ready to form program- 
specific partnerships with affiliates and begin implementing programs. This 
is the stage on which the capacity-building breakthrough is set, because 
PFI began working with the leaders of its partner organizations from the 
position of motivation. What would motivate these individuals to diligently 
build into their organizations in these capacity-building areas? 

One way to characterize the journey of effective motivation is through 
the equation “pain + hope = change.” It’s an equation frequently discussed 
by PFI leaders, and one program directors feel accurately reflects what 
happens with capacity building in PFI 2.0. “The best results come,” says 
Hutchinson, “when an affiliate feels the pain of something they’re experi-
encing (like lack of funds, overstretched, challenges in implementing the 
program partnership), and PFI is there to provide hope (like targeted 
training, funds, tools), which leads to change because the affiliate wants  
to be rid of the pain.”7  Working to grow, facing pain and discomfort, 
encountering hope and tangible assistance—these became the ingredients 
of motivation for affiliates.

7 This equation appears to have first been introduced by Daryl Conner of Conner Part-
ners, who phrases it this way: “The pain associated with the present state and the hope 
generated by a practical alternative are both necessary to create the needed commitment 
to sustain transformational change. They are equally important to achieving realization.” 
http://www.connerpartners.com/frameworks-and-processes/use-pain-and-hope-to-
execute-change
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To begin this journey toward affiliates’ 
meaningful change and capacity growth, three 
specific changes were implemented. Each of 
these will be fully unpacked in chapter 4, but they 
are worth mentioning in thumbnail format here 
since PFI’s breakthrough model hinges on them.

First, programs. PFI tied its capacity-
building goals directly to the end-user constit-
uent, whom the leaders are in business to help. It 
did this by offering proven, structured programs, 
which were proven to fulfill the leaders’ goals in 
helping their constituents. By doing this, nothing 

was theoretical, and everything necessary was in hand: the program 
plan, materials, manuals, technical support, and training from experi-
enced program leaders. Leaders of PFI’s affiliates are passionate and 
intensely committed, and most feel a deep, spiritual calling to make a 
difference in the lives of prisoners. When PFI provided programs that 
allowed them to help the people they were desperate to reach, leaders 
demonstrated great eagerness to implement them. This stretched their 
teams and required them to seek partnerships, improve management, 
and raise funds. And their capacity grew as they did so.

Second, resources. PFI provided the resources to the organization 
so the leadership team could immediately begin implementing the 
program: this included the seed funding and also program materials, 
Bibles, turnkey training, tools, and tangible support. So often, especially 
in the developing world, a lack of financial resources is a stumbling block 
to effective operations ever being put into place. By providing start-up 
funds, attainable goals for the use of these funds, and tangible assistance 
as funds were implemented, PFI equipped and motivated leaders to do 
whatever it took to get their programs operating well.

Third, accountability. PFI built in accountability from affiliate 
leaders by requiring they produce certain results—capacity-building 
outcomes and participant outcomes—in order to utilize the program. 
Affiliates must operate the programs according to established, measur-
able standards, and these ensure the organization implements the new 
program effectively. Quarterly and annual performance assessments 
are conducted that measure both outputs and outcomes, and they also 

One way to 
characterize the 

journey of  
effective 

motivation is 
through the 

equation 
 pain + hope = 

change. 
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verify compliance with program standards. As affiliates implement the 
program as directed, they continue to receive an ongoing release of 
operational funds for the programs.

RESULTS FROM IMPLEMENTING PFI’S  
CAPACITY-BUILDING METHOD
 
WHEN PFI LAUNCHED the programs using its new capacity-
building method, it immediately saw vastly altered dynamics than those 
resulting from classroom-training efforts. Affiliates’ capacity began 
growing from the moment they signed their program partnership 
agreements with PFI (and often before they signed them); the affiliate 
stories in chapters 5 through 8 illustrate this. These three changes made 
an enormous difference to their organizational effectiveness, and their 
outcomes were also in stark contrast to their prior results. 

Within our new model, organizations didn’t become engaged 
because they wanted to build capacity. They became engaged because 
they wanted to help change the life of the population God gave them 
to help—they wanted to expand their ministries, reach more prisoners 
and their families. And they became engaged because they wanted to 
obtain (and then retain) the valuable resources the program provided. 
Once engaged, they stayed engaged largely for these same reasons—not 
because they were especially interested in building their capacity as a 
primary motivation. The increase in their capacity has been a by-product 
of implementing a successful program that’s changing lives, with funding 
and resources to get them started, amidst partnership standards they are 
required to meet. 

These three elements will be unpacked in chapter 4. But first, we’ll 
look at the new programs PFI offers, and how they’re geared toward 
increasing the capacity of the organizations that run them.
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CHAPTER 3

PFI’s Three New Programs
effective initiatives that change 
lives

PFI DETERMINED IT needed new programs if it wanted to effectively 
build capacity among its affiliates and create real impact among prison-
ers and their families (as previewed in chapters 1 and 2). Its next step was 
to determine specifically what programs it should create, and how they 
should be executed.

In 2013, the new PFI 2.0 conducted a survey of all 120 national affili-
ates8 to determine what areas the organizations most wanted to address to 
advance the prison work within their countries. The results of the assess-
ment showed national affiliates were most passionate about doing three 
things: helping prisoners’ children, evangelizing and discipling prisoners, 
and implementing restorative justice among prisoner communities. So 
PFI decided to create three programs, one to address each of these needs. 
It drew on the efforts of a very competent leadership team comprised of 

8 Surveys were conducted in late 2012 and 2013 over a nine-month period. 90 percent 
of PFI’s 120 national affiliates participated in the surveys. Lynette Parker conducted the 
surveys.
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three vice-presidents—Dave Van Patten, Dan Van Ness, and Ravi Rao—
each of whom contributed amply from their different skill sets.

By 2016, all three programs had been created. Two were prototyped 
and underway; one was preparing to enter its prototype phase. Materi-
als were designed and published, and training and technical assistance 
systems were in place. Six skilled regional directors were poised to assist 
new program partners to implement the programs for the first time. These 
hard-working directors were: Dorestela Medina (Latin America), Samuel 
N’tcho (Francophone Africa), Enocent Silwamba (Anglophone Africa), 
Roy Moussalli (Middle East and North Africa), Hugh Greathead (Europe), 
and Penny Gonnay (Asia and Pacific). The directors were supervised by 
PFI’s two capable program directors, Rae Wood and Adam Hutchinson. 

PFI first launched the Children of Prisoner’s Program, which was 
first introduced as a prototype in 2014 and expanded in 2015. The second 
program it launched was for prisoner evangelism, The Prisoner’s Journey, 
which had its prototype in two countries in 2014 and began wider 
implementation in 2015. The third program was for restorative justice, 
the Sycamore Tree Project, whose prototyping took place in late 2016 and 
2017. The programs are all built on research, and all three are structured, 
repeatable, and scalable. They are turn-key direct products, which means 
everything an organization needs to run the program comes “in the box”—
all staffing requirements, materials, manuals, templates, everything. All 
three programs were designed to work in a variety of cultural contexts and 
to address both physical and spiritual needs of their participants. 

PARTNERSHIPS WITH NATIONAL AFFILIATES  
TO LAUNCH PROGRAMS

WHEN A NATIONAL affiliate wants to implement one of PFI’s 
new programs, it must demonstrate it meets the qualifying criteria. 
The qualifying criteria includes three pieces: opportunity, interest, and 
capacity threshold. Program Director Rae Wood describes the pro-
cess this way: “The affiliate is walked through a process that includes: 
a verbal expression of interest, the completion of a qualifying survey 
by the affiliate’s regional director, the regional director’s recommenda-
tion, and finally a face-to-face exploration between the affiliate, the 
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regional director, and the program director to determine if the fit is 
good.” When the process is complete, affiliate readiness has been as-
sessed and gaps in organizational capacity have been identified. If 
the affiliate is deemed eligible, then the launch process proceeds. 

Implementation of the program involves a systematic, four-step process 
that PFI walks the affiliate through—the same process for any of the three 
programs offered. The steps are: 

1. Planning. Having completed background research about levels 
of risk and need, PFI goes through a planning and negotiation 
process between the international staff and national affiliate 
leaders. (In some cases this occurs at the onsite assessment 
during the vetting process.) A three-year implementation plan 
and budget are created. 

2. Program implementation. National affiliates are then given all 
the resources they need to begin implementing the program 
in their country: program model and materials, seed capital, 
and access to training and technical assistance.9  

3. Program support. National affiliates receive support in a variety 
of forms. This includes ongoing training and technical assistance 
from the international program staff, numerous onsite visits 
from staff, and being part of a peer community to access 
mentoring and best practices. 

4. Evaluation. The agreed-upon three-year plans made prior to 
program launch are reinforced through regularly scheduled 
updates and evaluations. Consistent in-person interactions are 
employed as they build relationships and foster healthy coaching, 
which contributes to success. The ongoing monitoring ensures 
program quality and consistency, and affiliates recalibrate plans 
based on the real-world challenges they find as they implement 
the program. PFI also learns from affiliate experiences  
 
 

9 Both TPJ and STP have a three-tiered comprehensive training package that includes 1) 
program coordinator training, 2) volunteer training, and 3) train-the-trainer training. 
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and growth, so it can continuously refine its program design  
and capacity-building techniques (an incredible opportunity 
for affiliates to speak into the evolution of the program).10   

Among the 120 national affiliates that constitute Prison Fellowship 
International, 43 now offer one of the three new PFI programs. This means 
one third of PFI’s network has implemented one of the new programs 
within five years of PFI making its change to 2.0. Affiliates enthusias-
tically embraced the opportunity to offer programs, and they continue 
to do so, as each year another five to six affiliates begin implementing 
programs. PFI refers to the organizations that offer PFI programs as 
“program partners”; these organizations are the ones who hold long-term 
contractual agreements between Prison Fellowship and themselves to 
jointly carry out the programs. The remaining 78 organizations remain 
simply “national affiliates,” and they continue to receive the same types 
of opportunities and support they had in the association model. They still 
operate, in a sense, with PFI in its 1.0 iteration.

The contents of PFI’s three new programs, now used by one third of 
its affiliates, will be introduced in the order of their design and implemen-
tation. The first is the program for  children of prisoners.

ABOUT THE CHILDREN OF PRISONERS PROGRAM
 

AS OF 2017, there are at least 10 million men and women imprisoned 
worldwide. Trailing in an invisible wake behind them, especially in the 
developing world, are the destitute children these men and women leave 
behind when they go to prison. Millions of children around the globe are 
the innocent victims of a sentence they tragically share with their parents. 
Approximations deriving from some studies suggest there are just as many, 
if not more, children of prisoners as there are prisoners when factoring in 
multiple children per parent. This would mean 10 million children who, 

10 As it continuously refines its program design and capacity-building techniques, PFI 
is also building a resource of NM leaders and staff who have competencies that PFI can 
use to support other affiliates. In this way, PFI is becoming a “learning organization.” 
It’s an evolving process, as PFI incorporates best practices into its training packages and 
quarterly disseminate new best practices to our program partners. The programs are truly 
a partnership between the affiliates and PFI.
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through no fault of their own, must struggle with the realities of a parent 
behind bars.

Children of prisoners aren’t orphans, but they often function as orphans 
because their remaining parent isn’t around or can’t adequately care for 
them. They also have to deal with the discrimination, stigma, bullying, and 
shaming that is meted out to them because of their status as the child of 
prisoner. With a parent in prison, they’re abandoned to navigate life-altering 
change, process emotional and mental trauma, and try to adapt to the loss 
of a parent. The future is bleak for these children: they are at twice the risk 
of displaying antisocial behavior and poor mental health as children who 
do not have imprisoned parents. They’re more likely than their peers to 
commit crimes, and many ultimately follow their parents’ footsteps into 
incarceration during their lifetime.

PFI’s Children of Prisoners Program (CPP) was designed to make a 
lasting difference in the lives of these innocent children. It is only offered in 
countries with high levels of poverty and inadequate government support 
to assist these populations. And it’s the first program of its kind to focus 
internationally on delivering services to these social orphans. 

In each country, CPP seeks to understand what priority issues are, 
what aid is already available and how accessible it is to children of prison-
ers and their families, and what the barriers are to accessing aid. Areas of 
aid are divided into the broad categories of safety, health, education, and 
spiritual resiliency of the children. 

CPP then partners directly with thousands of local church-
es (the linchpin of the program’s success) to build direct and sustain-
able relationships designed to connect beneficiaries to lasting spirit-
ual and social support. The program’s unique model enables staff to 
find children who have a parent in prison—and are often outcasts in 
their communities—and provide them individualized services. These 
services aim to address the top risks facing the children, as follows: 

1. The risk of lost safety and health—CPP aims to ensure children 
are in good health, well nourished, and enjoy a secure home 
and caregiving environment. 

2. The risk of victimization and depersonalization—CPP aims to 
ensure children are connected with a trained CPP caseworker, a 
local church community, and opportunities for peer interaction. 
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3. The risk of loss of resilience—CPP aims to ensure children’s 
relationships are built with family, friends, and most importantly 
with God. 

4. The risk of lost relationship with incarcerated parent—CPP 
strongly advocates for children have to the opportunity to 
connect with their parent in prison. 

5. The risk of lost access to education—CPP aims to ensure 
children receive the same basic education as those around them. 

 
Working to mitigate these risks has proven transformational to enrolled 
children, who continue receiving support until they finish school and gain 
independence. This allows them to break the generational cycle of crime 
and imprisonment.

From its prototype in three countries in 2013, the Children of Prison-
er’s Program has grown to, today, be operative in eight countries: Cambodia, 
Colombia, India, Nepal, Rwanda, Togo, Zambia, and Zimbabwe. The 
program’s goal is to serve 10,000 children of prisoners by 2020. 

Figure 3.1: Children of prisoners in Cambodia learn a song during 
a Day Together Day event hosted by Prison Fellowship Cambodia. 
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By the end of 2017, the CPP field teams had already located and 
worked with more than 5,000 children from approximately 3,500 families. 
Participating in CPP is radically changing these children’s lives—from 
overlooked children alienated from their imprisoned parents and rejected 
by society into thriving, engaged children healing from trauma with support 
from loving communities. Considering PFI affiliates who now run CPP 
programs were comprehensively supporting less than 10 percent of this 
number of children (on average) before the program was introduced, it’s 
evident the change CPP has made is remarkable.

Today PFI is working, in a transformative way, with children of prison-
ers. And through The Prisoner’s Journey, it’s working with their parents 
inside the prisons, as well.

ABOUT THE PRISONER’S JOURNEY
 

NOT ONLY ARE there more than 10 million prisoners in the world 
today, prison populations are growing on all five continents. In the 15 years  
since the first edition of the World Prison Population List11 was published, 
the estimated prison population has increased by 20 percent globally. This 
steady growth is only compounded by problem-ridden prison systems  
that commonly occur throughout the developing world. Sentencing 
inconsistencies, in-prison violence, disease, inhumane conditions, and 
astronomical recidivism rates (more than 50 percent in most countries) 
are devastatingly common problems. Prisoners are jammed into small, 
unhealthy spaces to languish, forgotten about, with little hope of release—
much less rehabilitation. Many wait years to even have their case heard.

PFI created the The Prisoner’s Journey (TPJ), its evangelism and 
discipleship program, with prisoners in mind. The Prisoner’s Journey uses a 
video-driven, small group format to present prisoners with an introduction 
to Jesus Christ. The eight-session curriculum, which was adapted from a 
course created by Christianity Explored Ministries,12 uses the Gospel of 
Mark as its centrepiece, which sets it apart from other evangelism courses 
whose curricula draw from many parts of the Bible. The course is designed 

11 http://www.prisonstudies.org/sites/default/files/resources/downloads/world_prison_
population_list_11th_edition_0.pdf
12 https://www.ceministries.org. PFI built a program around CEM’s curriculum it and 
rebranded the program with their permission.
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to answer the basic questions, “Who is Jesus?”, “Why did he come?”, and, 
“So what?”. With prisoners in mind the course is highly visual and interac-
tive, and it is discussion-based rather than preaching-oriented. Its mantra 
is: Let the gospel reveal the gospel.

PFI program partners deliver TPJ to prisoners in partnership with 
government authorities, local churches (who support the work in a 
long-term manner), and a robust body of volunteers. It’s rolled out in 
three phases within a prison: 

1. Promotional Phase. The program is launched through a series 
of promotional activities designed to reach at least 50 percent 
of all prisoners. These prisoners are invited to sign up for a 
course to discover Jesus the Prisoner. At least 40 percent sign up.

2. The Course. The course is an eight-session study of Jesus as 
revealed in the Gospel of Mark. During the course, each session 
begins and ends with a highly interactive video, narrated by a 
fellow inmate who speaks to participants as peers. The videos 
play a significant role in reaching an often-illiterate audience 
with the compelling message of the gospel. In addition to the 
videos, trained volunteers, which program partners mobilize 

Figure 3.2: The Prisoner’s Journey Logic Model



PFI’s Three New Programs

- 41 -

from among local churches, facilitate small group discussions, 
so prisoners can discover Jesus for themselves. Virtually all 
prisoners who begin the course complete it. 

3. Discipleship Phase. When prisoners graduate from the course, 
they are invited to sign up for a discipleship program. Program 
partners are responsible for identifying and providing, with their 
church partners and volunteers, the discipleship course, though 
PFI assists and makes recommendations as necessary. Over 
70 percent of prisoners enroll in the discipleship programs. In 
terms of transformation and impact, this phase is the absolute 
key, and the high number of prisoners who choose to contin-
ue their journey through discipleship is indicative of change. 
Through this phase, many prisoner participants form relation-
ships with volunteers, who help graft them into the church and 
provide assistance upon their release.

 
TPJ generally runs three times per year in a prison, giving prisoners multiple 
opportunities to participate in the program—and giving the prison the 
ability to “saturate” its population with the program. Running TPJ three 
times per year (as the figure on page 40 displays) gives PFI program 
partners an almost continuous presence in the prisons in which they work. 

Prior to the availability of TPJ, affiliates most often utilized one-day 
evangelism campaigns to present the gospel message. Even when these 
sporadic events were well-attended by prisoners, it was impossible to 
assess its impact or follow up with prisoners. Very few organizations were 
using comprehensive, in-prison programs to work effectively with prison-
ers at scale.

All this changed with TPJ, the first PFI evangelism program for 
prisoners. Since 2014, the program has been implemented in 30 countries. 
More than 50 percent of all prisoners are invited to a course in prisons 
that offer The Prisoner’s Journey. From a prison saturation perspective, 
the program’s goal is to see 20 percent of a prison population graduate 
from the program and continue in discipleship, as this proportion can 
create a tipping point to change the culture. Course materials are currently 
available in 17 languages, and many more dialects.13  To date more than 
350,000 prisoners have learned about the program and been invited to 
13 English, Spanish, Portuguese, French, Bulgarian, Kinyarwanda, Swahili, Arabic, Alba-
nian, Russian, Czech, and Mandarin.
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participate; 140,000 prisoners have taken the course. 
Virtually all prisoners who take the course complete 
the eight sessions and graduate from it; nearly three-
quarters (70 percent) then continue on to deepen 
their faith through discipleship. 

The result of TPJ, unquestionably, is prison-
ers’ lives are being changed. Government agencies 
recognize the difference TPJ makes in prisoners’ 
lives and heartily support the program. Chaplains 
and prison officials are overwhelmed by the differ-
ence TPJ makes in the lives of prisoners and the 
atmosphere of the prisons. Prisons who don’t yet 
have TPJ courses are requesting the program be 
offered in their facilities. One warden recently said, 
“All of the inmates in this jail will go through TPJ, 

because I have seen the effects in my previous assignment. It should be 
done here also.” This program not only works, it’s making a radical differ-
ence around the world.

So prisoners are now being evangelized—and transformed—by 
TPJ. But what about rehabilitating them, and working to restore justice 
to the communities where they committed their crimes? That’s where 
the Sycamore Tree Project comes in. 

 
ABOUT THE SYCAMORE TREE PROJECT 

THE RESTORATIVE JUSTICE movement began 40 years ago in the 
criminal justice field; it grew out of the insight that the needs of victims 
were too often ignored in deciding criminal cases. Restorative justice aims to 
involve victims, offenders, community members, and government members 
to participate in collaborative decision-making about how to respond to 
the impact of a crime. Collaboration among these groups emphasizes 
offenders’ responsibility to help repair the harm they have caused.

PFI created the Sycamore Tree Project (STP)14 to demonstrate the 
potential of restorative justice—and to help transform lives of offenders and 
victims. The program facilitates a series of conversations between victims 
14 The program gets its name from the Bible story of Zacchaeus, the corrupt tax collector 
who agreed to repay the people he had extorted.
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and prisoners about crime and its consequences. They are not typically 
each other’s victims or offenders. 

Restorative justice has always been at the heart of PFI’s vision, and a 
version of the Sycamore Tree Project was first launched by Prison Fellow-
ship International more than 20 years ago by long-time PFI senior leader 
Dan Van Ness. PFI created materials and course guidelines for affiliates 
to use in any manner they may wish, and more than 30 affiliates around 
the world have used and benefitted from the program.

However, when PFI underwent its PFI 2.0 transformation, it decided 
to create a new version of the Sycamore Tree Project that aligns with its 
new C.O.R. focus. It wanted to offer a restorative justice program that 
could create significant impact in a measurable way, and a new format 
and structure were needed for this. As PFI created the new and updated 
Sycamore Tree Project, it became the third program in PFI’s new suite.

In 2017, PFI implemented the new STP for its first full year, operat-
ing in a prototype format in Nigeria and Lebanon. In 2018, the program 
scope doubled; program partners are implementing STP in four countries 
in a prototype model. The results so far are encouraging. The program 
was offered in 17 Nigerian and Lebanese prisons in 2017 and was highly 
acclaimed. Nearly 1,500 prisoners have already graduated from the program 
and, by 2019, six more affiliates will begin offering the program.

The focus of the course is identity transformation. It’s about helping 
prisoners move from a mindset of victim to victim-maker to peacemaker. 
During the videos that anchor the sessions, prisoners are introduced to 
a series of victims and offenders, who are interviewed about the crimes 
they were involved in and their impact. Twice during the course, partici-
pants also meet victims of crime in person when they are brought into 
the prisons to tell their stories. It is an emotionally intense program, and 
its impact is powerful.

The format for STP is similar to The Prisoner’s Journey. The phases 
unfold in this manner:

1. Promotional Phase. The promotional phase involves inviting 
two discrete populations: the course participants (prisoners) and 
victims from the community. There are three primary in-prison 
promotional activities designed to recruit 10 to 50 participants 
per quarter. These are one-to-one invitations, in-prison media, 
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and leveraging other in-prison events to raise awareness of 
the program. Victims from the community are primarily 
recruited via one-to-one invitations and church events or 
promotions.

2. The Course. The course is an eight-session study that 
introduces participants to the principles and practices of 
restorative justice. It focuses on the relationship between 
victims and offenders and aims to help participants learn 
how to adopt the mindset of a peacemaker. The course covers 
the following topics: restorative justice, crime, responsibility, 
confession and repentance, forgiveness, making amends, and 
building peace. In addition to the videos, trained volunteers, 
which program partners mobilize from among local churches, 
facilitate small group discussions. And on two occasions, 
offenders and victims visit the course in person to discuss 
their experiences. Virtually all prisoners who begin the course 
complete it. 

3. Discipleship Phase.15 When prisoners graduate from the 
course, they are invited to sign up for a discipleship program 
that program partners manage and facilitate. Many prisoners 
are able to move more fully into a mindset of peacemaking 
through this follow-on phase.

Prisons in which STP is offered report the program has had significant 
impact on prisoners who participate in it. The executive director of Prison 
Fellowship described the program as creating “small earthquakes” in 
the perspectives of prisoners, because they went from feeling they were 
powerless victims of society to individuals with agency whose choices 
could harm or help others. This observation illustrates how participants’ 
demeanor shifts as they go through the course, and they begin interacting 
differently with their peers and overseers. There’s a noticeable reduction  
in aggression and violence, and an increase in cooperative behavior 
and overtures toward responsibility. Officials, guards, even judges are 
impressed by what they see. 

15 This phase will be renamed in 2018 or 2019.
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For affiliates, the opportunity to offer an effective, scalable program 
on the theme of restorative justice is appealing; it’s even more so to 
prison officials. Many have expressed to PFI their interest in offering 
the Sycamore Tree Project as program partners, and six more are now 
qualified to begin. These affiliates are readying themselves to begin 
implementing the program in 2019.

Because a prior version of STP was in operation during PFI 1.0, 
the program already had a positive and credible reputation among PFI’s 
affiliates: nearly three dozen of them offered the prior version of the 
program over the past decades. The original curriculum still exists, and the 
program is still in use today. One of the reasons affiliates are so interested 
in offering the new Sycamore Tree Project is they are well-acquainted 
with the power and transformational capabilities of the old program. 
Numerous studies and published surveys attest to this. What the new 
STP program offers is the support, partnership, funding, and capacity-
building opportunities that come with all PFI’s 2.0 programs. 

ENTHUSIASM ABOUT THE EFFECTIVENESS  
OF ALL THREE PFI PROGRAMS

 
BASED ON THESE positive results and the acclaim that STP is 
earning from the community, STP resembles its peer programs: the 
Children of Prisoner’s Program and The Prisoner’s Journey. PFI’s affili-
ates have been eager to employ these programs, and as they’ve launched 
them they’ve been overwhelmed (even in the face of the challenges and 
stretching they’ve experienced in offering them) by the opportunity and 
its effective results. They are finally reaching the audience they want to 
reach. And they are reaching it well, in a methodical way. Transforma-
tion is happening—and at last, a lot of it is happening! Lives are being 
changed. 

The organizations finally feel the satisfaction of fulfilling their 
mission and improving the lives of the prisoners and their families 
whom they so love. Not only that, the quality of the programming is 
earning their peers’ respect, and it’s causing relationships to improve. 
PFI’s program partners literally view these programs as an answer to 
their prayers.
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CHAPTER 4

PFI’s Breakthrough  
Capacity-Building Model

PFI’S BREAKTHROUGH MODEL of prompting capacity building 
among its affiliates—organizations whose capacity (among the target-
ed low-functioning, embryonic, and emerging affiliates) was previously 
limited—has hinged upon three things.

These things were previewed in chapter 3 and are, quite simply, 
program, funds, and accountability. First, PFI provides the affiliates 
with structured, effective programs, complete with materials, training, 
and support, which effectively reach the populations they serve. These 
programs were thoroughly discussed in the chapter 3. Second, PFI gives 
organizations funding so they can immediately implement the program. 
And third, PFI requires organizations to demonstrate accountability in 
meeting pre-established program standards throughout the duration of 
the program partnership.
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THE FIRST CHANGE: SUPPORTING STRUCTURED, 
EFFECTIVE PROGRAMS TO ACHIEVE SUCCESS

  
PFI’S NEW PROGRAMS—Children of Prisoners Program, The Prison-
er’s Journey, and the Sycamore Tree Project—are well-constructed, scalable, 
measurably effective programs. They were designed as turn-key products, 
which means everything necessary for an affiliate to run the program is 
there, “in the box:” the program guide, the instruction manual, all materi-
als and tools, staffing requirements. 

National affiliates are inspired by the possibilities inherent in the new 
programs, and when they implement them, they begin working meaning-
fully with prisoners and their families as they’ve yearned to. Their impact 

on their target community increases, and their 
organizational capacity begins to grow.

Their capacity growth comes because it 
has to—the program requires it. For example, 
affiliates are required to provide budgets and 
reports for their program expenditures at 
regular interviews (quarterly for TPJ and STP 
and annually for CPP). If they have no budget-
ing software or expertise, they face a gap; they 
must learn how to budget in order to offer the 
program. Or if they need a certain number of 
volunteers to deliver the program but are short, 
they face a gap; they must grow their volunteer 
ranks in order to offer the program. Or as a final 
example, if their executive directors or boards are 
ineffective or insufficiently committed, they are 
“forced to take an honest look at themselves,” 
says Wood. “Those individuals either get out 
of the way, recommit, or the program suffers.” 
The program partnerships push the affiliates 
beyond their comfort zones as they implement 
the program; they apply a certain amount of 
pressure to keep them growing. This pressure 
is positive and causes them to stretch; they 
must face and overcome their organizational 
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shortcomings. The positive pressure is the “pain” in the pain + hope = 
change equation discussed in chapter 2.

Hutchinson says, “When the affiliates are under pressure, that’s when 
they’re eager to find solutions. . . . We don’t try to solve the problems before 
they face them. Of course, we work to prepare our partners as much as 
possible, and certain organizational standards are non-negotiable, but 
our experience is if we try overmuch to tell them what the problems are 
going to be before they face them, they are not fully understood. Instead, 
we allow affiliates to face the realities of the pressure of the program, all 
the while ready to help and coach them through it. Then the solutions we 
propose become more meaningful.” 

Growing capacity happens organically over time as affiliates get 
deeper into the programs and their support-
ing requirements, and as they realize what they 
are capable of accomplishing. Wood says, “I 
think some of our greatest work is helping our 
partners realize they can build capacity. This is 
a time-intensive process that breaks down old, 
institutional barriers that state they need PFI 
and international support to function.”

PFI program directors and regional 
directors carefully attend to the efforts and progress of the national affili-
ates as they implement their programs. As the overseeing staff see opportu-
nities to assist, they step in to advise and coach. Their expertise is strongly 
relied upon by program partners, especially in the early months when the 
process is unfamiliar and correctly establishing program components is 
most difficult.

The combination of an affiliate motivated to implement an effective 
program with just-in-time coaching, equipping, and technical assistance 
by the program and regional directors (seasoned by both partners’ passion 
and willingness) is powerful. It is this combination that yields fundamental 
changes in capacity. When program leaders run into obstacles, they can 
immediately reach out to the regional directors for assistance, and they 
receive input just as immediately. They are never left to struggle without 
support and guidance.

The seven regional directors who support program partners in building 
their program and growing their capacity are a linchpin for the success PFI 
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is seeing with its programs and outcomes. The regional directors’ expertise, 
responsiveness, and training skills are critical in every way. In a February 
2018 meeting, these directors gathered to discuss the types of interven-
tions they often use with the affiliates they coach—those interventions 
they find to be most helpful in building capacity. They agreed that often, as 
part of the capacity-building process, they work with program partners by: 

• thinking through the areas in which an affiliate is likely to 
feel pain in the pre-partnership and early partnership phases;

• using internal conflicts they encounter in the affiliate as a 
catalyst for change; 

• creating the demand for a solution by showing a potential 
reward and required standard and then coming alongside then 
with the solution;

• using their authority and standing to confront poor practice 
and behavior.

• providing targeted training based on the need being felt
• Behind the scenes and through all these methods, regional 

directors do a yeoman’s job in supporting program partners 
through to success. They are the unsung heroes of PFI’s overall 
program effectiveness. 

  
The regional directors (see Figure 4.1) are PFI’s program directors, doing 
the same type of coaching and assisting work at the top level. The layers 
of accountability help hone and shape what the affiliates become as they 
grow as program partners. Wood says, “When affiliates sign on as partners, 
they understand the partnership is designed to stretch their capacity. Nearly 
all are prepared for the challenge, primarily because they know PFI will 
provide coaching, training, and accountability. However, many don’t fully 
comprehend the amount of work required to launch a new program to 
meet mutual goals and standards until they hit those first obstacles. After 
the first onsite annual review, many articulate the experience of striving 
to fulfill program requirements is helping them grow in their organiza-
tion.” Wood goes on to call her greatest reward, “walking alongside these 
affiliates as mentor and coach, pushing when necessary, and cheering 
them on in support.”



PFI’s Breakthrough Capacity-Building Model

- 51 -

The high-quality programs, in combination with the intentional and 
directive assistance from the regional and program directors to implement 
them, motivate the affiliates. They prompt change, and they help bring it 
about. As a result, capacity is built. 

THE SECOND CHANGE: FUNDING NEW PROGRAMS  
TO ENSURE SUCCESS
 
WHEN PFI AND a national affiliate sign a program partnership 
agreement, PFI provides the affiliate with seed funding to begin deploy-
ing the program. This funding is part of the partnership agreement, a 
vital component underpinning the success of the affiliate in reaching its 
audience and building its capacity in the process.

Before the program launch, PFI and the new program partner 
jointly sign a memorandum of understanding that includes a collabora-
tively developed three-year budget. The budget undergirds the program 
partner’s three-year plan for program implementation. PFI initially provides 
the majority of the funding for the organization to support the newly 
implemented program. The exact amount varies from partner to partner, 
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but for TPJ and STP, the starting ratio is often in the neighbourhood of 
80 percent funding by PFI and 20 percent by the program partner. In year 
two and three, the program partner begins increasing its portion of the 
funding, and in year four, the program partner becomes responsible for 
providing 50 percent of its own funds. 

The scenario differs for CPP, which is a costlier program due to its 
comprehensive nature. Roughly $100,000 to $120,000 is required for an 
affiliate to serve every five hundred children with a CPP minimum service; 
PFI’s contribution is approximately $100,000 with the partner contribut-
ing everything above this amount. Partners are expected to contribute in 
some way, and their portion ranges from 1 percent to 20 percent depending 
on circumstances. As affiliates identify additional needs (which inevitably 
emerge as the program unfolds), they add these to their budget during 
annual planning and generally raise their own funds to service these new 
needs.

This means over the course of the three years, each partner is expect-
ed to continue growing its own funding base so it can help support its 
expansion and the continued implementation of its program. PFI assists 
and coaches the affiliate throughout the process, helping them build and 
employ an effective fund development strategy. At the end of the three 
years, the program is partially sustained through the support of local 
and international donors. PFI and the program partner then create and 
sign a new partnership agreement with a goal of an increased portion of 
funding by the affiliate. (In the case of TPJ and STP, the goal is for PFI 
to be supplying less than 50 percent of the program’s overall funds. PFI 
doesn’t expect this amount of program match for CPP, but it still releases 
its funding according to set timeframes, and ongoing funding continues 
to be dependent on affiliates meeting certain standards of accountability 
and output.)

PFI has found the effect of this funding paradigm to be profound. The 
amount of funding provided to the affiliate at the time of program launch 
is significant; it gets them off the ground and ensures the program can be 
implemented effectively. But the affiliate also internalizes the fact that it 
must identify and cultivate its own funding stream to continue support-
ing program operations. In effect, the opportunity of running a highly 
effective, acclaimed program creates a positive pressure for the affiliate to 
learn to fundraise for itself. 
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The funds are the biggest component of a resource package that PFI 
gives affiliates at the partnership start—a package that also includes 
program materials, staff visits, training resources, and extensive on-call 
support. Without the seed funding and related support PFI gives, it would 
not be possible for the affiliate to launch the new program in its country. 
And without the seed funding and related support, the affiliate would not 
be motivated to even try to launch the new program; there wouldn’t be 
resources sufficient to get it off the ground. 

The methodology, and the strategic inclusion of funding in that 
methodology, is powerful. In conjunction with the effective programs and 
accountability PFI provides, it facilitates organizational capacity to grow.

 
THE THIRD CHANGE: REQUIRING ACCOUNTABILITY  
THROUGHOUT THE PROCESS

THE EFFECTIVE PROGRAMS, plus the funding and resources 
to implement them, make up two-thirds of the success story. The other 
third is accountability. The program partnership model hinges on this.

The three-year memorandum of understanding PFI and affiliate leaders 
both sign to launch the program is a step-by-step incremental strategy 
toward program success, and it includes specific targets, goals, and outputs 
the program partner agrees to meet. The plan is reviewed quarterly (for 
TPJ and STP) by both the affiliate staff and PFI staff, and then its revised, 
as necessary, annually. The annual revision occurs at an onsite assessment 
visit that PFI staff conduct, which facilitates personal meetings, hands-on 
review, and up-close monitoring. The monitoring is performance-based, 
and if program partners are falling behind their targets, they’re in danger 
of receiving reduced funding. PFI program staff work tirelessly with affili-
ates to modify and adjust their plans and budgets as necessary, but as 
Wood says about TPJ and STP, “we are firm in maintaining a particular 
cost per graduate ratio. In other words, each time the plan and goals are 
modified, the budget is modified. This is the pay-for-performance model 
of our programming.”

This level of accountability is new to affiliates, and most find it difficult 
at the beginning. Hutchinson says, “Most affiliates have never been held 
to this standard before, so the reality of meeting the standards are usually 
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underestimated and felt keenly in the first year. 
There is usually a lot of pressure, back and forth, 
and at times frustration from the affiliate (and 
PFI). However, by the end of the first year and the 
first audit, the two partners have eased into a good 
working relationship and the affiliate appreci-
ates why PFI was requiring certain organization-
al standards. As a result of this, they are more 
willing to adapt to new methods of managing 

staff, monitoring participants, managing finances etc.”
The accountability built into the program partnership is absolutely vital 

to the success of the programs. It’s the third leg of PFI’s capacity-building 
method. It is because affiliates have programs that work that they don’t 
want to lose, and money to fund them, that they are motivated to maintain 
accountability and do what is asked of them in the monitoring process. 
Along the way, they become effective organizations and their capacity 
grows. As stated previously, their initial goal is not capacity building, but 
the end result of the process is organizational capacity.

MOTIVATION TO BUILD CAPACITY, NOT  
CAPACITY METRICS
 
THIS IS A book about giving organizations the motivation to build 
capacity, not a book about the specifics and semantics of capacity building. 
In five years, PFI has built three new programs, deployed them in 43 
countries, and impacted the lives of more than 175,000 prisoners, prisoners’ 
family members, and victims. (And this figure doesn’t include the ripple 
effect, in which countless volunteers’ lives have been changed as they’ve 
witnessed prisoners experience forgiveness and Christ’s love.) But each of 
its three programs has been deployed slightly differently, as program staff 
measure and assess them. And candidly, uniform measures for capacity 
metrics are not yet fully developed across all of PFI. As programs are 
implemented and assessed, optimal capacity metrics are being tried and 
tested. Within the upcoming two years, PFI expects to have identified 
the most common and most critical capacity measures that run across all 
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programs and contexts, and these will then be uniformly used in deploy-
ing and assessing all programs.

Even without consistent capacity metrics, PFI has clearly learned 
nonprofits grow from infancy to maturity quickly and capably when equipped 
the PFI capacity-building method’s three core provisions: the program 
they need to do the job, the money they need to implement it, and the 
accountability to stay on track in meeting their goals.

The upcoming four chapters represent informal case studies 
demonstrating exactly this. Each one will look at a national affiliate that 
became a program partner when it implemented a PFI 2.0 program, and 
measurably built their organization’s capacity in the process. While the 
organizations represented have grown their capacity in many (or all) of 
the six areas we monitor, each chapter will focus primarily in one specific 
area of growth.
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CHAPTER 5

Prison Fellowship Uruguay
growth in financial management 

 
The reason our ministry has changed so much since we started The 

Prisoner’s Journey is mostly because we learned how to manage 
ourselves, how to plan a budget, how to have goals for every year. This 

is 70 percent of why our organization is now successful. The other 30 
percent is the program. 

 
—Wilson Brun, Chairman of the Board for  

Prison Fellowship Uruguay

WILSON BRUN IS a boisterous, upbeat man. He carries himself a bit 
like a class clown, cracking jokes, teasing neighbors. He’s known for his 
loud voice, sense of humor and spontaneity, his love of football (what 
Americans call soccer), and his strong affinity for Uruguay’s classic Yerba 
Mate tea. He’s almost never seen without a cup of it in hand, straw sticking 
out of the top.

Brun is also an ex-prisoner . . . and one of the founders of Prison 
Fellowship Uruguay (PFU). The organization’s given name is actually Via 
Nueva Uruguay (VNU), which means “New Life Uruguay”; Brun founded 
it with his wife, Silvia Espinosa, in 1997 while he was still behind bars. 
Since his release in 1998, Wilson has worked full-time with VNU, and 
Espinosa now serves as executive director. It’s a family affair, as their sons 
are also involved in the ministry. Twelve years after its founding VNU 
became a member of the PFI association in 2010.

Given his background, Brun knows a lot about life in prison, and 
this is very helpful since Uruguay has the highest incarceration rate in 
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South America. It’s a small country, but its rate of 289 prisoners for every 
100,000 people is more than double the world-wide rate of 140 prisoners 
per 100,000 people. And conditions in Uruguay’s prisons are a problem. 
They’re bad enough to spark riots on a regular basis. Human rights are 
“systematically violated” in Uruguayan prisons, according to a recent report 
published by the United Nations, due to the degrading conditions and 
overcrowding in which the inmates live.16

BEFORE IMPLEMENTING THE PRISONER’S JOURNEY  
 
“WHEN WE FIRST started as a prison ministry, we had some success 
in the early years,” Brun says. “But as the years went on, our situation 
worsened. The organization just went down, down, down.” Brun describes 
the organization as “very weak,” struggling with its programming—even 
struggling to survive. 

“We were mainly just working with one 
church, and we had only had four regular 
volunteers before we started offering The 
Prisoner’s Journey (TPJ),” Brun says. He had 
relationships with Uruguay’s correctional office, 
called the Department of the Interior, but it 
was spotty and sometimes went through rocky 
patches.

Of Uruguay’s 22 prisons, Prison Fellow-
ship Uruguay was doing work in four of them. 
The work was focused on evangelism and 
discipleship, but it wasn’t especially consist-
ent or fruitful. 

“We were just preaching in the prisons,” 
Brun says, “like a Christmas program and a 
few other times during the year. But we didn’t 
know if it was making much difference; we 

couldn’t see any results or outcomes.”
PFU had a board which met sporadically. Its budget was less than 

$20,000 per year, and many years it was much less than that (bordering 
16 See http://www.laht.com/article.asp?ArticleId=351801&CategoryId=23620 for more 
information and further discussion of conditions.
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on nothing). The organization had no systematic fundraising strategy and 
pursued funding on an ad hoc basis.

IMPLEMENTING THE PRISONER’S JOURNEY 
 
WHEN HE HEARD about the emergence of the TPJ program, Brun  
jumped at the opportunity. 

“I was very impressed with the course methodology,” he says. “It was 
very structured and organized, and we had never had anything like it 
before.” Almost immediately he felt TPJ was the answer for his organi-
zation, because it would allow PFU to recruit volunteers, make alliances, 
create goals, and, most importantly, reach many more prisoners than it had 
reached before. Dorestela Medina, his regional director, is a Nicaraguan 
resident who has been involved with PFI for more than 15 years. Medina 
worked with Brun and with PFU to ready the organization to enter into 
an agreement with PFI as a program partner. This included such tasks 
as conducting office improvements, doing work on board readiness, and 
holding meetings with church partners about identifying new volunteers. 

PFU was approved as a program partner, and it was one of the first 
four countries in Latin America to implement TPJ. Things got off to a slow 
start at first, as the affiliate initially faced some difficulties as in implement-
ing its new partnership agreement with PFI. PFU tried three times to 
hire a TPJ coordinator, and each time the effort failed. It struggled in the 
funding and management areas. For example, it did not raise the funds it 
was supposed to garner in its first year. And of the money it received in 
its first-year cash grant as a program partner, approximately 4 percent of 
the funds could not be accounted for. 

“It appears,” said PFI’s first-year performance assessment, “that the 
funds unaccounted for may be due to bank fees and tolls that were not 
documented.” Further, “TPJ funds weren’t segregated from other ministry 
projects and accounted for separately. Canceled checks or receipts for all 
TPJ expenses were not available. And an annual financial statement was 
not prepared.” 

Financial management wasn’t an area of strength for PFU. Since its 
budget had always been small, it never had a reason to cultivate growth 
this area.
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By the end of its first year as a program partner, however, PFU was 
beginning to hit its stride. It had nearly a tenfold growth in church partner-
ships, expanding its count from four to 39 partner congregations. And 
whereas it had previously had only four volunteers, the number quickly 
grew to more than 30 times that size: it had 135 volunteers by the end of 
its first year. In less than a year it increased the number of prisons it was 
working in from four prisons to 21 prisons, a five-fold increase!

Most importantly, PFU invited 1,794 prisoners to participate in 
TPJ in its first year, and of the invitees 1,252 prisoners participated and 
graduated. This was a tremendous accomplishment for the organization, 
which previously had not had ongoing contact with even a fraction of 
that many prisoners.

SPECIAL CAPACITY-BUILDING FOCUS: PF URUGUAY’S  
GROWTH IN FINANCIAL MANAGEMENT
 
TOWARD THE END of PFU’s first-year performance assessment, the 
following statement can be found: 

“Whereas PFU achieved significant program growth in nearly every 
area in year one, it has a lot of work to do with respect to its financial 
performance. Financial management and fundraising need immediate 
attention if TPJ is going to thrive for years to come.” 

The reality was this when PFU adopted the TPJ program, its in-house 
systems were loose and unstructured. 

“The structure and plan and budget and program that come with 
TPJ—we didn’t have experience with these before,” says Brun. The haphaz-
ardness was especially evident in the area of office and financial manage-
ment. PFU was not accustomed to tracking expenses carefully, and it 
required reminders and coaching from its program and regional director 
to put systems into place to handle these needs. It had never been asked 
to provide receipts or conduct an audit before. 

But things progressed incrementally as the organization gained experi-
ence. At the end of year two, Medina made the following note in the 
assessment record:

“I personally saw the accounting book prepared to record all TPJ’s 
expenses, bank records and payments, prorated office expenses calculations, 
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as well as the digital record with a receipt number, description and amounts 
of all expenses during the year with the pertinent files of monthly and 
quarterly records.” PFU was displaying its newfound skills in financial 
management, and also its growing skills in other areas, such as people 
management, partnership care, and board leadership. 

By year three, the organization fared even better. As its systems gained 
structure it was able to fully meet all partnership requirements, and its 
financial record reflected this. 

“I am very proud,” says Medina, “of how Prison Fellowship Uruguay 
has grown in its capacity both in the area of the program (training, monitor-
ing, control of program standards) and in improving its financial organiza-
tion: better order, controls, and monitoring the use of money.”

When Brun was asked to what he attributes the changes in his organi-
zation and its outcomes, he said this:

TPJ was a very remarkable opportunity for us to grow and build capaci-
ty in many ways. I would say 30 percent of our growth and success is 
because of the program: its content, how its structured, how it’s repeat-
able in prisons. But the other 70 percent is how our organization itself 
changed: how to manage ourselves, plan a budget, make goals. We knew 
we had to keep getting the resources to continue developing the program, 
and meeting the partnership requirements helped us to build capacity.

So by Brun’s own reckoning, 70 percent of PFU’s success came from 
the capacity it built—a striking figure for an organization to self-report.

PRISON FELLOWSHIP URUGUAY TODAY, THREE 
 YEARS AFTER THE PRISONER’S JOURNEY  BEGAN
 
TODAY, PFU HAS grown significantly in many areas of its organization 
and reach. For example, it has expanded in the following ways:

• Sustained presence in prisons. PFU increased its presence in 
prisons from less than 10 to more than 24 in less than three 
years. And its presence in these prisons is now continuous, 
because of the repeating nature of TPJ courses.
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• Volunteer mobilization. The organization’s volunteer involvement 
has seen an 80 percent increase in the number of its volunteers, 
and these volunteers are actively, regularly involved in the 
work of TPJ. Soon PFU will segment its work geographically, 
breaking the country into four quadrants, which each maintains 
its own localized cadre of volunteers. This demonstrates PFU’s 
volunteer mobilization and preparation are growing more 
organized and sophisticated over time.

• Church engagement. Before implementing TPJ, PFU worked 
primarily with just one church. Today it has more 30 churches 
involved in its work!

• Resource development. In its third year of offering TPJ, PFU 
appointed a new staff member to help manage fundraising 
efforts, which was a tremendous step forward. The affiliate also 
now generates gifts-in-kind, which it uses for events, printing, 
travel, and training. All these are new achievements for PFU.

• Partnerships. PFU improved and expanded its relationships with 
individual prisons, as well as the Department of the Interior. It 

Figure 5.1: The Prisoner’s Journey graduates from a women’s prison in 
Uruguay proudly hold their certificates of completion.
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is also creating a collaboration with 
the Ministry of Agriculture in an 
attempt to increase profitability. 

 
“Because of The Prisoner’s Journey,” Brun says, 
“we now have many churches involved and many 
more volunteers working. We have groups of 
volunteers allocated to every prison we’re working 
in, and we are getting ready to divide up our work 
into four regions of the country, each with its own 
director to head up the work.”

PFU’s standing in the country has changed as well. It’s a reputable 
ministry that holds respect in the eyes of its partners. 

“We now have authority with churches and the government and the 
prison ministry. We have it also with guards and prisoners,” Brun says. 
“The Prisoner’s Journey has empowered us to be a strong organization, 
and we have credibility. The effects are so obvious, prisons who aren’t yet 
offering [the program] are asking for it.” 

TRANSFORMATION IN LIVES
  
ULTIMATELY, THE GROWTH that matters most to Brun and to 
PFU is the transformation in the lives of the prisoners that TPJ facilitates. 
This is Brun’s heartbeat and reason for PFU’s existence. It’s an amazing 
accomplishment that PFU has graduated nearly 6,100 prisoners from The 
Prisoner’s Journey in just three years, and Brun and his team rejoice over it.

“I wish that when I was in prison,” says Brun, “there had been a 
program like this for me.” It’s easy for him to perceive and relate to the 
changes that occur in the prisons as a result of TPJ; “it’s very, very powerful 
for prisoners,” he says. Even the prison officials observe the changes in 
prisoners’ behavior and demeanor as a result of TPJ. 

“Normally volunteers from the outside are only allowed to go into 
the prison yard or the meeting rooms, but our facilitators can go inside, 
says Brun. “Why? Because the guards trust them, and they trust what’s 
happening in the course. They have seen the results when prisoners take 
it, and they know it is working—it is changing lives.”

Prison Fellowship 
Uruguay’s 
standing in 
the country 
has changed. 
It’s a reputable 
ministry that 
holds respect 
in the eyes of 
its partners.
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CHAPTER 6

Prison Fellowship Togo
growth in board governance
Implementing the Children of Prisoners Program

 

If we were to advise a national affiliate about how to become qualified 
to offer the Children of Prisoners Program, first we would tell them 

to improve their institutional framework by recomposing its board of 
directors and the executive board. . . . Former members  

of both entities (board of directors and executive board) must  
have the courage and willingness to accept the right people in  

the right places. This will require for some people to leave  
the positions they occupy to allow skilled people to take  

charge so that the ministry can move ahead.

—Pastor Martin Anani, chairman of Prison Fellowship Togo 
 board and former executive director

TOGO IS A small country with only 6.2 million people and a GDP of 
$4.5 billion, and a big need when it comes to serving prisoners. Conditions 
in the prisons of the west African country are abhorrent and severely 
overcrowded, with prisons holding nearly twice their intended capacity. 
The largest, Lomé Penitentiary, holds 50 percent of Togo’s prisoners. 
Though it was designed to hold 650 prisoners, it holds 2,200 inmates. They 
stand shoulder to shoulder in filthy cells and are lucky to eat one meal 
a day. This congestion, along with poor sanitation and inadequate food, 
leads to diseases and death. It’s why the U.S. State Department points 
to prisoner issues as the primary human rights problem in Togo: prison 
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overcrowding, harsh and life-threatening prison conditions, and lengthy 
pre-trial detention for prisoners.

PFI Regional Director for Francophone Africa Samuel N’tcho is a 
dynamic and committed worker in the prisoner field, and he knew Togo’s 
national PFI affiliate was poised to make a big difference in this challeng-
ing environment with such obvious needs. N’tcho was a board member 
and chair for Prison Fellowship Ivory Coast, his home country, before 
becoming a regional director when PFI was still in its 1.0 format. So he 
was very familiar with the Togo situation. But N’tcho also knew there was 
one big problem: Prison Fellowship Togo (PFT) was a low-functioning 
organization with little capacity and few activities occurring with prison-
ers or their families. Its effectiveness and scope were so small that even 
if the organization wanted to run one of the new PFI programs, it could 
not qualify.

N’tcho felt sure that, with some persuasion and assistance, he could 
inspire PFT to make changes and position itself to qualify, and he made 
this his goal. In 2014, he brought the standards for the new Children of 
Prisoners Program (CPP) to the director and board of the ministry, and he 
walked them through the program. At the time PFT was making attempts 
to help children of prisoners—they gave them gifts at Christmastime, for 
example. They also bought back-to-school supplies for some children and 

Figure 6.1: Prison Fellowship Togo leadership team.
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paid for school fees for a few others. But these activities were limited in 
scale, were implemented in a scattershot fashion, and had no follow-up 
or relational component.

PFT could generate little meaningful activity, because it had virtually 
no money, a small volunteer base, and just a few part-time staff to conduct 
its operations. Its infrastructure was lacking, and its board was dysfunc-
tional. Even though the organization had been chartered as a PFI affili-
ate in 1995, it functioned as if it were in infancy. When it learned about 
CPP, though, it was intrigued. What changes might occur if PFT could 
offer such a program? 

“When Prison Fellowship Togo heard about the Children of Prison-
ers Program, they found it to be a great program to help them take care of 
prisoners’ kids in a better way,” says N’tcho. “It really raised their interest 
in program”

N’tcho spoke with PFT leaders candidly. 
“You are far off of where you need to be as an organization, so you 

can’t begin,” he told them. “You’re letting the ministry die by sitting here 
and not exerting effort. You need to give support to these children and the 
life of the community.” Then he followed up with action. For nearly two 
years, N’tcho worked regularly with the leadership of PFT to raise the 
standards of their organization toward eligibility to become a PFI program 
partner. He visited many times and, in his words, “had many meetings 
with them, painting the picture of what it would be like for them to be 
alive and run an effective ministry.”

Ntcho’s efforts paid off as the organization slowly started to implement 
his suggestions and make changes. The promise of implementing an 
effective program for children—and receiving the start-up funding to 
run it—was powerful and motivating. By 2016, the organization was 
operating much better; well enough that they were able to demonstrate 
sufficient capacity to PFI and become approved as a CPP program partner.

SPECIAL CAPACITY-BUILDING FOCUS: PFT’S 
GROWTH IN BOARD GOVERNANCE
 
ONE OF THE primary impediments to the health of PFT had long been 
its board, which wasn’t leading strongly from its position at the helm. It 
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was really a board in name only; its members weren’t proactively involved 
in the activities of the organization. So, N’tcho asked the leadership to 
consider changing the makeup of the board, and to find people who were 
truly interested and motivated to get involved. 

“It wasn’t easy,” said N’tcho. “At first people weren’t willing to move. 
I had to struggle with them a bit to show them the advantage of having 
good organizational capacity. It was clear that some were doubtful.”

About the challenges of this transitional period for PFT, Hutchinson 
says it “was not without pain and conflict. It was messy and some signifi-
cant relationship stresses had to take place . . . which required remarkable 
perseverance and courage on the part of N’tcho to help bring about some 
of the leadership changes that occurred.”

But with time PFT’s executive director, Martin Kodjo Anani, caught 
the vision N’tcho was casting, and started getting serious about making 
changes on the board. He told the board members, “Anyone who is not 
really interested in what we’re doing should feel free to leave.” Some did 
resign and as they did, new people were called. The incoming board was 
well-qualified and understood the vision and mission of PFT, and they 
got involved in the ministry.

Anani, a steadfast and quiet man with five children, had been the 
executive director of PFT since 1991. In addition to leading the ministry, 
he was also a pastor at the largest Assemblies of God Church in Lomé 
(Togo’s capital). He has a master’s degree in divinity and a faith of steel. 

“When it is about God’s work,” says N’tcho, “Anani doesn’t consider 
obstacles. He’s a man of conviction and always says, ‘Let’s do it. God will 
provide.’” Anani leads an evangelism group that travels throughout the 
country to share the Gospel and plant churches. He even spearheaded a 
new church plant in neighboring Chad. 

But in the early 1990s Anani had received a call from the Lord to 
work with the prisoner community. 

“My heart burned for their salvation,” he said. Anani was passionate 
about the work but overcommitted because of his pastoral responsibili-
ties. When PFT began the process of becoming a PFI program partner 
in 2016, he realized he needed to make a change. 

“I didn’t have the capacity to keep the position,” he says, “so I left so 
PFT could hire someone to give full-time attention to the work.” When 
Anani stepped down, he was offered the job of chairman of the board, 
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which had just been vacated as part of the 
recent board adjustments, and he took it. 

As chair, Anani was able to ensure 
the board was populated by individuals 
positioned to actively help the affiliate. 

“On the board we now have a magistrate, 
a lawyer, someone certified to conduct 
audits,” he says. These changes have made a 
tremendous difference to the functionality of 
the organization. Anani was also positioned 
to make sure the new executive director got 
the support he needed to do the job properly. 

“Beforehand everything was reliant on 
me,” he says. “Now each one [on staff ] has his task and plays his role.”

When he was asked what changes were most significant in improv-
ing the functionality of his organization, the top issue Anani pointed to 
was board and leadership health. 

“The first thing I would tell an organization that finds itself in the 
situation we were in is improve your institutional framework by recompos-
ing your board of directors and the executive board,” he says. “Former 
members of both entities [board of directors and executive board] must have 
the courage and willingness to accept the right people in the right places.”

AREAS OF GROWTH IN CAPACITY
 

WHILE PFT HAD been working with children of prisoners prior to 
implementing CPP in summer 2016, it had been helping them on a 
one-time basis rather than in a comprehensive way. An ongoing program 
that supports children of prisoners holistically was a brand new thing for 
Togo.

Within the first eight months of becoming a program partner, PFT 
serving 175 children of prisoners through the CPP. By the end of 2017, 
it had nearly doubled that number to 300 children (a number which it 
aims to grow to 500 by 2020). And it was serving them fully and well, 
making the difference in their lives its leaders yearned to make, because 
the program serves each child through a customized, targeted care plan. 
The plan focuses on four elements designed to mitigate the major risks 

The first thing I would 
tell an organization 
that finds itself in 
the situation we 
were in is improve 
your institutional 
framework by 
recomposing your 
board of directors and 
the executive board.

–Martin Kodjo Anani



A New Strategy in Nonprofit Capacity Building

- 70 -

facing children of prisoners and help them to experience fullness of life and 
the opportunity to grow into their God given potential. Through regular 
visits and ongoing support, trained child caseworkers ensure children are 
protected in a secure caregiving environment and adequately housed; are 
achieving good health through preventative measures, training, and access 
to nutrition and medical care; are receiving an education; are building 
strong relationships with family, their peers, and their parent in prison; 
and finally, they ensure children are growing spiritually through connec-
tion to the Christian community. Running through these elements are 
ongoing relationships with the caseworkers and volunteers that provide 
a safe space for children to build self-esteem, experience acceptance, and 
begin to heal from emotional wounds. 

PFT was able to begin serving so many children so well because of the 
increased capacity that came with the PFI partnership process. The improve-
ments in board governance have already been noted, but these were not 
the only changes in organizational capacity that occurred during this time 
(a period during which PFT also began implementing the TPJ program). 
Following are some additional areas that showed marked improvement 
from the time Togo began its program in 2016 until the end of 2017. 

• Staffing. PFT’s first step was hiring a new executive director, 
Agbeko Kokou Selom, a man equipped for the job. Selom is a 
sociologist, and well qualified to attend to the needs of these 
vulnerable children. Next, they hired an accountant and 10 
volunteer social workers, including the paid CPP program 
caseworkers who oversee the work with children of prison-
erss. Before N’tcho first approached PFT to challenge them 
to grow, the organization had no full-time paid staff. Today 
the organization has 24 full-time workers, and while not all 
of these are CPP-related employees, the process of launching 
CPP helped ready the organization to significantly expand its 
employee base.

• Volunteer mobilization. The number of committed volunteers 
CPP works with has grown by 50 percent in the 18 months 
the program has been running.

• Church partnerships. Prior to implementing CPP, Togo 
was a church-based ministry but was not regularly or 
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consistently partnering with 
any of its churches. After 18 
months of implementing CPP, 
the organization was in commit-
ted partnership with 20 church-
es. And beyond this, Togo’s 
Council of Churches granted 
PFT permission to recruit volunteers in all its local churches, 
which means its overall pool is several hundred.

• Financial management. Before PFT became a program partner, 
it used an excel spreadsheet as its budgeting tool. With the 
purchase of a financial software tool called SAGE and the 
hiring of an accountant, its financial management began to 
improve significantly.

• Resource development. PFT attracted the attention of a Swiss 
organization shortly after implementing CPP. The organiza-
tion was looking to fund work in Togo and was pleased by the 
capacity measures and orderliness in PFT’s operations. 

 
“When you improve your capacity, you automatically improve your visibil-
ity,” N’tcho says, and he cites the Swiss organization to prove it. The organi-
zation soon began supplying funding to PFT, which has been a first and 
important step in financial self-sufficiency for the affiliate.

With the direction and help of its PFI regional director, PFT increased 
its capacity from almost nothing to sufficient in the two years prior to 
its acceptance as a PFI program partner. And then, in its first two years 
as a program partner, its capacity has continued to grow and flourish. 
Ultimately, this greater capacity has brought about better outcomes for 
children of prisoners and families.

CHANGED LIVES
 
“It was terrible to see the way the children of prisoners were living,” Anani 
says. He knows full well that families, already hanging on by a thread in 
such impoverished countries, generally disintegrate completely when a 
parent goes to prison. 

When you improve 
your capacity, you 
automatically improve 
your visibility.

–Samuel N’tcho
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“Most of them were street children,” Anani says, “searching for food 
and sleeping wherever they could find a place. They did not go to school. 
They were on their way to becoming prisoners like their parents.” But 
today, this heartbreaking situation is slowly changing. And the difference 
the CPP is making in these children’s lives is amazing.

“Our work is much more structured and organized now. We can 
put our weight in the identified areas that CPP focuses on,” Anani says. 
“And now we see a big transformation: children are going to school and 
gaining self-esteem. We have fewer children in the streets. Inmates are 
happy because someone is taking care of their children while they’re in 
prison. Families are rejoicing.”

These changes are also birthing larger-scale changes within the country 
of Togo. “The government is seeing the results of the work we are doing and 
is grateful. The minister of justice himself appreciates it, and now Prison 
Fellowship Togo has become a privileged partner of the government. The 
justice department was not involved in protection and health of children 
of prisoners before, but now—because of CPP—they are.”

So, the future is looking much, much brighter in Togo—both for the 
children of prisoners with whom PFT is already working, and for the 
larger prisoner community. PFT’s growth in capacity is making measur-
able changes in both.
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CHAPTER 7

Prison Fellowship Lebanon
growth in partnership management
Implementing the Sycamore Tree Project®

 
Starting the Sycamore Tree Project has improved our  

relationships with existing partners and cemented new partnerships. 
We had intermittent operations in prisons before but now our presence 

is almost continuous. We have a bigger footprint and the prisons 
are receptive to our being there. We’ve received official recognition 

and new credibility from the justice system of the importance of our 
program; they now reduce sentences for STP graduates. And we forged 

new agreements with the main seminary for Lebanon’s Maronite 
church, as well as the university—they send us students to facilitate 

STP inside the prisons. 

  —Father Marwan, chairman of 
 Prison Fellowship Lebanon

LEBANON’S PRISON ORGANIZATION, Nusroto (now also Prison 
Fellowship Lebanon), is 13 years old. Its chairman, Father Marwan 
Ghanem, has been present from the beginning. A priest in the Maronite 
church (Lebanon’s largest Christian denomination), Father Marwan’s 
strength—outside and inside—comes across clearly. He’s six feet tall with 
a full head of black hair and the physique of a linebacker. Yet he wears 
the collar of a cleric. He comes from a part of Lebanon called the Bekka 
Valley, an area known for growing and using drugs. 

“As a parish priest, he decided to respond to the most important needs 
of youth taken in this vicious cycle of drugs, crime, and incarceration in 
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a very methodical way,” says PFI Regional Director Roy Moussalli. “He 
built a team around him to serve the most marginalized.”

 Father Marwan’s intellect is sharp, and his interests are varied. He 
studied musical science and theology and philosophy before delving into the 
world of prisoners, where he’s now spent almost 20 years. Father Marwan 
has several degrees in the management of penal institutions for reform, 
and he has served as a judge in the church courts. He knows the prison 
systems in Lebanon very well, and he knows the prisoners. 

“Working with prisoners is my call,” he says, “and I like working with 
marginalized individuals.”

PRISON FELLOWSHIP LEBANON BEFORE THE  
SYCAMORE TREE PROJECT
 
NUSROTO, WHICH MEANS “Chants of Joy” in Syriac, became a PFI 
affiliate as Prison Fellowship Lebanon (PFL) in 2011. At the time, it was 
a healthy organization—well-managed and growing, with strong leader-
ship (both Father Marwan and the other staff ). It was financially stable, 
though its funding was limited. It is still well-run and financially stable 
today. The organization is active in many areas, from managing a large 
choir that sings in the community and prisons, to working with juvenile 
delinquents and inmates in prison, to serving drug addicts and running a 
drug rehab center in its own facility. It also does work in prisons such as 
organizing choir performances. But PFL didn’t have a consistent presence 
in prisons, and it didn’t have any mechanism through which it could deepen 
their involvement with the prisoners they were engaging.

Lebanon’s first exposure to the Sycamore Tree Project (STP) came 
through Moussalli, a trained mechanical engineer who has devoted himself 
to working with the underserved. He has been with PFI for 10 years. 
Moussalli alerted PFL to the opportunity to participate as a prototype 
program for the new STP, a turnkey program aimed at identity transfor-
mation: helping prisoners move from a mindset of victim to victim-maker 
to peacemaker. Moussalli “knew that PFL wanted to pursue program 
partnership, and [that] they were interested in restorative justice” for their 
prisons. PFL jumped at the opportunity, enthusiastic for the chance to 
expand and enhance their work in prisons. 
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“We needed a rehabilitation program for the 
prisoners,” Father Marwan says, “and there were 
none available. This means prisons are only a place 
where people are confined until they’re released. 
Prisoners are detached from their background. 
They forget why they were brought in. The system 
fails the prisoners by not giving them a chance 
to rehabilitate.” So, Father Marwan led PFL to 
enter a partnership agreement with PFI, and they 
started implementing STP.

POSITIVE OUTCOMES AFTER IMPLEMENTING THE  
SYCAMORE TREE PROJECT
 
THE NEW ITERATION of the Sycamore Tree Project is PFI’s most 
recently released program, and as one of the two prototype sites, PFL is 
one of the earliest implementers. (The other prototype site is Nigeria.) 
The program was implemented in early 2017 and has, therefore, been in 
operation for less than 18 months, but already it has proven effective and 
is well-received by all parties. 

“The STP has increased our ability to enter into new prisons,” Father 
Marwan says. “The reputation of the program is good; people are excited 
about it. Because the results are so positive, people are talking about it. 
Many are waiting for it.” At the time of book publication STP is at the 
beginning of its second year, and STP is already making changes to prison-
ers and prisons—changes that people are noticing.

Some of the areas in which PFL is growing as a result of implement-
ing STP are:

• Presence in prisons. Before STP, Prison Fellowship Lebanon 
was working in 12 prisons. What they offered was, in Father 
Marwan’s words, “intermittent operations and interventions.” 
Since PFL implemented the program, the number of prisons 
has increased from 12 to 15, and their presence there is now 
continuous. Sustained prison presence is key for STP, because it 
engenders positive relationships with prison administrators to 
undergird operations, lasting relationships between volunteers 

The system fails 
the prisoners 
by not giving 
them a chance 
to rehabilitate.

–Father Marwan 
Ghanem
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and prisoners, and lasting relationships between churches and 
prisoners. This type of lasting relationship creates a bridge to 
smoother reentry for prisoners after their release.

• Volunteer engagement. From program inception to 18 months 
following, PFL had engaged 45 volunteers for the program. 
The total number of volunteers involved in the organization 
has almost doubled since STP was launched. This increase has 
facilitated PFL’s ability to mobilize and manage this larger 
number of people, and it has positioned them to scale the 
program more quickly.

• Organization’s budget. The PFI grant that Prison Fellowship 
Lebanon received to launch STP has increased the organiza-
tion’s annual budget substantially. It has given the organization 
a tangible ask in the area of restorative justice, which it can use 
when it approaches in-country funders.

• Partnerships. PFL has grown to become a model affiliate in 
terms of its partnership offerings, discussed below.

SPECIAL CAPACITY-BUILDING FOCUS: PRISON  
FELLOWSHIP LEBANON’S GROWTH IN 
PARTNERSHIP MANAGEMENT
 
WHEN PFL STARTED the Sycamore Tree Project, it was able to recruit 
many more new volunteers than it had before—and different kinds of 
volunteers. These volunteers were more skilled and experienced than those 
previously involved. The influx resulted from two new partnerships that 
PFL was able to solidify: One with the Maronite seminary and one with 
the Lebanese University. Father Marwan had relationships with leaders 
at both the seminary and the university before implementing STP, and 
occasionally a volunteer or two might assist with an activity. But the institu-
tions wanted to engage their students in structured, effective environments 
where they could advance their expertise related to pastoral care (seminary 
students) and psychology (university students). Until STP was implement-
ed, PFL had nothing to offer that could engage volunteers of these types.

“But once we began the STP, things changed,” says Father Marwan. 
“The program itself is so well constructed, and it involves ongoing follow 
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up, so there’s successful implementation. The seminary and the university 
saw it was a well-structured program, and they felt their interns could do 
something constructive there where impact could be seen.” PFL signed 
partnership agreements with both institutions, and now their approved 
interns are central figures among the body of volunteers who help with 
the program. In the case of the seminary, some students actually conduct a 
seminary-approved, one-year internship assisting the STP as they prepare 
to become clerics. The value of having committed clerics-in-training among 
their volunteer corps can’t be overstated. And the involvement of the 
university and seminary as partners with PFL in offering the STP program 
raises awareness about each of the institutions, as well as prison ministry 
in general. It also potentially increases the overall volunteer network, since 
some interns continue involvement with PFL after their internship is over.

The relationships PFL forged with the seminary and the university 
aren’t the only partnership advancements the organization has made since 
implementing the new program. Father Marwan has seen improvements 
and solidification in other relationships, as well. 

Our partnerships with the prison authorities and the government 
institutions that handle prisoners have all improved as well,” Father 
Marwan says. “The justice system has acknowledged STP as a viable  
rehabilitation program; they willingly 
reduce the sentences of inmates who submit 
a graduation certificate. Our reputation is 
good. The program has put our organiza-
tion on the map.

Because of the importance of STP 
and the quality of restorative justice work it 
promotes, PFL is receiving a recognition it 
never had before. 

“The change has happened at the 
status and self-esteem level,” Marwan says. 
“We had the relationships before but not 
the recognition. Now we are contributing 
something of real value to the prison system 
and process.”

We had 
relationships 
before but not 
the recognition. 
Now we are 
contributing 
something of 
real value to the 
prison system 
and process.

–Father Marwan 
Ghanem
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Moussalli confirms this clear growth in influence as partnerships grow. 
“PFL’s sphere of influence is increasing considerably,” he says. “Their 

relationships are growing at all levels. The organization marketed STP 
and itself in a very professional way, which raised its profile within the 
justice and correctional system. It has positioned itself as the nonprofit 
for rehabilitation programming.”

THE IMPACT ON LEBANESE PRISONERS
 
SINCE STP STARTED in 2017, the climate in the prisons has palpably 
changed. 

“The kind of conversations that are restorative are new for 
everyone,” Father Marwan says. “These are things—victims, restoration, 
peacemaking—you normally don’t talk about in prisons. So there is a 
different kind of culture being created in prisons now, a better culture.”

And the prisoners too have reports of the impact. 
“They say, ‘STP has changed our lives,’” Father Marwan says. “They 

say if they had known about this approach before, their lives would be very 
different today. But they are thankful to be learning it now.”

One memorable demonstration of this was a prisoner in a court 
proceeding, who for the first time in many proceedings, was speaking 
directly to the judge and jury rather than leaving it to his lawyer to make his 
case for him. When the judge asked him why he was taking initiative and 

Figure 7.1: The staff of Prison Fellowship Lebanon signs a 
partnership agreement with Prison Fellowship International.
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talking openly, he said, “We have learned that we need to take responsibil-
ity for ourselves and for what we have done. We need to speak truthfully.” 
It was a powerful moment. 

“These are the kinds of things that are now happening in courtrooms 
and with judges,” Father Marwan says. “Everyone can see the impact STP 
is having on the lives and character of the inmates. They are becoming 
different people.”

FUTURE PLANS FOR PRISON FELLOWSHIP LEBANON 
 AS CAPACITY INCREASES
 
BECAUSE OF THE Sycamore Tree Project, PFL is growing in capacity. 
It’s serving in new ways, reaching more prisoners, forging relationships to 
improve the overall situation for Lebanese prisons and prisoners.

The minister of social affairs has asked PFL to take responsibility for 
rehabilitating juveniles, so PFL is opening a new section on its premises as 
a juvenile rehab center. PFL is also conceptualizing a center for ex-prison-
ers, to help with their transition. As part of these prospective expansions, 
they’re looking at renting a retreat center to assist with aftercare. All these 
ideas are being generated by the success STP is already creating. 

“Before STP, we were just a pin on a map,” Father Marwan says. “But 
now we are a solid partner to those who are working with prisoners. Things 
are entirely different.” And that means the future for PFL, as it continues 
to walk out its role as a PFI program partner with STP, is bright.
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CHAPTER 8

Prison Fellowship Kenya
growth in executive leadership
Implementing The Prisoner’s Journey®

 

Prison Fellowship International had its Africa regional summit in 
Addis Ababa in January, 2015, where they introduced the PFI 2.0 

new programs. Prison Fellowship Kenya was not in a good place, and 
George wasn’t keen to attend the summit. He felt his organization 

was at such a low level that his going would not benefit them in any 
way. I prevailed over him saying, “You just can’t judge before you 

get there. See what happens.” So George came. And by the end of the 
three days, he was a different person. He came in low and defeated, 
with no hope for future. But by the time the summit ended, he had 
such high hopes. He was looking forward to getting back to Kenya 
and beginning to prepare for partnership with Prison Fellowship 

International. That was the beginning.

   —Enocent Silwamba, regional director  
for Anglophone Africa

GEORGE KARIMI WAS a banker working in the Central Bank of 
Kenya when he came to faith in God. A gentle and earnest man, George 
was a committed follower from the first. In the early months of his faith, 
he searched for a place to serve God and he connected with a friend who 
was involved in prison ministry. 
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“My heart was crying out for an area where I could serve God, and this 
invitation showed me where He wanted to use me.” The prison situation 
in Kenya is challenging and can certainly benefit from anyone wishing to 
assist. Most prisons are old, dilapidated, and severely overcrowded. The 
prison population has increased by 35 percent since 2000, and prisons hold 
twice as many inmates as they were designed to hold. They also have poor 
sanitation, are often riddled with infectious diseases, and lack clean water 
and nutritious food for inmates.

So Karimi began serving prisoners, and before long his work in prisons 
led him to Prison Fellowship Kenya (PFK), which had been a national 
affiliate for more than 25 years at that time.

“In 2011 they invited me to be the executive director,” Karimi says, 
“and I accepted.”

THE SITUATION AT PF KENYA PRIOR TO 
IMPLEMENTING THE PRISONER’S JOURNEY

WHILE PFK HAD some good years of vibrancy earlier in its history, 
it was a low-functioning ministry in 2011 when Karimi came on board. 
There was a small collection of volunteers working with Karimi, and though 
he was the executive director he was also working in an unpaid capacity. 
The lack of compensation was due to a miniscule budget; it was less than 
$1,000 per year in the two years prior to PFK adopting The Prisoner’s 
Journey (TPJ). Though the organization had a board, it met infrequently 
and did not actively engage in operations or fundraising. 

The main activity PFK was doing in the years prior to the launch-
ing TPJ was working with churches to organize preaching in prisons. It 
had loose relationships with numerous churches, and it assisted them in 
coordinating preaching visits where inmates would assemble to hear and 
see the presentation. 

At the end-of-presentation altar call, prisoners might go forward to 
make a commitment of faith to Jesus. 

“But then the church would go home and the inmates would be left 
till the next time a similar visit might happen. There was no nurturing, no 
follow up,” Karimi says. Church volunteers made visits every six months 
or so, and they might go back to the same prison or visit a new one. There 
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was no connection between the presenters and the prisoners, no follow up 
in between. So even if a church did go back to the same prison twice, they 
didn’t know who the attendees were or if they’d had engagement before. 
Karimi describes their ministry style as “hit and run, very disjointed.”

Before long Karimi became discouraged. Ever since he joined prison 
work in 2011, he wanted an effective way to present the Gospel to those 
behind bars, but what PFK and its partner churches offered was far from 
sufficient in his view. Given his limited budget and infrastructure, however, 
he didn’t know what else to do. 

“I felt our limitations and our inadequacy,” Karimi says.
In early 2015, PFI held its regional summit for Africa in Addis Ababa, 

Ethiopia, to introduce PFI 2.0 and its new programs to Africa’s affiliates. 
Karimi neither wanted nor planned to go. 

“He felt PFK was operating at such a low level that attending the 
summit would not benefit them in any way,” says PFI Regional Director 

Figure 8.1: Prison Fellowship Kenya signs its memorandum of under-
standing with Prison Fellowship International, making their program 
partnership of The Prisoner’s Journey official.
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Enocent Silwamba, who works with all Prison Fellowship ministries in 
English-speaking Africa from his home base in Zambia. 

“But I prevailed upon him to attend. When George arrived he seemed 
low and defeated, but by the end of the third day, he was a new man. His 
hopes were high and he was looking forward to getting back to Kenya to 
start preparing for a program partnership with PFI.” Karimi’s encourage-
ment came from seeing the quality and structure of the TPJ offering—
finally this was a program that would be useful to him, he felt. This was 
a program that would equip him to effectively serve the prisoners he so 
strongly wished to serve.

When Karimi returned to Kenya, he wasted no time. With the 
vision of The Prisoner’s Journey before him as motivation, he got to work 
readying his organization to approach PFI with a request for partnership 
to implement the program. Silwamba provided PFK with coaching in 
the areas of leadership and board governance, volunteer mobilization, and 
financial and program management. Karimi was diligent in his efforts, and 
PFK was able to meet the requirements for TPJ and enter a partnership 
with PFI to launch the program.

AREAS OF GROWTH IN CAPACITY AFTER 
IMPLEMENTING THE PRISONER’S JOURNEY

PFK BEGAN IMPLEMENTING TPJ in January of 2016. It got off to 
a slow start, mainly because the program coordinator it hired to run TPJ 
lacked the necessary expertise to launch the program. PFK foundered at 
first in mobilizing and managing its volunteers, but with coaching from 
Silwamba, it started hitting its stride in the fourth quarter. And by the 
end of the second year, the program was really flourishing. Following are 
some of the areas of growth PFK displayed: 

• Program management. The organization had employed a 
qualified program coordinator and learned how to effectively 
supervise and direct her.

• Volunteer mobilization. It had grown from virtually no steady 
volunteers at the start of 2016 to 493 active ministry volunteers 
by the end of 2017. This number includes internal volunteers: 
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prisoners trained as TPJ leaders and assistants. These are 
graduates of the program who return to assist future cycles, a 
practice that PFI has found increases the scale and depth of 
the program (and now promotes as a best practice).

• Church partnerships. Prior to implementing TPJ, Prison Fellow-
ship Kenya was working consistently with just one or two 
church partners, but after one year of offering TPJ, that number 
had grown to nearly two dozen.

• Sustained presence in prisons. Whereas PFK’s relationships with 
prison officers-in-charge and their chaplains had been tepid 
before TPJ, after two years of programming the prisons were 
highly enthusiastic and eager to continue working with PFK 
to get more. It had sporadic activity—as little as one event 
per year—in about 30 prisons prior to launching TPJ. Most 
in-prison programs were ad hoc without consistency or strategy. 
Now PFK and its volunteers are consistently present 8 to 10 
months of the year in 25 prisons.

• Financial management. PFK implemented systematic budging 
efforts, and they learned how to handle their cash flow respon-
sibly and cooperate with financial audits. 

• Resource development. The board established a fundraising 
committee, which began engaging with individuals and church-
es to ask for money, planning appeals and the like. For the first 
time, PFK had something compelling to ask local supporters 
to financially support. In both year one and year two, PFK 
raised more than $5,000.

 
In addition to these output measures, PFK has now become known as an 
organization administrating an effective tool—TPJ—to take the Gospel 
into prisons. It has opened the door for PFK as an evangelism organiza-
tion that successfully reaches unreached people groups. 

“We are filling that chair in the discussion,” Karimi says. “Before we 
ran the program, we were not asked to do that.”

PFK was also invited to an international student forum hosted by 
the Fellowship of Christian Unions (FOCUS), attended by Christian 
leaders from around the world. There, they spoke about their evangelism 
work with inmates, something Karimi says they wouldn’t have had the 
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opportunity to do beforehand. PFK’s work with TPJ has given the affili-
ate the recognition and credibility of being an organization involved in 
effective prisoner work.

SPECIAL CAPACITY-BUILDING FOCUS: 
PRISON FELLOWSHIP KENYA’S GROWTH 
IN EXECUTIVE LEADERSHIP 
  
ONE BIG AREA of capacity growth for PFK has been in executive 
leadership—a change exemplified in Karimi himself. His vision, abilities, 
and leadership capabilities have grown enormously since PFK became a 
program partner.

From the time the opportunity to implement TPJ was first introduced, 
Karimi has harnessed a workable plan and its accompanying hope in a 
way he previously never could. His passion for the program invigorated 
not just himself but the entire organization. 

“I knew George had capacity as a leader,” says Silwamba, the regional 
director. “It just took the promise of an effective program to bring it out 

in him.”
The first leadership step Karimi took was 

bringing on a program coordinator for TPJ, 
as the partnership agreement requires. Things 
didn’t go smoothly in the beginning, largely 
due to her inexperience, but Karimi rose to 
the challenge. He supervised her more closely 
and enhanced their collaboration, and before 
long she gained what she needed to garner 
success. By the end of the first year his efforts 
had paid off, as the first year performance 
assessment confirms: “Increased oversight from 
the executive director (over the new program 
coordinator) . . .  produced immediate fruit.” 

Second, Karimi succeeded, along with his 
board, in getting his financial model under control. He realized fundraising 
was necessary if TPJ was to thrive, and he helped his board to understand 
that raising the needed resources had to be a team effort. 

It’s not just 
passion that can 

make things 
work effectively. 

The passion 
must be there, 

but by itself it’s 
not enough. 

Compensation is 
also necessary.

–Geroge Karimi 
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“It’s not just passion that can make things work effectively,” Karimi 
says. “The passion must be there, but by itself it’s not enough. Compen-
sation is also necessary.” Karimi had long been acting as a full-time, but 
unpaid, executive director. He and his board both came to see that a healthy 
organization is one that adequately compensates its employees. Today, 
Karimi is compensated for his role as full-time leader.

Third, Karimi grew in his leadership skills across other areas of 
managing the program. As the positive pressure of TPJ requirements 
directed him, and with the effective coaching of his regional director, he 
grew in his ability to lead well as executive director. He recruited, with 
his program coordinator, new churches; spearheaded communications 
and launched new volunteer training; oversaw the organizational plans 
and budget; began work to develop partnerships. In short, he began to 
proactively lead the organization into growth.

And the results followed quickly. His regional director described it well:  
“This national ministry, which had been so dormant, was suddenly alive. 
Everybody everywhere—in prisons, in courts, in churches, among other 
African nonprofits—was talking about it, saying, ‘We need to get involved.’”

THE BOTTOM LINE FOR PRISON FELLOWSHIP  
KENYA: CHANGED LIVES
 
AS OF THE end of 2017, PFK completed 465 TPJ courses in 22 prisons 
throughout Kenya. More than five thousand prisoners graduated from 
the course, and nearly 1,400 of these had gone on to complete follow-up 
discipleship courses. 

But it’s not about the numbers to Karimi; it’s about the changes he’s 
finally seeing take place within the prisoners PFK works with. They’re 
being transformed.

“The best way to summarize what we have seen is in the words of an 
experienced prison chaplain we work with,” says Karimi. “He said, ‘One 
cycle of  TPJ session is worth a thousand preaching messages to the prison.’ 
The chaplain is carrying out more baptism sessions, more counseling 
sessions from TPJ graduates. Inmates are having many more personal 
encounters with Jesus than he ever saw previously when he ministered 
without TPJ in the prison.” 
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The impact isn’t just felt by the chaplains, it’s also felt by the prison 
officials. For the first time authorities are opening doors for PFK, because 
they can see the inmates are no longer the same. What else can they think 
when ex-prisoners are coming back into the prisons as volunteers to help 
facilitate TPJ courses for inmates?

Karimi’s heart desire as an executive director was not to just be in 
prisons, telling people about Jesus from a platform. He started working in 
prison ministry because he wanted to facilitate spiritual breakthrough—to 
see prisoner’s lives changed. And now he does.

 

Figure 8.2: Kenyan prisoner’s at The Prisoner’s Journey graduation 
celebration hosted by Prison Fellowship Kenya.
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CONCLUSION

Seismic Shifts
in organizational 
transformation

LESS THAN EIGHT years have passed since PFI first decided to change 
its operating strategy, and to reorganize as PFI 2.0 And less than five years 
have passed since we began our first program partnership with a national 
affiliate, prototyping one of our new flagship programs.

 In this short time, a seismic change has taken place. Approximately 
175,000 prisoners and their children have been reached through PFI’s 
work. These individuals aren’t just engaged in one-time contact, taking 
part in an isolated activity. Rather, they are engaged in thoroughgo-
ing processes of life transformation. These processes are in place today 
because 43 organizations have developed deep capacity, for the first time, 
to implement effective programs that can dynamically help the prisoners 
and their families they serve.

The changes that have occurred across the globe in the past five 
years since the new capacity-building strategy was introduced have 
been penetrating. The three elements—a comprehensive and effective 
program, funding to implement it, and accountability to ensure standards 
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are met—have profoundly changed the ability 
of PFI affiliates to develop capacity. And this 
has transformed the outcomes of the prison-
ers and the children of prisoners they work 
with. It has even transformed the prisons and 
communities where these individuals live.

It doesn’t stop there, either, because 
a groundswell of positive energy has been 
amassed as programs have grown and program 

partners have become more adept at implementing them. The whole organi-
zation, even the 80 national affiliates that are not yet offering new programs, 
has been swept up in the enthusiasm. A new hope and confidence have 
been unleashed across PFI.

Many of the organizations who aren’t implementing new programs 
want to offer one. In fact, affiliates are clamoring to begin. They have 
caught the vision and eagerly anticipate all they can be, and all the positive 

Figure 9.1: The Prisoner’s Journey Pipeline 

A groundswell of 
positive energy has 

been amassed as 
program partners 

have become 
more adept at 
implementing 

programs. 
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change they can make, once they are engaged in program partnership. More 
than 30 organizations are on a program waiting list, in what we call The 
Pipeline. These organizations are poised to begin their program partner-
ships with PFI when funds and resources become available. By way of 
example, figure 9.1 is the pipeline for one of our programs, The Prisoner’s 
Journey. It displays the 30 affiliates waiting to become program partners, 
and what status they currently hold in their waiting process.

PFI intends to engage dozens more organizations as program partners 
in the coming years. And we eagerly antici-
pate the transformation in prisoners, prisons, 
and prisoners’ families the new programs will 
engender in their new communities, when the 
day of implementation arrives. With the success 
of every new affiliate, we grow more confident in 
the value of our unique capacity-building model, 
and in its clear effectiveness in achieving the meaningful outcomes we seek.

As we move forward, we continue to hone our measurement tools for 
capacity-building and grow in our understanding of our three-pronged 
model’s efficacy. To help in this endeavor, we have contracted with renowned 
research scientist Byron Johnson to conduct a 40-month, multi-national 
study of TPJ. Johnson—distinguished professor of the social sciences at 
Baylor University, founding director of the Baylor Institute for Studies of 
Religion, and senior fellow at the Austin Institute—will assess the identity 
transformation of prisoners who graduate from the program and continue 
in some form of discipleship. Johnson’s assessment of behavioral changes of 
prisoners engaged in faith-based, volunteer-led programming will provide 
tremendous value to PFI, our affiliates, and policymakers around the globe.

Given the magnitude of the prisoner population around the world 
and the increasing capacity of our partner organizations to help them, 
there’s an extraordinary amount of transformation that can now take 
place through PFI’s network. PFI, at the international and local levels, is 
in this to help prisoners and their families—as many as possible. This is 
everyone’s goal. And now, because of our new capacity-building model 
and its profound effects, we are truly succeeding in meeting this goal. 
We anticipate that prisoners and their families will continue to be deeply 
impacted by the results, and be transformed. And we thank God for the 
opportunity to be involved.

We anticipate 
prisoners and 
their families will 
continue to be 
deeply impacted.



Prison Fellowship International 
affiliate country

Prison Fellowship International’s 
Children of Prisoners Program

Albania  
Angola  
Antigua &   
   Barbuda  
Armenia  
Australia  
Bahamas  
Bangladesh 
Barbados  
Belarus  
Belize  
Benin  
Bermuda  
Bolivia  
Botswana  
Brazil  

British Virgin         
  Islands  
Bulgaria 
Burkina Faso 
Burundi  
Cambodia 
Cameroon  
Canada 
Cayman Islands  
Central African        
Republic     
Chile  
Colombia  
Costa Rica  
Cote d’Ivoire 
Curacao  

Czech Republic 
D.R. Congo 
Dominica  
Ecuador  
El Salvador  
England & Wales  
Estonia  
Ethiopia  
Fiji  
Finland  
The Gambia 
Georgia  
Germany  
Ghana  
Guam  
Guatemala 

Guernsey  
Guinea- 
  Bissau 
Guinea- 
  Conakry  
Guyana  
Haiti  
Honduras  
Hungary  
India  
Israel  
Italy  
Jamaica  
Kazakhstan  
Kenya  
Kyrgyzstan  

Prison Ministry  
Around the World Colombia



Latvia  
Lebanon  
Lesotho  
Liberia  
Madagascar  
Malawi  
Malaysia  
Mali  
Malta  
Mauritius  
Mexico  
Moldova  
Mongolia 
Mozambique 
Namibia  
Nepal 

Netherlands  
New Zealand 
Nicaragua  
Niger  
Nigeria  
Northern Ireland  
N. Mariana       
   Islands  
Norway  
Pakistan  
Panama  
Papua New       
    Guinea  
Peru  
Philippines  
Poland  

Portugal  
Puerto Rico 
Russia  
Rwanda 
Saint Vincent &  
   the Grenadines 
Scotland  
Senegal  
Sierra Leone 
Singapore  
Slovakia  
Solomon Islands  
South Africa  
Spain  
Sri Lanka  
Suriname  

Swaziland 
Switzerland  
Togo  
Tonga  
Trinidad &      
   Tobago  
U.S. Virgin Islands  
Uganda  
Ukraine 
United States    
   of America 
Uruguay  
Venezuela  
Zambia  
Zimbabwe

Togo
Rwanda

Zambia
Zimbabwe

India

Nepal
Cambodia
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MEMORANDUM OF UNDERSTANDING
 

This Memorandum of Understanding (MOU) is entered into this 20th 
day of January, 2017, by and between Prison Fellowship International 
(PFI), and Prison Fellowship Guatemala (PFG), (collectively referred to 
herein as “Parties”).

 
Whereas, the Parties acknowledge and agree as follows:

a. That PFI, which maintains its main secretariat at 44180 Riverside 
Parkway, Suite 100, Lansdowne, VA, USA, is an international associ-
ation of Christian prison ministries committed to engaging the 
Christian community in the pursuit of justice and healing in response 
to crime to the end that offenders are transformed, relationships are 
reconciled, and communities restored.

b. That PFG, whose headquarters are based at 6Ta Avenida Norte y 1ra 
calle poniente, Antigua, Guatemala, provides direct services to prison-
ers, ex-prisoners and their families in both prisons and communities 
throughout the country of Guatemala.

c. That this MOU between PFI and PFG is intended to and will govern 
the commitments and communications between the Parties in relation 
to the implementation of The Prisoner’s Journey® (TPJ) program in 
Guatemala.

d. That both PFI and PFG share a common goal to graduate 10,080 
prisoners from TPJ in 19 prisons over the three year period beginning 
April 1st, 2017, and continuing to March 30, 2020.
 

In order to achieve this common goal, PFI and PFG agree to abide by all of 
the terms and conditions set forth herein as follows:

PFI RESPONSIBILITIES 

1. PFI will provide all program materials, as well as training and techni-
cal assistance throughout the term of this agreement to include, at a 
minimum:
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a. All promotional materials (including posters, banners, videos), course 
materials (including leaders’ guides, videos and participant materi-
als), Bibles, certificates, and other supporting materials necessary to 
implement the program.

b. Comprehensive training and technical assistance in program and 
operational processes of TPJ program.

c. Onsite training for the first group of staff and volunteers mobilized 
by PFG to teach the TPJ course.

d. A Field Manual, including policy guidance, best practices, and tools 
to assist in the implementation of TPJ program.

e. Ongoing technical assistance via telephone conference, and, when 
necessary, onsite visits conducted by PFI staff or designees.

2. PFI will ensure the overall integrity of TPJ program by providing
 quality assurance processes that include, but are not limited to:

a. Minimum program standards and guidelines documented in 
 applicable operations materials that assist national ministries in 
 implementing TPJ program.
b. Quarterly and annual report reviews conducted by PFI to help 
 identify and address potential problems associated with ministry 
 expansion.
c. Annual onsite programmatic and financial reviews.
d. Annual onsite technical assistance to facilitate and support 
 long-term planning.

3. PFI will provide initial financial resources in support of the 
 implementation of TPJ program. The amount of funding is based on 
 the growth of TPJ program as projected in the Plan and Budget 
 (Appendix B). Funds are disbursed quarterly and are contingent on 
 the achievement of milestones detailed in the Plan and Budget 
 (Appendix B).

PFG RESPONSIBILITIES 

1. PFG will implement TPJ program in accordance with the Plan and 
Budget (Appendix B), paying particular attention to the start-up plan 
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as well as performance goals that are linked to financial disbursements 
by PFI.

2. PFG will hire a suitably qualified TPJ Program Coordinator, mobilize 
and train volunteers, provide adequate facilities, and contribute financially 
toward the implementation of TPJ program as defined in the Plan and 
Budget (Appendix B).

3. PFG will develop and maintain a field infrastructure adequate to achieve 
program goals, including sufficient volunteers and periodic volunteer 
training as described in the Plan and Budget (Appendix B).

4. PFG will implement TPJ program consistent with the goals, policies, 
and standards, as defined the TPJ Field Manual and will not copy or 
alter TPJ materials without permission.

5. PFG will fully participate in all PFI training and technical assistance 
provided in support of TPJ program.

6. PFG will commit to a high level of financial stewardship demonstrated 
through the proper usage of funds, financial accountability, transpar-
ency, and adhering to PFI financial reporting requirements associated 
with this agreement.

7. PFG will commit to pursuing new sources of revenue as described in the 
Plan and Budget (Appendix B) to support and sustain the TPJ program.

BOTH PARTIES 

1. Both parties agree to build mutual respect and trust by providing clear 
communications, allowing for honest two-way feedback, and treating 
each other with dignity and respect.
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Figure A.1: Example of signed agreement
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Opportunity Assessment
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Prisoners Program
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SUMMARY

Minimum Standards Fully Achieved: YES
Good Standards Fully Achieved: NO

Narrative Summary
 

PRISON FELLOWSHIP TOGO (PFT), while a small ministry, has 
an excellent base from which to launch a Children of Prisoners Program 
(CPP) partnership. Regional Director Samuel N’tcho has successfully 
supported the capacity development of PFT to be able to participate in 
partnerships, and currently serves on the board. PFT meets all minimum 
standards with only minor improvements to be made to strengthen this 
further and enable them to expand past 700 children.

RECOMMENDATIONS

Staffing,  Human Resource Management, and Leadership  

STANDARD DEVELOPMENT PLANS TARGET DATES

Role Descriptions 
/ Contracts

Ensure all people involved in 

CPP have role descriptions 

and formal contracts.

Code of Conduct Develop a Code of Conduct 

for the organization and use 

PFI CPP Code of Conduct 

for people involved in CPP.

Table B.1: Standard Requirements
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Financial Management and Funding  

STANDARD DEVELOPMENT PLANS TARGET DATES

Audit Recommend PFT identify a new 

auditor who is independent from 

the organization for future audits 

now the auditor is on the board

Regional 
Committees

Ensure regional committees 
are training to handle cash as 
per national office standards 
prior to rolling out CPP.

Receipt 
Organization

When organizing receipts, 
shift to compiling into 
quarterly folders, numbering 
each receipt, and preparing 
a summary sheet for each 
quarter, with each expense 
numbered (numbers 
correspond to the numbers 
on the receipts). This will 
improve ability to verify.

Table B.2: Financial Management and Funding Requirements
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Operational Strengths 

STANDARD DEVELOPMENT PLANS TARGET DATES

Child Laws Investigate local laws 
pertaining to working with 
children and gear the national 
ministry to be able to comply.

Table B.3: Operational Strengths Assessment 

 External Relations/ Partnerships 

STANDARD DEVELOPMENT PLANS TARGET DATES

–– –– ––

–– –– ––

Table B.4: External Relations/Partnership Assessment
 
Ministry Maturity 

STANDARD DEVELOPMENT PLANS TARGET DATES

Child Case-File 
Management

Incorporate CPP case file 
management systems 

Table B.5: Ministry Maturity
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PRACTICE ASSESSMENT

Standard 1: Staffing, Volunteers, Human 
Resource Management, and Leadership

STANDARD DETAILS Y/N

Job descriptions 
written for all positions 
related to children of 
prisoners program:

• Executive Director
• CPP Ministry Leader
• Caseworker
• Accountant

They have instituted a role 
description and contract process 
for the executive (the first PFT paid 
staff). Other staff are full time, 
paid by governational ministryent 
as part of internship program for 
new graduates. There are currently 
four with two of these coming to 
the end of the four year period. 

Partial

Sufficient personnel and 
experience in managing 
a work force—a regular 
personnel force (staff 
and volunteers) of 
more than 15 people. 

Five full time paid staff (three existing 
+ two newly recruited)  and four 
non-paid half time workers including 
ex-executive director. New executive 
director being recruited now.

400 plus volunteers (with files, 
photos, membership cards, 
and IDs for those who connect 
with clients/ prisons).

Regional committees exist 
in each region with seven 
members managing the 
ministry in those prisons.

There are two existing staff in 
the government program who 
will form the base of the CPP.

Y



Appendix B

- 113 -

STANDARD DETAILS Y/N

Low turnover of staff/ 
volunteers—less than 20 
percent turnover in the 
last 12 month period

Y

The organization has 
executive leadership/ 
management :

• An executive 
director

• A separate person 
responsible 
for financial 
management

• Separate people 
responsbile 
for overseeing 
ministry areas

• Meet regularly as 
indicated by the 
board meeting 
minutes

Board—restructured in response to 
manage PFI partnerships. Board chair 
resigned. Former executive director 
is executive vice chair. Auditor is 
now a member of the board.

- Executive director (new hire)
- Finances (trained accountant 
who does other ministry also)
- Deputy executive director (law/ 
pastor/ manages files and documents 
etc.)—office manager/ government 
subsidized. Potential CPP involvement
- One other staff—governational 
ministryent subsidized

Y

Additional Good Practice Indicators (only assess if national ministry has largely 
met above indicators and intends to work with more than 700 children in 
the next two years)

Has personnel policy 
document outlining 
personnel management

Personnel policy management 
is clear and well organized. Staff 
shows knowledge of its contents.

Y
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STANDARD DETAILS Y/N

Organization has stable 
executive leadership with 
depth and experience 
in leading a program 
budget of over $150K 
USD per year

Manage around $36k with 
$51k budget in 2016 (not 
including TPJ and CPP)

N

Personal observations/ discernational ministryent/ feelings— information 
received that does not fit in areas above

Table B.6: Standard One of Practice Assessment

Standard 2: Financial Management and Fundraising

STANDARD DETAILS Y/N

GENERAL FINANCIAL MANAGEMENT

Nation ministry has 
an annual audit by a 
registered auditor

Yes—sighted Y

National minstry has an 
appropriate accounting 
software platform 
with trained finance 
staff (e.g., Quickbooks, 
Peachtree, Tally, MYOB, 
Excel) for managing up 
to $100k per annum

Sage Systems—sighted Y
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STANDARD DETAILS Y/N

National ministry has 
clear categories of 
expenditure (e.g., food, 
educational materials, 
equipment, etc.)

Yes. It is the same for all the countries 
of the sub-region. (OHADA)—sighted

Y

All petty cash is managed 
by a cash book system 

Cash vouchers Y

All expenses require a 
receipt, and receipts 
are available to view

Yes, they have and manage receipts. 
Very well organized (currently 
by year due to low volume) and 
signed/ filled out appropriately with 
payer and vendor information and 
signatures.  The corresponding 
print outs correspond with 
the vouchers and receipts.

Y

There are defined 
(documented) rules and 
process for managing 
deposits, cash advances 
to personnel, and 
cash settlements

Have a finance policy which 
is comprehensive.  Their 
current financial management 
processes are adequate for a 
programme up to 700 children.

Y

National ministry has 
experience managing 
at least US$25,000 
per annum

They manage around $36K per 
annum (has grown from $25–$36 
over last couple years).

Y

Nationa ministry can 
provide a detailed 
financial report for any 
period—within two 
weeks of request

Yes, through their system—
reports clear

Y
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STANDARD DETAILS Y/N

National ministry has a 
bank account in its own 
name and require at least 
two signatories for cash 
withdrawals/checks.

Have own bank account. 
Three signatories, and need 
two to cash a check.

Y

Additional Good Practice Indicators (only assess if national 
ministry has largely met above indicators and intends to work 
with more than 700 children in the next two years)

The organization 
has clear financial 
management policies, 
procedures and 
systems that:
• protect funds from 

misappropriation
• protect funds from 

inappropriate 
spending

• enables swift and 
accurate reporting

Yes in all of these areas.

They do need to ensure that 
their regional committees are 
training to handle cash as per 
national office standards prior to 
rolling out CPP in those areas.

Y

National ministry has an 
appropriate accounting 
software platform that 
can control a $250,000–
$400,000 budget with 
trained finance staff.

Sage could handle this amount. Y

National ministry 
currently delivers timely, 
accurate financial reports 
and relevant information 
to all stakeholders.

Did not verify.
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STANDARD DETAILS Y/N

National ministry has 
had a consistent income 
over the last three years

Grown from $25–$36K Y

Has more than two 
income sources

1. Individuals
2. Churches
3. Membership fees
4. Government covers salaries

Y

Fundraising 
activities occur  

Yes

Additional Good Practice Indicators (only assess if national 
ministry has largely met above indicators and intends to work 
with more than 700 children in the next two years)

Current resource base is:
• Adequate 

(consistently covers 
most of its activities)

• Stable (has 
more than one 
regular donor)

• Diversified (is a 
combinationation 
of local, church, 
international, and 
governational 
ministryent support 
[where possible])

They have a good base of 50,000 
of locally generated income, 
combination of Govt support for 
staff, individual donors, churches.

Y

Devotes appropriate 
human and financial 
resources to fundraising.

Primarily conducted by current 
executive vice chairman 
(former executive director)

Y
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STANDARD DETAILS Y/N

Use the internet to 
disseminate information 
about the organization 
(where politically 
appropriate)

Not much N

Produces fundraising 
materials

Did not assess

Personal observations/ discernational ministryent/ feelings—
information received that does not fit in areas above.

Table B.7: Standard Two of Practice Assessment
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Standard 3: Operational Strengths

STANDARD DETAILS Y/N

VISION, MISSION, VALUES, AND STRATEGIC PLANNING

Has a clearly defined 
vision and/or mission 
statement. 

Yes, for the ministry and 
specifically for the children—
see attached documents.

Y

PFI CPP aligns to the 
above statement

Yes Y

Leadership able to 
articulate and explain 
the above statement

Yes Y

Can demonstrate 
they engage in 
basic documented 
planning activities

Each year they develop an annual 
plan and budget.  This was sighted 
and found to be simple yet well laid 
out, demonstrating understanding 
of outcomes based planning.

Y

Additional Good Practice Indicators (only assess if national 
ministry has largely met above indicators and intends to work 
with more than 700 children in the next two years)

Has set of organizational 
values/code of conduct

Not a specific code of conduct N

Awareness amongst 
the staff of the vision, 
mission, and values.

Yes Y
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STANDARD DETAILS Y/N

National ministry 
structure is:
• Logical with clear 

lines of authority
• Written down
• Communicated

Very clear at present with an 
organizational chart available

Y

Engages in annual 
planning

See above

PROGRAMME AND PROJECT EFFECTIVENESS

Has clearly defined 
programmes/ projects 
that align to vision/ 
mission statement

Yes, see CPP background 
and TPJ assessment

Y

Evidence that national 
ministry monitors 
the implementation 
of national ministry 
activities

Reports submitted by regional 
committees/on-site tours 
of regional committees

Y

Additional Good Practice Indicators (only assess if National 
ministry has largely met above indicators and intends to work 
with more than 700 children in the next two years)

There is a clear logic to 
each program/project

They have a well-defined and 
communicated set of programmes

Y

GOVERNANCE AND COMPLIANCE

Is registered at the 
relevant Governational 
ministries/ departments

Registered with government Y
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STANDARD DETAILS Y/N

Complies with financial 
and project reporting 
requirements of the 
above bodies

Do not currently report/
not sure of requirements

Y

Has up to date bylaws/ 
constitution and has 
defined whether it 
is a governance or 
managing board

Board bylaws—up to date 
(constitution and bylaws revised 
and updated late 2015)

Y

Complies to local 
laws pertaining to 
work with children

Not sure ?

Has experience 
writing progress 
reports on activities

Yes—sighted Y

Additional Good Practice Indicators (only assess if National 
ministry has largely met above indicators and intends to work 
with more than 700 children in the next two years)

Board meets as 
required in bylaws

See bylaws Y

Annual plans and 
budgets approved 
by the board

Yes, submitted and 
approved by the board

Y

Legal status is 
compliant and clearly 
communicated

Yes Y
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STANDARD DETAILS Y/N

WORK PROCESSES AND GUIDELINES

Staff regularly supervised 
as evidenced through 
formal and informal 
management system

Monthly meeting of all 
committees—come into city 
from all regions for meeting 
with executive director 

Committees visited regularly by 
assistant executive director

Y

Additional Good Practice Indicators (only assess if National 
ministry has largely met above indicators and intends to work 
with more than 700 children in the next two years)

Regional bases where 
CPP will be implemented 
comply with:
• HQ accounting 

standards
• HQ practices
• Have clear 

management 
structures

Regional committee finanacial 
reporting and recruitment is more 
relaxed than at national office

Partially

CHILDREN’S MINISTRY

Individual case files 
maintained for each child 
in the current program

They have records for around 
250 children kept in a single 
folder—no individual case files

N
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STANDARD DETAILS Y/N

Will not be prohibited 
from taking photos of 
children, nor be unable 
to gain permission 
by the majority of 
parents/guardian for 
the National ministry 
to be able to take 
children’s photographs, 
for use by the National 
ministry and PFI for 
use gaining sponsors

No problem in prison 
or in community

Y

TECHNOLOGY

Has experience 
using computers for 
maintaining accounts, 
writing word documents, 
processing photographs, 
and holding client data

Used to working with technology 
Great at communicating with Martin
Low infrastructure, however

Y

Personal observations/ discernational ministryent/ feelings—
information received that does not fit in areas above

Table B.8: Standard Three of Practice Assessment 
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Standard 4: External Relationships and Partnerships

STANDARD DETAILS Y/N

Has a good reputation 
the sector in 
which it works

Very good Y

Partners with at least one 
external organization 
or service provider

Yes. Excellent relationship with 
the governational ministry and 
the Prison Administration. 

Very good relationship with the 
Church that fully support the ministry.

le Ministère de la justice, l’Agence 
Nationale de Volontariat (ANVT) 
la  coordination des partenaires 
des prisons du Togo (COPAPTO), 
les ONG  UCJG et CACIT.

Y

Has relationship with 
at least one church

Strong partnership with churches 
(see TPJ assessment)

Y

Additional Good Practice Indicators (only assess if National 
ministry has largely met above indicators and intends to work 
with more than 700 children in the next two years)

The organization has 
a good reputation and 
is a leader in its field.

PFT is the key partner of the 
prison administration and the 
main Church based organization 
working in the prison area with full 
support of the Church leaders.

Y
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STANDARD DETAILS Y/N

Is registered with and 
participates in relevant 
forums/associations 
both national and int’l

See above Y

Partners with or relates 
to multiple agencies 
and service providers to 
improve programme/ 
project delivery

See above Y

Personal observations/ discernational ministryent/ feelings—
information received that does not fit in areas above

Table B.9: Standard Four of Practice Assessment
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Standard 5: Ministry Maturity

STANDARD DETAILS Y/N

Has presence in 
multiple prisons

Active in 10 out of 13 prisons (one 
is juvenile)—2,500 prisoners

Y

Has a presence in the 
communities where 
prisoners families and 
children are located

Already working with between 
400–700 children who have 
been recorded in files, already 
going into community, and 
families come and visit them

Y

Has more than one 
programme type for 
prisoners as well as their 
ministry to children

Yes, see TPJ assessment Y

Additional Good Practice Indicators (only assess if National 
ministry has largely met above indicators and intends to work 
with more than 700 children in the next two years)

Has significant presence 
and experience in the 
prisons in its country 
and/or is represented 
in multiple provinces/
states/regions

Yes with regional committees 
by each prison

Prison Fellowship committee 
of prisoners in every prison

Y

Has a breadth of 
programming activities 
that includes three or 
more of the following:
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STANDARD DETAILS Y/N

In prison discipleship/ 
Bible, restorative 
justice, education 
and training, visiting 
prisoners, reintegration 
and aftercare, legal 
services, humanitarian 
activities, Angel tree or 
other child/family, etc.

Yes, see TPJ assessment Y

Personal observations/ discernational ministryent/ feelings—
information received that does not fit in areas above

Table B.10: Standard Five of Practice Assessment
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APPENDIX C

Opportunity Assessment
Template for The Prisoner’s Journey
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This opportunity assessment is based on an onsite visit conducted by David 
Van Patten and Dorestela Medina on January 18–20, 2017, that includ-
ed tours of two prison complexes (eight prisons) and meetings with the 
director general and subdirectors of the Guatemala penitentiary system, 
two prison directors, various clergy, the Prison Fellowship Guatemala 
(PFG) board of directors, and volunteers. 

 
This report describes the assessment of the market, the ministry, and 
the opportunity, as well as the plan and budget for the first three 
years implementing The Prisoner’s Journey® program in PFG. 
 
THE MARKET1

 
The Guatemalan Prison System is critically overcrowded; officials are 
desperately seeking solutions to reduce prison violence and improve 
recidivism rates.

1. Guatemala Overview. Summary of key facts regarding the Guatemala’s 
geography, history, and demographics.

• Guatemala is a Central American country between El Salvador 
and Mexico, and bordering the Gulf of Honduras (Caribbean Sea) 
between Honduras and Belize.

• The Maya civilization flourished in Guatemala and surround-
ing regions during the first millennium A.D. After almost three 
centuries as a Spanish colony, Guatemala won its independence 
in 1821.

• During the second half of the 20th century, Guatemala experienced 
a variety of military and civilian governments, as well as a 36-year 
guerrilla war. In 1996, the government signed a peace agreement 
formally ending the internal conflict, which had left more than 
200,000 people dead and had created, by some estimates, about 1 
million refugees.

1 The Market section answers questions regarding the overall readiness of the prison 
system to actively and enthusiastically support the implementation of TPJ throughout the 
prison system. Primary sources include onsite schedule, face-to-face interviews with min-
istry and prison officials, prison tours, ICPS data, Human Rights Commission reports, 
UN Development Program Reports, World Prison Brief, government reports, global cost 
of living reports, local news articles, and the World Fact Book.
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• Guatemala is comprised of about 15.9 million people. Fifty percent 
are Roman Catholic, 40 percent are Protestant, and 10 percent 
follow indigenous Mayan beliefs.

2. Government. Summary of key facts regarding the Guatemala’s  
government, particularly as it impacts prison policy and procedures. 

• Guatemala is a multi-party constitutional republic. Established in 
1839, it has endured a history of dictatorship, foreign intervention, 
military coups, and guerrilla insurgencies. Civilian rule followed the 
1985 elections, and a 36-year civil war, which claimed the lives of 
more than 200,000 people, ended with a 1996 peace agreement.

• Former President Otto Pérez Molina, an ex-Army general, won 
office in 2011 with a tough-on-crime campaign, but his administra-
tion was riddled with corruption. In May 2015, his vice president 
stepped down amid credible allegations that she had links to 
organized crime. Following Molina’s subsequent resignation and 
arrest on corruption charges, political newcomer Jimmy Ernesto 
Morales won an October 2015 presidential runoff election on an 
anticorruption platform.

• Today, Jimmy Ernesto serves as President, which is both chief of 
state and head of government. His Vice President is Jafeth Cabrera 
Franco.

• The legislature is a Unicameral Congress comprised of 158 seats; 
127 members directly elected in multi-seat constituencies within 
each of the country’s 22 departments by simple majority vote and 
31 directly elected in a single nationwide constituency by propor-
tional representation vote. Members serve four-year terms.

• Guatemala’s volatile political history has created a culture of 
constant change. Executive branch appointees—including the head 
of the penitentiary system—are frequently replaced before their 
policies can take effect. This revolving door of key government 
officials makes it difficult for NGOs including PFG to implement 
long term plans and programs.
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3. Socio-Economic. Summary of key facts regarding socioeconomic 
conditions and trends that impact crime rates and prison conditions.

• Guatemala has been one of the strongest economic performers in 
Latin America in recent years, with an average GDP growth rate of 
3.5 percent for the last five years. The agricultural sector accounts 
for 13.6 percent of GDP and 31 percent of the labor force; key 
agricultural exports include sugar, coffee, bananas, and vegetables.

• In addition, Guatemala is the most populous country in Central 
America and has the highest fertility rate in Latin America. It also 
has the highest population growth rate in Latin America, which is 
likely to continue because of its large reproductive-age population 
and high birth rate. Almost half of Guatemala’s population is under 
age 19, making it the youngest population in Latin America. The 
birth rate is more than three children per woman and is markedly 
higher among its rural and indigenous populations.

• Though Guatemala is the biggest economy in Central America, 
it also has one of the highest inequality rates in Latin America, 
with some of the worst poverty, malnutrition and maternal-child 
mortality rates in the region. Its high population growth rate has 
reduced the GDP per capita to $7,503—roughly half the average 
for Latin America and the Caribbean. The richest 20 percent of 
the population accounts for more than 51 percent of Guatemala’s 
overall consumption.

• As a result, half of the population is below the national poverty 
line, and 23 percent of the population lives in extreme poverty. 
Poverty among indigenous groups, which make up more than 40 
percent of the population, averages 79 percent, with 39.8 percent 
of the indigenous population living in extreme poverty. Nearly 
one-half of Guatemala’s children under age five are chronically 
malnourished, one of the highest malnutrition rates in the world.

4. Prison System. Key facts regarding the size, composition, conditions, 
trends, and initiatives of the Guatemala’s prison system.
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• The Guatemalan Penitentiary System is overseen by the Ministry of 
Government and headed by Nicolas Garcia—the director general 
of the Guatemalan penitentiary system.

• Guatemala has 21 prisons that incarcerate approximately 21,000 
prisoners on any given day. However, over 50 percent are these 
prisoners are pretrial detainees that churn within the system, 
generating a total of over 30,000 people who are in prison in any 
given year.

• Since 2010, the Guatemala’s prison population has increased by 85 
percent. This dramatic increase has been fueled by an incarceration 
rate2 that has increased by 59 percent since 2010.

• As a result, Guatemala’s prisons are at 296 percent over capacity. 
This rate of overcrowding, which ranges from three to six prisoners 
per available space, places Guatemala’s penitentiary system among 
the ten most overcrowded in the world.

• The accelerating rate of prison overcrowding is driven by iron-first 
security policies, long pre-trial detention periods, and a high number 
of prisoners who have served their sentence but have not been 
released. 52 percent of prisoners spent at least 10 months in pretrial 
detention, even though the law establishes a three-month limit for 
pretrial detention. Additionally, as many as 40 percent of prisoners’ 
records are lost; many serving prison time in excess of their sentence.

• Overcrowding leads to a lack of control over prisoners, thus allowing 
inmates to commit crimes while incarcerated. Prison officials report a 
loss of safety and control, including escape attempts, gang fights, the 
inability to control the flow of goods into prisons, and the fabrica-
tion of weapons. Prisoners continue to direct criminal activity both 
inside and outside of prisons. According to Public Ministry figures, 
prisoners perpetrate approximately 80 percent of the country’s 
extortion cases.

• Prison conditions are harsh and life threatening, with many 
instances of killings of inmates by other inmates. Sexual assault, 
inadequate sanitation, lack of potable water and medical care, and 
gross overcrowding continue to place prisoners at significant risk. 
Illegal drug sales and use continue to be widespread.

 
 
2 Incarceration rate is 124 (per 100,000).
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THE MINISTRY3 
 
Prison Fellowship Guatemala is a very well led, highly organized, 
and deeply respected ministry that has forged strong partnerships 
with both government officials and clergy. 

1. Background. Key facts regarding the national ministry’s founding and 
mission.

• Chartered in 2011, Asociación Confraternidad Carcelaria de 
Guatemala (ACCG) represents an association of ministries (both 
Catholic and Evangelical) working in the Guatemalan prisons.

• Father Gonzalo Cano González is the founder and chairman of 
the board. He is jointly appointed by both the government and 
Bishop to serve as the national prison chaplain. He also serves as the 
president of CONAPE (National Council for Penitentiary Support).

• PFG is unique in its ability to bring Evangelical and Catholic clergy 
and volunteers together to provide for prison ministry throughout 
the country. Clergy from both denominations serve on the board of 
directors and are active on CONAPE. In fact, the vice president of 
the board is Rev. Rodorfo De Lesa—a leading evangelical pastor.

2. Leadership Team. Key facts regarding the national ministry’s leadership 
team composition, experience, and level of engagement in the ministry.

• As discussed, Father Gonzalo serves as the chair of PFG board, 
the national prison chaplain, and president of CONAPE (National 
Council for Penitentiary Support). He is widely regarded as the 
leader of prison ministry within the country, trusted by both govern-
ment and church leaders.

• The board of directors is comprised of eight members who meet 
frequently throughout the year. Four board members are Catholic 
leaders and four members are Evangelical leaders.

3 The Ministry section answers questions about the national ministry’s passion, credibility, 
and capacity to implement and scale TPJ throughout the prison system. Primary sources 
include PFI baseline assessments, ministry plans and budgets, program and financial 
reports, face-to-face interviews with board, staff, and key volunteers, and office inspection.
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• Cristóbal García serves as the executive director. He has served 
in this capacity for one year and will be appointed to serve as the 
TPJ program coordinator. A new executive director will be hired.

• PFG employs five staff. Four staff are full time and one is part 
time. All five staff are paid, with salaries ranging from $300 USD 
to $1000 USD per month.

• In addition, PFG manages approximately 222 volunteers who 
conduct a variety of prison related activities including worship 
services, visitation, legal assistance, reentry preparation, and family 
support. Approximately 100 volunteers are visiting prison on a 
regular basis.

3. Strategy and Programs. Key facts regarding the national ministry’s 
goals, strategies, and programs.

• PFG is currently active in 10 of the country’s 22 prisons. PFG has 
the support of the government to expand into 19 prisons.

• PFG actively conducts a wide array of programs for prisoners and 
their families, including worship services, one on one visitation, the 
Sycamore Tree Project®, a reentry program called the “Freedom 
Initiative,” legal assistance, Angel Tree and other programs for 
prisoners’ families. Approximately 1,000 prisoners and their families 
are served each year.

• PFG has very strong, credible relationships with prison officials and 
prisoners alike. Staff and volunteers are well known and respected.

• PFG’s primary constraint in expanding its prison ministry is consist-
ent access to prisons due to uprisings and frequent changes in the 
penitentiary system’s leadership.

4. Resources. Key facts regarding the national ministry’s ready access to 
prisons, churches, and financial resources.

• PFG is currently working with three churches that belong to the 
evangelical members of the board and nine parishes of nine dioceses 
from the Ecclesial Province of the Catholic Church in Guatemala. 
In addition, 22 priests are collaborating with PFG.



Appendix C

- 137 -

• PFG can expand its base of active churches through its leadership 
of CONAPE (National Council for Penitentiary Support). Through 
CONAPE, PFG has relationships with dozens of clergy who are 
passionate about prison ministry. Father Gonzalo has already invited 
many of them to participate in TPJ, opening the door to dozens of 
churches and hundreds of potential volunteers.

• As discussed earlier, the director general of the Guatemalan peniten-
tiary system has pledged his support of PFG and TPJ, clearing the 
way for the program to expand into 19 prisons.

• PFG has an annual budget of approximately $50,000 USD. Most 
of this revenue is provided by one key corporate donor, though 
Father Gonzalo has relationships with other potential major donors. 
Financial systems are in place and an accounting firm donates its 
services to PFG.

5. Summary. Summary of key facts regarding the passion, credibility, and 
capacity of the national ministry to implement TPJ.

• PFG has demonstrated that it has the passion to implement a 
comprehensive evangelism and discipleship program like TPJ. The 
founder and chairman, Father Gonzalo, has been active in prison 
ministry for over 20 years and is recognized by the church and 
government as Guatemala’s leader in prison ministry. Members of 
the board are fully supportive of TPJ.

• PFG has a strong staff and volunteer base that is well organized and 
capable of supporting the implementation of TPJ. The prospective 
TPJ program coordinator has been working in a full time capacity 
with PFG for a year and is already known to prison officials and 
volunteers.

• Relationships with both Evangelical and Catholic clergy are 
exceptionally strong. Existing relationships with churches can be 
expanded and added to through CONAPE.
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THE OPPORTUNITY4

Prison Fellowship Guatemala is poised to seize an incredible oppor-
tunity to graduate half of the prison population through TPJ. 

1. Market Demand. Key facts regarding the prison authorities’ willingness 
to actively support the system-wide implementation of TPJ.

• Over 30,000 prisoners a year pass through the Guatemalan prison 
system due to high incarceration rates and the churn of pre-trial 
detainees.

• The Government—including the president—is under considerable 
pressure to reduce prison violence and overcrowding.

• The director general and his sub directors have pledged their 
complete support of PFG and its implementation of TPJ through-
out the penitentiary system. They are motivated by their need to 
reduce violence and improve recidivism rates.

• Prison directors are also supportive of PFG and TPJ. They have 
agreed to provide the necessary space and complete access to 
prisoners.

2. National Ministry Positioning. Key facts regarding the national 
ministry’s likely efficiency in launching and scaling TPJ.

• PFG is active in nearly half of the nation’s prisons with a variety 
of prison programs. Prison ministry has been underway for over 
20 years.

• PFG has a very strong and committed team of eight board members, 
five staff and 222 volunteers currently working in 10 prisons.

• PFG’s chair serves as the national chaplain and the president of 
CONAPE. In this capacity, he has wide access to both prisons and 
key clergy throughout the country.

4 The Opportunity section is the convergence of facts regarding the market demand for 
TPJ and the ministry capacity to respond to this demand. It is at the nexus of these two 
realities that the opportunity for TPJ is defined. 
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3. National Ministry Readiness. Key facts regarding the national ministry’s 
overall readiness to provide the staff, volunteers, in-kind and financial 
resources needed to implement the program.

• PFG has been waiting for one year to start TPJ. They have hired 
and trained a person who can step into the TPJ program coordi-
nator role seamlessly.

• A core group of seasoned volunteers—including both community 
based volunteers and prisoners—are ready to be trained as TPJ 

• course leaders.
• In-prison programs—including Sycamore Tree Project—are already 

operating in prisons and can be leveraged to start TPJ and/or serve 
as discipleship programs.

• Potential local donor support for TPJ in the form of cash and 
in-kind donations has been identified and will be investigated by 
PFG.

3-YEAR PLAN AND BUDGET

 
THE PLAN 
 
Prison Fellowship Guatemala will invite 25,200 prisoners to discover 
Jesus, graduating 10,080 prisoners, or nearly 48 percent of the total 
prison population, from the TPJ Course in three years.5 

1. Program Dates. Important milestones in the launch of TPJ include:

• Program Start Date: April 1, 2017
• Preparation Phase: January 2017—July 20176 
• Promotional Phase Start: July 2017

5 These numbers are drawn from the program metrics table at the end of this section.
6 Preparation phase generally requires six months–three months after MOU is signed; 
three months after the program is funded to start.
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2. Planning Assumptions. PFG’s prison-level planning assumptions drive 
the program metrics and budget at the conclusion of this Appendix. 
These planning assumptions and rationale are detailed in the table on 
the next page.

Total number of prisons in Guatemalai 21

Total number of prisoners in Guatemalaii 21,000

Number of prisons in years one, two, and threeiii 9 | 14 | 19

Number of prisoners per prisoniv 1,000

Number of TPJ cycles per prison 3

% of prisoners reached through promotional activitiesv 60%

% of prisoners reached who graduate from the Coursevi 40%

% of Graduates who continue into Discipleshipvii 60%

Number of courses that each volunteer* will facilitateviii 
3

Number of churches** needed to supply volunteersix 
30

*Courses will be facilitated by two trained volunteers willing to commit to facilitate a TPJ course for eight weeks. Volunteers will 
be trained to deliver one Course each program cycle and asked to commit for one year (three program cycles). 

**Generally, national ministries require at least one church partner with an active membership of 200 members for every 10 
volunteers required. For example, 60 churches with 200 members  at 5 percent TPJ volunteer yield are necessary to produce 600 
TPJ volunteers.

Table C.1: Planning Assumptions

3. Three Year Strategy. Based on our assessment, a three-point strategy to 
launch and grow TPJ has been devised. This strategy includes three phases: 

• Year One: Market Entry. Start small with nine prisons in which it 
is already active and has a strong volunteer base. Establish credibil-
ity among prison officials, chaplains, clergy, and prisoners with 
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well-run TPJ events and courses. Demonstrate that the program 
works. Generate market demand within the prison system for TPJ 
in more prisons.

• Year Two: Saturate Network. Scale TPJ throughout PFG’s current 
network of prisons and churches, growing to 14 prisons and 22 
church partners. Begin to expand the program in prisons within 
PFG’s current network, saturating these prisons with TPJ events 
and courses.

• Year Three: Scale TPJ throughout Prison System. Expand PFG’s 
infrastructure into new areas and implement TPJ in five new prisons, 
for a total of 19 prisons throughout Guatemala. Implement TPJ 
management structure. Reach a tipping point within the Guatemala 
prison system.

4. Three-Year Goal. By the end of ear three, virtually every prisoner in 19 
prisons will have an opportunity to attend a TPJ event and invited to 
explore a relationship with Jesus. 10,080 prisoners will graduate from 
1,008 Courses led by approximately 700 volunteers. These TPJ graduates 
will collectively constitute approximately 48 percent of the prisoners 
within the prison system.

5. Key Resource. To support this effort, PFG will require a paid, full-time, 
program coordinator who is dedicated 100 percent to implementing TPJ. 
This person is essential for church recruitment, volunteer mobilization, 
training and management, prison logistics, program coordination, and 
quality assurance/reporting.

6. Preparation Phase. Following the execution of the MOU, preparations 
to start the program will get underway with the expectation that the TPJ 
program will be launched in prisons by July 2017. Key activities include:

• Promote TPJ within the Prison System. Follow up meetings with 
the Guatemala prison officials should be completed to provide a 
more detailed program briefing and discuss specific scheduling 
plans (i.e., events, courses, graduations). Detailed plans must be 
completed with each of the prisons targeted for the first year. These 
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plans should include event dates and location, course schedule and 
location, etc. This step is critical.

• Hire a TPJ Coordinator. PFG will need to identify and employ a 
fulltime national TPJ Coordinator by April 2017. They intend to 
transition Cristóbal García from his current role as the executive 
director to the TPJ program coordinator. PFI’s director of prison 
program can provide the job description for the TPJ program coordi-
nator if necessary.

• Produce and Ship TPJ Product Kits. Based on the first year plan 
and budget, the TPJ program office will work with PFG to produce 
and deliver all of the promotional, operational and training materials 
that PFG to will need to implement the program for the first year.

• Release of Grant Funding. Prior to the start of the project, the 
TPJ program office will secure wiring information from PFG and 
prepare to wire transfer funds to its bank. Grant funds will be wired 
quarterly upon receipt of quarterly reports. These funds must be 
restricted for use by PFG for TPJ only and accounted for as such.

• Mobilize Volunteers. Volunteers are critical to this program. PFG 
should begin to market the program to care groups and clergy. 
Volunteers should be recruited and screened and prepared for 
training prior to July 2017. A total of 144 volunteers will be needed 
to implement TPJ in nine prisons in year one. These volunteers 
should be carefully chosen.

• Attend TPJ Program Coordinator Training. PFG will send both its 
executive director and TPJ coordinator to the TPJ program coordi-
nator training scheduled for four days in June 2017 in Washington 
DC. The TPJ program office will provide scheduling and logistical 
support. Visas should be applied for as soon as possible.

• Conduct TPJ Volunteer Training. The TPJ program office will 
schedule Stephen James to travel to PFG to train the first group 
of volunteers who will co-facilitate the TPJ course. This training 
will be held following the TPJ program coordinator training and 
may include up to two locations. Training sessions are eight hours 
in length and are normally scheduled for a single day. However, if 
PFG would prefer to run the training over two consecutive days 
(four hours each day) to allow time for volunteers to travel to the 
training site, then PFG should communicate this preference to PFI’s 
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director of prison programs prior to finalizing the schedule. PFG 
should mobilize at least 144 volunteers for this kick-off training.

2. Annual Review. Upon completion of the first year, PFI will schedule 
an annual onsite review. The purpose of this annual review is to ensure 
that program standards are achieved, identify best practices, and revise 
the plan and budget for years two and three. This onsite would occur 
on or before April 2018.

 
THE BUDGET 

The total project cost is $144,140 USD over three years, generating a 
$14 cost per graduate. Both PFI and PFG will invest in the project, 
with PFG investing 19 percent of the capital required.

1. TPJ Coordinator. An important cost associated with this project is the 
salary for a TPJ program coordinator. PFG intends to hire a full-time 
person to launch the program. The gross salary and benefits for this 
person is $14,400 USD annually.

2. TPJ Products. Product costs include the cost of printing and shipping 
sufficient TPJ program materials to support one year of TPJ program 
activities. The cost of these materials is estimated at $4 USD per course 
graduate.

3. Promotional Events. Costs associated with promotional events are 
estimated at $1 per graduate. These expenses typically include food 
and/or gift packs. Graduations may be considered promotional events 
if used to recruit the next TPJ class.

4. Equipment and Supplies. Projectors for each prison are estimated at 
$500 per prison if needed. Costs associated with running each course 
including flip charts, markers and other consumables are estimated at 
$3 per graduate or $30 per Course based on a reuse rate of three courses.
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5. Travel and Training Costs. Costs associated with traveling to each 
prison7 are estimated based on fuel and depreciation costs associated 
with a vehicle. An average of two prison visits per week resulting in 
approximately 100 miles of travel per week will require $466 USD for 
fuel each year. Depreciation costs are estimated at $0 USD per year. 
Volunteer training costs are generally paid for by local churches.

6. Overhead. Administrative overhead is estimated at 10 percent of direct 
costs excluding TPJ product costs. Overhead is used to pay for all indirect 
costs including accounting, banking, and office related costs as well as 
the executive director’s time.

7. PFI Total Investment. PFI’s investment over the course of three years 
cannot exceed $17 per graduate, or an annual cash grant in excess of 
$30,000, without the approval of the program director.

8. Return on Investment. Assuming that PFG achieves its annual 
milestones, PFI will invest $117,000 in this project over three years, at 
a cost per graduate of $11.60 USD.8 The total project cost per graduate 
(including PFG’s investment) is $14.30 USD.9

7 Travel to prisons is necessary for staff to coordinate prison scheduling, recruit and train 
volunteers, conduct events, and oversee courses. 
8 Total PFI $ investment/number of graduates.
9 Total project budget/number of graduates.
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KEY RESULT AREAS YEAR 1 YEAR 2 YEAR 3 TOTAL

# Prisons 9 14 19 19

# Prisoners Reached 5,400 8,400 11,400 25,200

# Graduates 2,160 3,360 4,560 10,080

# Courses 216 336 456 1,008

# Discipleship 1,296 2,016 2,736 6,048

# Volunteers 144 224 304 672

Table C.2: Program Metrics 
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BUDGET ITEM YEAR 1 YEAR 2 YEAR 3 TOTAL

Program Coordinator $14,400 $14,400 $14,400 $43,200

TPJ Products $8,640 $13,440 $18,240 $40,320

Promotional Events $2,160 $3,360 $4,560 $10,080

Equipment and 
Supplies

$10,980 $12,580 $16,180 $39,740

Travel and Training $466 $466 $466 $1,398

Overhead $2,800 $3,081 $3,561 $9,442

Total Expenses $39,446 $47,287 $57,407 $144,140

Table C.3: Program Budget ($USD) 

KEY RESULT AREAS YEAR 1 YEAR 2 YEAR 3 TOTAL

PFI Monetary Grant $25,360 $25,560 $25,760 $76,680

PFI Product & Shipping $8,640 $13,440 $18,240 $40,320

PF Guatemala Revenue $5,446 $8,287 $13,407 $27,140

Total Investment $39,446 $47,287 $57,407 $144,140

Table C.4: Partner Investments ($USD)
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ENDNOTES

i Key Fact – total number of prisons in Guatemala 
ii Key Fact – total number of prisoners in Guatemala 
iii Key Assumption – based on size of NM’s current prison ministry and 

volunteer infrastructure. Must reach at least 15 prisons or 90 percent 
of the total number of prisons 

iv Calculation – based on Total Prison Population divided by Total Number 
of Prisons 

v Key Assumption – based on promotional strategy and overall access to 
prisoners. Current global average is 66 percent annually (22 percent for 
each of 3 cycles) 

vi Key Assumption – based on minimum of 33 percent to a maximum of 
70 percent of prisoners reached through promotional activities. Current 
global average is 50 percent of prisoners reached annually 

vii Key Assumption – based on a minimum of 40 percent and maximum 
of 80 percent of prisoners graduating from the Course 

viii Key Assumption – based on a minimum of 2 courses to a maximum 
of 3 courses 

ix Auto Calculation – from Program Metrics Table – Total Number of 
Volunteers in Year 3 divided by 10 
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PRISON FELLOWSHIP GUATEMALA

TPJ Year One Annual Program Review, April 2017–March 2018 

I. INTRODUCTION
 

THIS REPORT IS based on an onsite review conducted by Rae Wood, 
Bethany MacDonald, and Dorestela Medina on June 4–7, June 2018. It 
describes Prison Fellowship Guatemala’s (PFG) first year performance and 
highlights best practices, details specific recommendations for program 
improvement, and outlines future plans associated with the rollout of The 
Prisoner’s Journey (TPJ) program.

II. PROGRAM FINDINGS
 

THIS SECTION OF the report describes our findings regarding Prison 
Fellowship Guatemala’s implementation of TPJ. These findings include 
compliance with TPJ standards as well as Prison Fellowship Guatemala’s 
overall performance regarding goals and productivity ratios.

 
General Finding

 
Prison Fellowship Guatemala exceeded all first-year goals. Its maturing 
infrastructure positions it to scale and advance throughout the prisons in 
Guatemala over the next two years.

Specifically, two key organizational elements generated success: 1) 
passionate leadership, efficient organization, and dedicated staff; 2) prisoner 
course leaders.

1. Passionate Leadership, Organization, and Staff. Leadership is the 
key element in any organization. PFG’s founder, Father Gonzalo, is 
passionate about Christ and prison ministry. He is building a qualified 
and committed team to fulfill the ministry’s vision, in which TPJ has 
a prominent role. Since the implementation of TPJ, the ministry staff 
has grown from five paid staff to eight. According to the TPJ program 
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Coordinator, Cristóbal García, “TPJ demands structure,” and this requires 
a dedicated staff and internal organizational processes.

2. Prisoner Course Leaders. The best practice of utilizing prisoners who 
have graduated from TPJ as course leaders is the primary reason PFG 
exceeded its graduate goals by 30 percent this year. In fact, this can be 
attributed to a single prison and a key volunteer coordinator (prisoner). 
Granja Pavon prison is one of the largest prisons implementing TPJ 
with over 3,800 prisoners. The population is three times its capacity. 
The prisoner coordinator for this prison is Luis Fernando Marroquin. 
Father Gonzalo attributes their first-year success to Luis’s leadership 
and organization. Father Gonzalo is planning to work with the govern-
ment to transfer Luis to another prison to replicate the program model.

a. Leadership: Luis is well respected by prisoners and the prison 
staff alike. As a program leader inside the prison, he and his team 
of prisoner course leaders have permission to access 90 percent 
of the prison complex unescorted. He has rallied seven of the 22 
churches inside the prison to support the program with enrollees 
and course leaders. Luis has also coordinated with the prison’s 
Multidisciplinary Group—a team of social workers, psychologists, 
legal advocates, and education specialists—to ensure a steady flow 
of program participants. It is estimated that more than 50 percent 
of program participants are enrolled by the multidisciplinary group 
in Granja Pavon.

b. Organization: With a team of 20 course leaders, over 1,800 prison-
ers have graduated from TPJ in nine months. This accounts for 
64 percent of PFG’s  graduates. Courses run day and night. Most 
courses run in eight consecutive days, others run three to four times 
a week. This intensive strategy requires incredible organization and 
extreme commitment from the Course Leaders. The Prison Fellow-
ship International (PFI) program evaluation team had the pleasure 
of meeting these course leaders and a handful of the graduates. The 
commitment and enthusiasm of each is without question.

 In addition to the team of course leaders, Luis has organized 
a logistics team. This is an emerging best practice and follows the  
biblical church model of separating administration and teaching.1 

1 Reference Acts 6:2–6, Eph 4:11–13.
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The logistics team is responsible for enrollment, preparation of 
equipment, and distribution of materials.

 
Though Prison Fellowship Guatemala exceeded its goals, two significant 
constraints to growth require discussion.

1. There is frequent turn-over of the penitentiary system’s leadership. It 
appears both prison directors and members of the multidisciplinary 
group are rotated each year. Terminations of key staff are also high. 
As new, key prison staff members rotate into prisons implementing 
TPJ, the ministry must explain the program and seek new permissions 
to continue the program. This is for the sake of maintaining positive 
relationships with prison staff.

 PFG believes the current hurdles with new prison staff members 
will lessen in the future. First, the national ministry has a signed 
agreement with the penitentiary system to run the program. Second, 
the Health, Work, and Education Commission is conducting an evalua-
tion of the program. This could lead to establishing TPJ as a permanent 
program in prisons.

2. There appears to be a chasm-like divide between members of the 
Catholic church and Evangelical church. Higher church leadership is 
receptive to working together to implement this program, but the lower 
echelons of the churches are more cautious. Although PFG’s leader-
ship and board consist of an equal number of Catholic and Evangelical 
representatives, the ministry is perceived as Catholic. Therefore, TPJ 
is perceived as Catholic, and Evangelicals are hesitant to participate. 
With time and prayer, the national ministry believes this perception 
will be overcome.

The table C.1 summarizes PFG’s first year performance.
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Program Goals
 

Other important program findings include:

1. Prisons. PFG exceeded its goal to implement TPJ in nine prisons by 44 
percent for a total of 13 prisons. Prior to the program, PFG’s ministry 
serviced 10 prisons. This is a 30 percent increase since the program’s 
implementation.

In the early implementation of the program, PFG experienced 
small delays in obtaining the necessary authorizations to implement the 
program in specific programs. To ensure its goals were met, the national 
ministry expanded its selection of prisons where it felt access was more 
certain. With time, momentum built which allowed the ministry to 
begin in all 13 prisons. PFG will use the same strategy in the second 
program year, most likely exceeding its goal for prisons again.

2. Invited. PFG exceeded its goal to invite 5,400 prisoners to enroll by 4 
percent. Over the course of the year, PFG invited 5,606 prisoners to 
meet Jesus through an eight-session self-discovery course based on the 
Gospel of Mark. In most prisons, PFG’s promotional strategy is based 
on large events. In two prisons, including Granja Pavon, the prison’s 
multidisciplinary group are the predominant entities responsible for 
inviting and enrolling prisoners in the course.

3. Graduates. PFG exceeded its goal to graduate 2,160 prisoners from 
TPJ program by 30 percent, for a total of 2,815 graduates. This is a 
remarkable feat for a first-year program partner and, as described above, 
is largely attributed to the leadership and organization of a key volunteer 
at Granja Pavon, one of the largest prisons implementing TPJ in the first 
program year. This prison alone accounts for 64 percent of the graduates.

4. Courses. PFG exceeded its goal to run 216 courses by 12 percent for 
a total of 242 courses. The number of courses run is directly related to 
the number of graduates as each course consists of 10–12 participants.

 
5. Volunteers. PFG exceeded its goal to train and mobilize 144 volunteers 

by 4 percent. In total, 150 volunteers were trained. However, of those 
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trained, only 60 committed to the program and remain available. Most 
first year programs experience a 50 percent attrition rate from volunteers 
trained to volunteers who commit. Attrition is generally due to the 
high commitment the program requires: facilitating eight consecutive, 
two-hour course sessions, plus events. In addition, several volunteers 
mobilized by PFG felt unsafe in the prisons due to the presence of 
violence from gang members, and this further contributed to the decrease 
in number.

6. Discipleship. Discipleship is not measured in the first year and therefore 
remains at zero. PFG is implementing a comprehensive discipleship 
plan that consists of four follow-on courses to TPJ:

a. Peacemakers, 4 months
b. Sycamore Tree Project (legacy version), 2 months
c. Doing His Time, 12 months
d. Five Strategic Axes of Work, 12 months
 

Program Standards
 

Regarding program implementation, PFG is in compliance with all but 
one of the TPJ program standards.

PROGRAM STANDARD Y/N

TPJ course leaders must be trained on basic prison policy and “Dos and 
Don’ts” by the national ministry prior to the course leader’s training.

Y

TPJ course leaders must complete an eight-hour course leader’s 
training prior to facilitating a course.

Y

Only materials approved and branded for The Prisoner’s Journey 
can be used; do not copy or alter TPJ materials without permission.

Y

Prison officials must provide sufficient space for 10–12 people per 
course, two hours a week, for eight weeks. Space must accommodate 
audio-visual aids (e.g., television, DVD player, projector, screen, flip 
charts).

Y
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PROGRAM STANDARD Y/N

The TPJ program coordinator should have significant experience 
working in prisons, and must complete the course before functioning 
as a course leader.

Y

Promotional activities must promote and present prisoners with a 
clear opportunity to sign up for the course.

Y

Courses must be facilitated by at least two course leaders in small 
groups not to exceed 10–12 prisoners.

N

Course leaders must follow the prescribed methodology, teach the 
key theological principles, and utilize course resources used in the 
leader’s guide.

Y

The course should be completed in no more than 12 weeks and 
participants must attend six of eight sessions in order to graduate.

Y

Courses must conclude with a graduation ceremony, in which 
prisoners receive a course certificate, a Bible, and other symbolic gifts.

Y

The course must invite prisoners to respond to Jesus’s call and invite 
them to deepen their relationship through a follow-on discipleship 
course.

Y

A discipleship program must be in place by the second year of The 
Prisoner’s Journey.

Y

National ministries must maintain a record of the number of prisoners 
invited, graduates, graduates who continue in discipleship, and course 
leaders for each prison. In addition, national ministries must maintain 
a record of the names of all course graduates and course leaders 
for each prison.

Y

Table D.2: Program Standard Assessment
 

Action Item: Approximately 10 percent of the prisons implementing the 
program do not consistently meet the requirement for two facilitators per 
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course. PFG has identified these prisons and is already addressing the issue 
with training and coaching. This discrepancy will be corrected in year two.

 
Productivity (Impact) Ratios

 
 The table below summarizes and compares PFG’s first-year performance 
against global and Latin America averages.2

Saturation Conversion Continuation Volunteer 
Reuse

PFI Cost per 
Graduate*

Global 39% 42% 70% $13.04

Latin  
America 32% 45% 81% 3 $7.21

PF 
Guatemala 33% 50% 0% 8 $12.13

*PFI’s cost per graduate is based on direct costs, only: cash grant + product costs divided by # of graduates.

Table D.3: Productivity Ratios

1. Saturation Ratio. The table below gives a little more context as to the 
overall position of TPJ in relation to access (saturation) and program 
impact.

ACCESS IMPACT

Total  
Prisons

Total  
Prisoners

Prisoners 
Invited Graduates

PF 
Guatemala 21 24,000

TPJ–Year 1 13 16,948 5,6060 2,815

TPJ 
Coverage

62% of 
national 

minstries
71% of the 
population

33% of 
accessible 
population

17% of 
accessible 
population

Table D.4: Saturation Ratio 
 

Prison Fellowship Guatemala is implementing TPJ in 62 percent of the 
nation’s prisons giving them access to 71 percent of the nation’s prisoners.

 
 
2 Based on the 2017 annual dashboard.
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Promotional activities resulted in a saturation rate of 33 percent. This means 
that 33 percent of the prisoners in each prison were invited to sign up for 
the course. This is below the global average of 39 percent and above the 
regional average of 32 percent. Low saturation rates are common where 
prison populations are large and prisons are over capacity.

2. Conversion Ratio. PFG’s conversion rate was 50 percent. This means 
that 50 percent of the prisoners who attended promotional events, or 
received an invitation, signed up for and graduated from the course. 
This is above the current global and regional averages of 42 and 45 
percent, respectively. Most likely, this can be attributed to the funnel of 
participants from the Multidisciplinary Group in Granja Pavon prison.

3. Social Epidemic. PFG graduated 17 percent of the prisoners within 
their access.3 When 20 percent of people in a system (i.e., prisoners) get 
behind an idea, they can create a “social epidemic” that changes the entire 
system. PFG is on the cusp of reaching this tipping point for change.

4. Continuation Ratio. The continuation rate measures the number of 
graduates who continue in a discipleship program or activity. Continu-
ation is a leading indicator of changed behavior as it represents those 
who decide to continue their journey with Jesus.4 Continuation is not 
measured in first-year programs. See above discussion of PFG’s disciple-
ship plan for year two.

5. Volunteer Ratio. Two volunteers are required for each scheduled course 
of 10–12 prisoners. PFG reports an unusually high volunteer reuse ratio 
with most leading eight courses on average. This is inconsistent with 
the current global average of two to three courses per volunteer.

The implementation strategy at Granja Pavon prison is the reason 
for this high ratio. As previously explained, courses are run consecutively 
over eight days. In this prison alone, internal (prisoner) course leaders led 
an average of 15 courses during the first program year. First, this level 
of commitment by the volunteers is remarkable. Second, the ability to 
sustain this level of support is questionable and should be reviewed by 

3 Saturation rate x conversion rate or # of graduates/accessible prison population.
4 Continuation does not measure spiritual conversions or saving decisions for Christ.
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the national ministry. When Granja Pavon is taken out of the equation, 
most other prisons have a volunteer reuse rate of four.

 
Summary

 
In summary, the program is off to an excellent start. The ministry has the 
vision and the passion to develop one of the most successful programs 
in the region. Their limiting factors include frequent turn-over of prison 
staff and the perceived doctrinal exclusivity of the program. In the second 
program year, it’s important for PFG to continue to expand its prison 
presence in anticipation of a “viral” spreading of the program.

III. FINANCIAL FINDINGS
 

THIS SECTION OF the report describes our findings regarding PFG’s 
financial management of TPJ. These findings include compliance with 
TPJ financial standards as well as PFG’s overall performance regarding 
fundraising and the accounting of expenditures.

 
General Finding

 
In year one, PFG had a program budget of $39,446 USD. It exceeded this 
budget by 5 percent, with expenses totaling $41,537 USD. The additional 
expenses were fully covered by cash donations. In fact, PFG ended its 
first program year with a cash balance of $4,498 USD. These funds will 
be rolled over to the second program year.

A general and simplified financial overview is provided in table D.5 
and table D.6.
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EXPENSES  
(CASH AND GIK) 

2017 
BUDGET 

(USD)

2017  
ACTUAL 

(USD)

VARIANCE 
(OVER) / 
UNDER

VARIANCE  
%

Program Coordinator* $14,400 $14,400 $0 0%

TPJ Products $8,640 $8,796 ($156) (2%)

Events $2,160 $9,551 ($7,391) (342%)

Equipment and Supplies $10,980 $6,624 $4,356 40%

Travel and Training $466 $2,350 ($1,884) (404%)

Expense Subtotal $36,646 $41,721 ($5,075) (14%)

Overhead
(<10% of budget, 
less TPJ Product)

$2,800 $114 $2,686 96%

Expense Total** $39,446 $41,835 ($2,389) (6%)

*Fluctuations in the exchange rate are disbursed at the end of each program year for the program 
coordinator salary. This is to ensure the program coordinator receives the full equivalent of the 
salary in USD.
** Includes overhead

Table D.5: Financial Overview of Cash and Gift-In-Kind Expenses
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Partner
Investments

Budget 
(USD)

Actual
 (USD)

Variance 
(over) / 
under

Variance 
%

PFI Monetary 
Grant

$25,360 $25,360 $0 0%

PFI Product 
& Shipping

$8,640 $8,796 ($156) (2%)

Investment 
(Cash and GIK)

$5,446 $12,177 ($6,731) (124%)

TOTAL $39,446 $46,333 ($6,887) (17%)

CASH & INVENTORY BALANCE $4,498

Table D.6: Financial Overview of Partner Investments
 

Financial Goals
 

Other specific findings include:

1.PFI provided PFG with a cash grant of $25,360 USD. Due to fluctua-
tions in the exchange rate, approximately $24,853 was received. Overall, 
PFI funded 82 percent of the program budget.

Prison Fellowship Guatemala budgeted $14,400 USD for the 
program coordinator salary. $14,102 USD was distributed to the program 
coordinator. The difference is attributed to fluctuations in the exchange 
rate.

2. PFI budgeted $8,640 for TPJ product. Actual costs were $8,796 USD. 
This was over by 2 percent, or $156 USD, more than planned. This is 
an acceptable variance for first year product cost estimations.

3. PFG budgeted $2,160 USD for events. Actual costs were $9,551 USD, 
which is 342 percent more than planned. The bulk of expenses in this 



Appendix D

- 163 -

category are food related. Food can be an incredible incentive for prison-
ers to participate in the course.

4. PFG budgeted $10,980 USD for equipment and supplies. Actual costs 
were USD $6,624 USD, which is 40 percent less than planned. The 
original plan assumed course consumables would cost $3 USD per 
graduate ($30 USD per course) and projectors would be needed for 
each prison at a cost of $500 USD each. Actual expenses represent a 
more likely assumption of $20 USD per course for course consumables.

5. PFG budgeted $466 USD for travel and training. Actual costs were 
$2,350 USD, which is 404 percent more than planned. The original 
assumptions for travel to prisons were underestimated. In addition, the 
ministry expanded its prison footprint by four prisons.

6. Overhead is capped at 10 percent of the TPJ budget, less product costs. 
PFG underspent its overhead allotment by 96 percent.

7. PFG agreed to invest a total of $5,446 USD. But the actual investment 
in the program by PFG amounted to $12,177 USD in cash, which 
surpassed the initial assumption by 124 percent. This cash investment 
covered increased expenditures in the events and travel and training 
categories. The national ministry has a $4,498 USD surplus, which will 
be rolled over to year two. This is evidence of quality donor relationships 
and a good start to its sustainment plan.
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Financial Standards
 

The MOU requires partners to maintain “the highest level of financial 
stewardship demonstrated through the proper usage of funds, financial account-
ability, transparency, and adhering to PFI financial reporting requirements.” For 
purposes of the annual review, this translates into the following standards:

Program Standard Y/N

All funds provided by PFI for TPJ are used for approved TPJ 
expenses categories. These expenses may not include unbudget-
ed categories or expenditures for long-term assets like equipment 
or buildings unless approved in writing by PFI.

Y

Funds designated as “TPJ Program Coordinator” cannot be used 
for any other purposes.

Y

National Ministries must provide an annual financial statement 
of all TPJ receipts and payments, including both PFI and National 
Ministry transactions. Evidence of all expenses in the form of valid 
payroll disbursements, invoices, or receipts must be maintained.

Y

Table D.7: Program Financial Standards
 

Financial Goals
 

PFG had significant success in the program during its first year and good 
compliance in its financial performance.

 
National Ministry Fundraising

 
PFG  is cultivating strong donor support for the organization and program. 
There are four prominent donor revenue streams, with the Mercedario 
Religious Order being the largest supporter of TPJ. It is prudent to note 
that additional donor support has strengthened and expanded the organi-
zation’s internal infrastructure (i.e., staff ) and expanded the program 
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budget by $2,000 USD in its first year. The expansion of both staff and the 
program budget have enabled the program to run with greater efficiency 
and introduced incentives (i.e., food) for prisoners to participate in the 
program.

Summary

The table below measures Prison Fellowship Guatemala program budget 
growth from year one and expected growth for years two through three.

PFI Grant
PFI Product 

& Bibles  Graduates
PFI Cost Per 

Graduate

Year 1* $25,360 $8,796 2,815 $12.13

Year 2 
(Projected)

$25,560 $6,375 3,360 $9.50

Year 3 
(Projected)

$25,760 $8,900 4,560 $7.60

Totals $76,680 $24,071 10,735 $9.39

*PFI calculates the cost per graduate based on the full USD value of the grant, despite fluctuations 
in the exchange rate on the receiving end.

Table D.8: Prison Fellowship Guatemala’s Budget for Program Year One
 

At the end of the year, PFI’s cost per graduate was $12.13 USD.5 This 
is less than the original assumption of $15.74 USD and due to the 30 
percent increase of graduates.

We expect this cost to go down as more prisoners graduate from the 
program in years two and three. In fact, in year two, we expect a cost per 
graduate of $9.50 USD.

5 Cost per graduate is based on total PFI cash grant + PFI product and shipping divided 
by # graduates.
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IV. BEST PRACTICES
 

BEST PRACTICES ARE the key drivers of successful program outcomes. 
They are the specific activities that contribute to both program effective-
ness and efficiency. Prison Fellowship Guatemala developed several best 
practices that could help other national ministries implement TPJ. They 
are below.
 
Promotion

Multidisciplinary Group. Prison Fellowship Guatemala has capitalized on 
the internal prison infrastructure to funnel prisoners into the program. This 
group, which consists of social workers, psychologists, legal advocates, and 
educational specialists, identify and send prisoners to the program. In at 
least two prisons, this effort represents more than 50 percent of program 
participants. This process is especially helpful in prisons that have less 
open space to run promotional events.

 The Course

Logistics team. The establishment of a “logistics team” enables course 
leaders who are skilled with passion, leadership, and commitment to focus 
on course facilitation while a separate team focuses on course supplies and 
the enrollment process. Those who want to support the program’s initia-
tives, but do not have the requisite skills to facilitate now have another 
meaningful opportunity to participate in the program.

V. OPPORTUNITY AND CAPACITY
 

PFI MEASURES SEVERAL key indicators for capacity and opportu-
nity to scale the program. The table below offers PFG’s development in 
comparison with their position at the start of the program partnership 
in April 2017.6

6 Indicators are collected based on the program year.
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KEY INDICATOR 2017 2018 VARIANCE

# prisons
 in country

22 21

# prisons national 
ministry is active in

10 16

# prisoners
 in country

22,184 24,000

% of prisons 
with 1 or more 
churches entering at 
least 1x/month

100% 100% __

Ministry-wide 
annual revenue

$50k USA $111k USD

# ministry-wide 
volunteers (external)

200 200 __

# ministry-wide 
volunteers active in prison 
at least 1x/month (external)

100 100 --

#TPJ volunteers 
(internal & external)

0 60

Active plan 
and budget

N N __

Has a clearly identified leader Y Y __

# board members 8 8 __
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# board meetings
 per year

4x per year 4x per year __

# paid staff 5 8

# individual churches 
supporting national ministry 12 23

Table D.9: Key Indicators

Based on specific capacity and opportunity indicators7, PFI “plots” nation-
al ministries on a scatterplot and then tracks growth (movement) year 
over year. See figure D.1. We expect the TPJ program partnership will 
expand the national ministry’s capacity and/or opportunity, and a natural 
rightward movement on the scatterplot will be seen. This is exactly what 
is happening with PFG.

At the inception of the program partnership, PFG plotted to Quadrant 
IV, which represents high opportunity–high capacity. At the end of its first 
program year, PFG remains plotted to Quadrant IV, but has moved up and 
to the right of the quadrant. After one year implementing the program, 
PFG has increased in both opportunity and capacity.

Opportunity for the national ministry increased due to expanded 
activity from 10 prisons (or 45 percent of the country’s prisons) to 16 
prisons (representing 76 percent of the country’s prisons). Its increased 
scale is a direct result of program implementation. Several factors attribute 
to PFG’s increase in capacity in a single year:

• 92 percent increase in number of church partners
• 122 percent increase in annual revenue
• 60 percent increase in paid organizational staff

PFG responded to new and heightened demands resulting from program 
implementation by increasing its capacity. In a single year, the organization 

7 Capacity is measured according to revenue, volunteers, and leadership stability. Oppor-
tunity is measured according to prison population, receptiveness to Christianity, and the 
national ministry’s level of prison access.
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achieved greater opportunity and capacity than it had prior to the program 
partnership. 

PF Guatemala: Opportunity and Capacity
Position of National Ministry at start of program and position at end of program year 1.

Quandrant II Quadrant I
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Figure D.1: Prison Fellowship Guatemala Opportunity and Capacity.  
 

VI. RECOMMENDATIONS
 

THE FOLLOWING RECOMMENDATIONS are based on the 
interviews, documents, and observations made during the site visits. These 
recommendations are important to the successful implementation of TPJ 
with regard to improving both program effectiveness and scale.
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Recommendations for Prison Fellowship Guatemala

1. Develop and implement sustainment strategy. PFG already has signif-
icant donor support. For the long term, we recommend the ministry 
develop a long-range fundraising plan that will generate the funds 
needed to support the next two years of the partnership and ultimately 
sustain a minimum of 50 percent of the total cash TPJ budget after the 
third program year.

2. Enhance volunteer mobilization strategy. To meet year two goals at a 
volunteer reuse rate of three courses per volunteer, PFG must mobilize 
and train an additional 160 volunteers. An effective volunteer mobili-
zation strategy includes three components:
a. Deepen church network. Churches are a vital source for volunteer 

manpower. Prison Fellowship Guatemala already has a wide array of 
church support from which to mobilize volunteers. Church engage-
ment should be strategically planned around prisons where the 
program is running to reduce the expense of transportation costs.

b. Volunteer training strategy. As more volunteers are mobilized, 
whether external or inmate volunteers, an adequate training strate-
gy must be in place to align with program standards and volunteer 
capacity. This strategy should include developing a formal “Prison 
Dos and Don’ts” course. Volunteers are the face of the organization. 
It’s important they are well trained in how to behave in prisons and 
in prison security issues. This is for the protection of the volunteer as 
well as the reputation and credibility of PFG.

c. Communication plan. Additionally, as more volunteers are mobilized, 
it’s imperative the program coordinator implement a simple and 
effective plan for communication and reporting. This is easily 
accomplished by developing structured policies for accountability and 
reporting and then training key volunteers. This process has already 
started.

3. Digitize record-keeping. For reporting purposes (national ministry 
leaders, PFI, domestic and international donors, other stakeholders) 
and for program and financial analysis, it is recommended that PFG 
convert reports and data collection to a digital format (i.e., accounting 
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software and Microsoft Office products). PFG appears to have a donor 
willing to sponsor accounting software already. This will make future 
financial reporting, analysis, and auditing more efficient. In addition, 
converting hand-written program data and metrics to Microsoft Excel 
will enhance the program coordinator’s ability to quickly access and 
analyze data. The endeavor to establish a digital database of program 
data has already commenced.



A New Strategy in Nonprofit Capacity Building

- 172 -

Recommendations for Prison Fellowship International

1. Provide fundraising and volunteer mobilization coaching at regional 
level. To assist PFG in its efforts to develop an effective volunteer mobili-
zation strategy and sustainment strategy, Dorestela Media, PFI’s Latin 
America Regional Director, will provide focused technical assistance and 
coaching. We recommend quarterly Skype or in-person conversations. 
Progress in these areas should be included in each quarterly report to 
the program office.

VII. FUTURE PLANS
 

The Plan
 

PRISON FELLOWSHIP GUATEMALA has entered the second 
year of a three-year program partnership to implement TPJ in 19 prisons, 
producing 10,735 graduates over a three-year period. PFG is confident 
in this plan.

1. PFG’s prison-level planning assumptions are these:

Total number of prisons in Guatemalai 21

Total number of prisoners in Guatemalaii 24,000

Number of prisons in years one, two, and threeiii 13 | 14 | 19

Number of prisoners per prisoniv 1,150

Number of TPJ cycles per prison 4

% of prisoners reached through promotional activitiesv 39%

% of prisoners reached who graduate from the coursevi 40%

% of Graduates who continue into Discipleshipvii 60%
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Number of courses that each volunteer* will facilitateviii 3

Number of churches** needed to supply volunteersix 30

* Courses will be facilitated by two trained volunteers willing to commit to facilitate a TPJ 
Course for eight weeks. Volunteers will be trained to deliver one course each program cycle and 
asked to commit for one year (three program cycles).
** Generally, National Ministries require at least one church partner with an active membership 
of 200 members for every 10 volunteers required. For example, 60 churches at 200 members at 
5 percent TPJ volunteer yield are necessary to produce 600 TPJ volunteers.

Table D.10: Prison Fellowship Guatemala’s Prison-Level Planning 
Assumptions

2. After graduating from the TPJ course, prisoners will be invited to contin-
ue to the discipleship phase of the program. PFG expects a 60 percent 
continuation rate.

3. Productivity Ratios:
a. Saturation Rate. This is the rate at which prisoners sign up for the 

course after initially presented with the Gospel. PFG expects to 
invite 8,400 prisoners8 which is 39 percent saturation of the prisons 
implementing the program.

b. Conversion Rate. This is the rate at which prisoners invited decide to 
enroll and graduate the course. Of those invited, 3,360 are expected 
to sign up and graduate. This is a 40 percent conversion rate and 
constitutes 15 percent of the total prison population of the 14 prisons 
targeted. It is 14 percent of the national prison population.

c. Continuation Rate. This is the rate at which graduates continue into 
a discipleship program. This will be PFG’s first year to incorporate 
the discipleship phase of the program. We estimate a 60 percent 
continuation rate.

8 These are not unique prisoners. It represents the number of invitations extended and/or 
the number of participants who attend a promotional event. Some prisoners may receive 
multiple invitations or attend multiple events before enrolling.
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The Budget

1. TPJ Coordinator. An important cost associated with this project is the 
salary for a TPJ program coordinator. The gross salary and benefits for 
this person is $14,400 USD annually.

2. TPJ Products. Product costs include the cost of printing and shipping 
sufficient TPJ program materials to support one year of TPJ program 
activities. The cost of these materials is estimated at less than $2 USD 
per course graduate.

3. Promotional Events. Costs associated with promotional events are 
estimated at $2 per graduate. These expenses typically include food 
and/or gift packs. Graduations may be considered promotional events 
if used to recruit the next TPJ class.

4. Equipment and Supplies. Projectors for each prison are estimated at 
$500 per prison if needed. Costs associated with running each course, 
including flip charts, markers and other consumables, are estimated at 
approximately $22 per course, based on a reuse rate of three courses.

5. Travel and Training Costs. Costs associated with traveling to each 
prison are estimated based on fuel and depreciation costs associated with 
a vehicle. Based on the first-year travel expenses, $2,466 is budgeted for 
years two and three.

6. Overhead. Administrative overhead is estimated at 10 percent of direct 
costs excluding TPJ product costs. Overhead is used to pay for all indirect 
costs including accounting, banking, and office related costs as well as 
the executive director’s time.

7. Prison Fellowship International Total Investment. PFI’s investment 
over the course of three years cannot exceed $17 per graduate, or an 
annual cash grant in excess of $30,000, without the approval of the 
program director.



Appendix D

- 175 -

8. Return on Investment. Assuming that PFG achieves its annual 
milestones, PFI will invest $101,000 USD in this project over 
three years, at a cost per graduate of $9.39 USD. The total project 
cost per graduate (including PFG’s investment) is $12.14 USD. 

Year 1 Year 2 Year 3

$12.13 $9.50 $7.60

Table D.11: Return on Investment Over Three Years 
 

Below is a summary of the program goals and budget for years two and 
three:

KEY RESULT AREAS YEAR 1* YEAR 2 YEAR 3 TOTAL

# Prisons 13 14 19 19

# Prisoners Invited 5,606 8,400 11,400 25,406

# Graduates 2,815 3,360 4,560 10,735

# Courses 242 336 456 1,034

# Discipleship 0 2,016 2,736 4,752

# Volunteers 60 224 304 304

*actual data

Table D.12: Program Metrics
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BUDGET ITEMS YEAR 1* YEAR 2 YEAR 3 TOTAL

Program 
Coordinator

$14,102 $14,400 $14,400 $42,902

Product & 
Shipping

$8,796 $6,375 $8,900 $24,071

Events $9,551 $6,720 $9,120 $25,391

Equipment 
& Supplies

$6,624 $7,392 $10,032 $24,048

Travel & 
Training

$2,350 $2,400 $2,400 $7,150

Overhead $114 $3,091 $3,595 $6,800

Total Expenses $41,537 $40,378 $48,447 $130,362

Table D.13: Program Budget (USD) 
 

PARTNER 
INVESTMENTS YEAR 1* YEAR 2 YEAR 3 TOTAL

PFI Monetary 
Grant

$24,853 $25,560 $25,760 $76,173

PFI Product 
& Shipping

$8,796 $6,375 $8,900 $24,071

PF Investment $12,177 $8,443 $13,787 $34,407

Total Investment $45,826 $40,378 $48,447 $134,651

 Table D.14: Partner Investments (USD)
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A quarterly breakdown of year two goals and key ratios is posted below:

Productivity  

Ratios

Saturation Conversion Continuation Volunteer 

Reuse

Cost/

Graduate

39% 40% 60% 3.42 $9.50

Summary 

Grid

Target Q1 Q2 Q3 Q4 Total

Prisoners  

Invited

8,400 2,096 2,096 2,098 2,110 8,400

Course 

Graduates

3,360 835 837 842 846 3,360

Completed 

Courses

366 87 89 92 98 366

Number of 

Volunteers

224 50 52 54 58 _

Discipleship 2,016 497 503 506 510 2,016

Table D.15: Quarterly Breakdown of Year Two Goals and Ratios

VIII. SUMMARY
 

AS DETAILED IN this report, PFG has implemented TPJ per program 
design and methodology. As an organization, the national ministry is 
casting a forward-thinking vision to meet the program’s demand for 
structure. This will only lead to greater efficiencies and organizational 
capacity. The potential to influence the national prison system over the 
next three to five years is immense.

Prison Fellowship International is pleased and proud to support Prison 
Fellowship Guatemala’s efforts to saturate and scale TPJ in prisons.
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ENDNOTES

i Key Fact – total number of prisons in Guatemala.
ii Key Fact – total number of prisoners in Guatemala.
iii Key Assumption – based on size of national ministry’s current prison 

ministry and volunteer infrastructure. Must reach at least 15 prisons or 
90 percent of the total number of prisons.

iv Calculation based on Total Prison Population divided by Total Number 
of Prisons.

v Key Assumption – based on promotional strategy and overall access to 
prisoners. Current global average is 40 percent annually.

vi Key Assumption – based on minimum of 33 percent to a maximum of 
70 percent of prisoners reached through promotional activities. Current 
global average is 50 percent of prisoners reached annually.

vii Key Assumption – based on a minimum of 40 percent and maximum 
of 80 percent of prisoners graduating from the course.

viii Key Assumption – based on a minimum of two courses to a maximum 
of three courses.

ix Auto Calculation – from Program Metrics Table – Total Number of 
Volunteers in year three divided by 10.
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