Kairoes Inside Excellence Initiative
(Revision B, July 11, 2006)

The purpose of the “Kairos Inside Excellence” initiative is to enhance the quality and
effectiveness of our ministry by fostering compliance with program policies defined in manuals.
In recent strategic planning discussions, this was identified as the #1 priority by ministry leaders.
We believe that the best way to do this is:

1.
2.

Ensure that everyone knows what is expected of them,

Provide self-assessment tools (because we have faith that Kairos people really want to do
the best job possible),

Measure our status and progress in complying with the program manuals (since you
seldom improve what you don’t measure),

Then continuously work on improvement plans to achieve excellence (for we have
confidence that all are obedient to the working of the Holy Spirit), and finally

Be accountable for the results to our fellow team members and to the Kairos ministry
organization.

We also believe that the Kairos ministry wants of avoid the pitfalls that can make this a
divisive, rather than constructive initiative:

1.
2.

(O8]

We should always offer constructive suggestions for improvement, rather than criticism,
We must strive to fix our own faults and weaknesses (“remove the speck from our own
eye” - Luke 6:42) before pointing out the shortcomings of others,

We try always to remember that each person brings distinctive gifts to the ministry but
not all gifts are the same -- some people are detail-oriented (some not), some like to
discuss problems (others like to think them though) and so on -- so we need to respect
and value the contributions each person makes,

The Bible gives substantial guidance on how to deal with disagreements in a Christian
manner (first privately, then with a few, finally involving leaders), and

We should never be afraid to confront our own failings or the shortcomings of others --
but only in a loving and Christ-like manner.
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The Kairos Inside Excellence initiative is designed to build a program that achieves these
objectives by implementing our beliefs. Figure 1 shows the outline of the initiative.
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Figure 1. Overview of Kairos Inside Excellence Initiative

The program manuals, shown at the left of the figure (<< 1 >>), provide the basic
understanding of what is expected to implement the program. For Kairos Inside, this is the blue
2005 Program Manual. Each member of Kairos is responsible for knowing the applicable
contents of the manual that are required to carry out their responsibilities. The manual (for each
program) is reinforced by Advanced Kairos Training for leaders, Kairos 101 for teams (as
requested), and by training at team meetings.

To supplement the program guidance, easy-to-use checklists are provided to help assess the
degree of compliance during implementation (<< 2 >> in the figure). The Kairos Inside
checklist is attached. Our expectation is that everyone wants to fully comply with the program
manual, since it represents the time-tested and discerned wisdom of the ministry over many
years. However, we also understand that not every team will be in full compliance. In some
instances, local prison rules prohibit some elements of the program (for instance distribution of
cookies). In other cases, emergencies require decisions on deviations by wise leaders. Even
with these understandings, the manual is the “gold standard of excellence” -- and we have faith
and trust that all Kairos members diligently seek to meet the standard of excellence. The key to
achieving excellence is being able to measure where you are at and if you are making progress.
A theme of the quality field is that “you can’t improve something if you can’t measure it.” The
checklists provide the means to objectively measure where we are at in terms of compliance and
shows us whether we are improving or not.

The third element of achieving program excellence (<< 3a >>at the center of the figure) 1s
assessments of compliance. Using the checklist, teams should conduct continuous self-
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assessments. The Observing Leader is the perfect member of the team to monitor how the
weekend is going and is well-placed to act on areas of needed improvement identified by the
checklist. As the weekend progresses, the Observing Leader should note whether each question
on the checklist was satisfactorily completed (“Yes” or “No”). Remarks, comments, and
explanatory information can also be recorded. At the end of the weekend, the Leader compiles
the results into an overall assessment, reviews shortfalls and identifies potential improvements
for next time, and includes the results in the Leader’s Report (generated by EZRA).

In addition, the Observer Program (<< 3b >>) dictates that an independent observer from the
State Committee will attend each weekend, provide an assessment, and recommend
improvements. The Observer should also use the checklist and attach it to the Observer Report.
The observer inputs require great care. It is easy to deliver “helpful” suggestions in a hurtful
manner. If the observer’s assessments are not objective or are not perceived by the recipient as
being given in love and Christian charity, great harm can be done to the ministry. The observer
should never be afraid to identify shortcomings or potential improvements -- but it is also the
observer’s responsibility to provide the feedback in the manner appropriate to the recipient.
Prayer, love of the ministry, openness and honesty, and obedience are all important factors in the
success of the observer’s feedback, but the observer bears the responsibility for the manner in
which the feedback is provided. When providing feedback and assessments, the observer should
be guided by the motto: “Is it true? Is it necessary to say? Does it glorify God?”

Both the self-assessment and independent observer feedback are used by team leaders, the
Advisory Council, and State Committee to initiate plans and programs to move ever-closer to
100% compliance. Continuous self-initiated improvement (<< 4a >> in the figure) are the
hallmarks of excellent organizations.

In some cases, Advisory Councils may believe that an innovative solution to a problem
should be pursued or a new approach to some element of the program should be considered
(<< 4b >> in the figure). The leadership of Kairos is committed always to being open to
program improvements -- in fact, many vital features of the current program evolved in just such
a way. However, it is important that each team and Advisory Council work to diligently carry
out the current program while proposed changes are being studied and evaluated. Two
mechanisms are in place to handle program changes. For innovations, the Executive Director
may approve a pilot program. Over an established timeframe, the innovation can be tried and
evaluated. The results and recommendations are reported to the KPMI Board of Directors for
adoption, if warranted. The other mechanism for change is the Committee process. The Board
of Directors has established various functional committees to review, assess, and make
recommendations on proposed changes to program manuals.

Finally, << 5a >> in the figure denotes the accountability piece. Twice per year (after each
weekend), the Advisory Council will provide a written assessment of their program to the State
Commiittee (see the State Committee Operating Procedure). The assessments should use the
rating scale from the checklist to provide an objective rating of compliance. The checklists
should be included as back-up information. Plans for improvement should be noted as well as
progress over time. The State Committee Chair is required to submit an end-of-year status report
to the Executive Director annually. The report should include the State’s assessment of each
Advisory Council and the extent of compliance.
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To further enhance accountability, the Board of Directors has established a Program Review
Committee that is chartered with assessing program compliance (<< 5b >>). The Committee
uses periodic audits to make their assessments. The checklists from the Observer Program will

be crucial elements of their analysis.

Standards, Metrics, and Criteria. A “standard” is defined as something established by an
authority as the rule for measuring quality. It also means a model or example. The standard for
the Kairos Inside program is the Program Manual. It is the exemplary model for which we strive
each weekend, because the Wisdom of Kairos assures us that if we faithfully carry out the
program as defined in the manual, the Holy Spirit will work wonders and a high-quality ministry
outcome will result that achieves our mission of bringing Christ to the incarcerated.

A “metric” is a measurement used as the basis for comparison or evaluation. For the Kairos
Inside Excellence Initiative, the chosen metric is the percentage of compliance with the program
manual. This metric is operationalized using the Program Checklist below. This checklist
identifies a cross-section of the required actions for carrying out the Kairos Inside program. The
checklist items were selected to ensure that key actions that define the “riverbanks” throughout

the weekend are included.

Finally, our criteria are established. A “criterion” is a standard on which a judgment may be
based. In our case, we compare the metric (percentage of compliance) with the following
criteria:

0% - 85%: marginal

86% - 90%: meets minimum standard
91% - 95%: substantial compliance
96% - 99%: compliant program

100%: program excellence

The attachment is the checklist for assessing program compliance. A total of 91 questions
are included. Each is answered “Yes” or “No.” A section is provided for comments or remarks.
The checklist is divided into areas such as “Team Composition,” “Team Leadership,” “Talks,”
and “Weekend Activities - Saturday.” These areas cover all measurable and high priority
requirements of the program manual. The checklist is designed to be answered through objective
observation as the weekend activities progress. However, a few of the questions may require the
observer to obtain outside data. When the observation period is complete, the observer
summarizes the data in the “Assessment” section at the end of the checklist. A rating is assigned

based on the percentage of compliance.
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