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[bookmark: _Toc216265432]FOREWORD
On behalf of the Board of Directors and the Management of READ Tanzania, we are pleased to present the READ Tanzania Strategic Plan 2026-2030. This Strategy marks a critical transition in our institutional journey - from expanding access to infrastructure towards embedding sustained learning outcomes, system integration, and long-term sustainability at the heart of our work.
Over the past two decades, READ has demonstrated that inclusive school libraries, when combined with committed teachers and supportive communities, can catalyse meaningful change in learning cultures. Yet our experience has also affirmed a central lesson: infrastructure alone is not sufficient. Lasting improvements in literacy, digital competence and learner engagement require sustained investment in teacher practice, leadership accountability, digital inclusion, and strong institutional systems. This Strategy responds directly to that evidence.
The 2026-2030 Strategy is fully aligned with national education priorities and positions READ as a system-strengthening partner to Government, schools, communities and the private sector. It sets out a disciplined, phased pathway for quality consolidation, structured scale-up and institutionalisation - anchored in results-based management, gender-responsive and disability-inclusive design, and diversified, sustainable financing.
We extend our sincere appreciation to our Government partners, corporate and development partners, schools, communities, alumni and volunteers whose collaboration has shaped this Strategy. We invite continued partnership as we implement this next phase - not as a collection of projects, but as an integrated national contribution to equitable, high-quality secondary education.
Together, we remain committed to ensuring that every learner (especially girls and marginalised students) has access to inclusive, well-resourced and digitally enabled learning environments that unlock their full potential.


____________________						_________________
Dr. Theophilus Mlaki 							Naemy Sillayo
BOARD CHAIRPERSON						EXECUTIVE DIRECTOR
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Overview: READ Tanzania is a nationally registered non-governmental organisation working to improve the quality, equity and relevance of secondary education through inclusive school libraries, literacy promotion, teacher professional development and digital learning integration. Since 2004, READ has supported more than 170 public secondary schools, empowered 1,330+ teachers, distributed more than 1.6 million books, and directly reached over 1.8 million learners across Tanzania Mainland. READ started its expansion into Zanzibar in 2025.
READ operates in close collaboration with the Ministry of Education, Science and Technology (MoEST), President’s Office-Regional Administration and Local Government (PO-RALG), and the Tanzania Library Services Board (TLSB), positioning it as a trusted partner supporting national education priorities. READ’s model complements government investments in classrooms and curriculum by strengthening learning infrastructure at the point of service delivery - where students read, research, and develop 21st-century skills.
The challenge: Despite major progress in access to secondary education, learning environments in many public secondary schools remain under-resourced and under-utilised. Libraries are often absent, poorly equipped, or used as storage or exam halls. Teachers face limited support to integrate reading and digital tools into instruction. As a result:
· Reading culture is weak, particularly among girls and marginalised learners.
· Teacher-led literacy practices are inconsistent.
· Digital access is highly unequal, especially in rural and underserved schools. 
· School systems remain dependent on external inputs, limiting sustainability.
READ’s experience from the 2021-2025 period confirmed a critical lesson: infrastructure alone does not deliver learning outcomes. Sustainable gains require behaviour change, teacher leadership, digital integration, and strong institutional systems.
The response: READ’s 2026-2030 strategy represents a shift from infrastructure delivery to an integrated learning systems model that combines physical libraries, literacy behaviour change, digital inclusion, and institutional strengthening.
The strategy is fully aligned with: 
· Education Sector Development Plan (ESDP 2025/26–2029/30), 
· Zanzibar Education Sector Transformation Plan, and 
· SDG 4 on inclusive and equitable quality education.
The Strategy is anchored on four mutually reinforcing priorities that together deliver a complete learning systems approach. First, strengthening school learning environments focuses on establishing inclusive, well-resourced and actively used school libraries as the physical and functional foundation for literacy, research and independent learning. This goes beyond infrastructure to include operational standards, school library committees, maintenance systems and strong community ownership. Second, enhancing teacher capacity and school leadership invests in sustained teacher professional development and leadership accountability so that libraries and digital tools become integral to daily teaching practice rather than peripheral assets. Third, advancing digital learning and inclusion integrates low-cost, curriculum-aligned digital learning within school libraries to expand equitable access to 21st-century skills, with deliberate focus on girls, learners with disabilities and underserved schools. Finally, strengthening organisational systems and partnerships builds READ’s institutional resilience through robust MELR, governance, financing, and formalised public-private partnerships, enabling delivery at scale with accountability and sustainability.  
Delivery model: Implementation follows a two-phase delivery pathway designed to protect quality while enabling scale. Phase 1 (2026-2027) focuses on consolidation and quality strengthening across existing partner schools, including Zanzibar. This phase prioritises baseline assessments, teacher and school leadership capacity building, establishment of school library committees, integration of behaviour change mechanisms for reading culture, roll-out of initial digital learning hubs, and full operationalisation of MELR system. Phase 2 (2028-2030) attention is on structured scale-up and institutionalisation, guided by district readiness criteria, government co-financing, and hub-and-spoke peer learning models. During this phase, READ’s integrated library-literacy-digital learning model will be embedded within district and national education planning, teacher training institutions, and public financing frameworks to ensure long-term system ownership and sustainability.
Results: By 2030, READ’s strategy will have established a measurable shift from symbolic infrastructure to fully utilised learning systems. 
· At least 80% of partner schools will operate functional, inclusive libraries aligned with national standards and actively used as learning hubs. 
· At least 80% of teachers will consistently integrate library and digital resources into classroom instruction, supported by functional peer learning and mentorship networks. 
· Girls and learners with disabilities will access and benefit from digital learning resources at equal or higher rates than their peers, contributing to reduced digital and learning inequities. 
· At institutional level, READ will operate a fully functional MELR system that drives evidence-based planning, budgeting and accountability, while maintaining a diversified and sustainable financing base in which no single donor contributes more than 30% of total funding.
Investment and sustainability framework: The total indicative investment required to deliver the 2026-2030 Strategy is TZS 2.08 billion (~US$1m), structured to directly finance results rather than stand-alone activities. The largest share (31%) is allocated to school library development and refurbishment to secure the physical and functional foundation of learning. A further 27% is directed to literacy promotion and teacher professional development, reflecting the strategy’s core shift from infrastructure provision to sustained utilisation, pedagogy, and behaviour change. Digital learning integration (14%) anchors equitable access to future-ready skills, while targeted investments in institutional growth (11%), cross-cutting inclusion and MELR (8%), and strategy management and coordination (13%) ensure accountability, quality, and value for money at scale. Sustainability is embedded through a diversified financing model that blends CSR and private sector investment (35-40%), public financing (25-30%), strategic donors and foundations (~20%), community and alumni contributions (5-10%), and internally generated income (~5%). By 2030, domestic cost-sharing will cover at least 25% of operational costs, ensuring long-term resilience beyond donor project cycles.
Partnership model: Implementation is anchored in formal multi-level partnerships with government, the private sector and communities. Collaboration with MoEST, PO-RALG and TLSB secures policy alignment, standards and co-financing, while partnerships with teacher training institutions institutionalise literacy and digital competencies within pre-service and in-service systems. CSR and ICT partners provide financing, digital infrastructure, innovation and logistics, while schools, PTAs, alumni and communities anchor local ownership, cost-sharing and accountability. For donors and partners, investing in READ offers direct contribution to national education system strengthening, high-visibility and scalable impact aligned with government priorities, and strong accountability anchored in a results-driven MELR system. It also provides a credible platform for digital innovation, gender-responsive education, and sustainable public–private co-financing with long-term system returns rather than short-term project outputs.
This Strategy positions READ Tanzania for the next stage of institutional maturity - shifting from project-based expansion to system-anchored delivery at scale. It creates structured entry points for partners seeking to support nationally aligned, evidence-led education transformation with clear routes for public co-financing, institutional uptake and long-term sustainability beyond the strategy cycle.
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[bookmark: _Toc216265434]ORGANISATIONAL CONTEXT AND STRATEGIC ALIGNMENT
[bookmark: _Toc216265435]Overview of READ Tanzania
READ (Realising Education for Development) is a registered national non-governmental organisation dedicated to improving the quality and equity of secondary education in Tanzania. Since its establishment in 2004, READ has worked in over 170 public secondary schools across Mainland Tanzania and has recently extended its operations to Zanzibar.
From its roots as a student-led initiative transforming disused spaces into functional libraries, READ has evolved into a structured national actor recognised for its expertise in:
· School library establishment and refurbishment.
· Promotion of literacy and reading culture among students.
· Teacher capacity building and school leadership engagement.
· Digital learning through the Soma Connect platform.
· Youth volunteering and community engagement in education.
READ’s work is rooted in its vision of a future where young individuals, regardless of gender, become essential contributors to their households, communities, and the global development arena, and its mission to enhance education quality and learning outcomes through inclusive and learner-centred school libraries and literacy initiatives.
READ is governed by a Board of Directors and led by a professional management team based in Dar es Salaam, with regional coordination structures in operating regions. The organisation works closely with the Tanzania Library Services Board (TLSB), Tanzania Institute of Education (TIE), Regional and District Education Offices, the Ministry of Education, Science and Technology (MoEST), and the President’s Office-Regional Administration and Local Government (PO-RALG), as well as a growing network of local and international partners.
[bookmark: _Toc216265436]Geographic Footprint and Current Reach
READ’s work is currently concentrated in public secondary schools in both urban and rural settings. As of June 2025, READ had supported the refurbishment or establishment of libraries in over 178 schools, empowered 1,330 teachers, donated more than 1.6m books, and   directly reaching more than 1,874,540.
While its initial operations were primarily in the mainland (Dar es Salaam, Pwani, Mara, Mtwara, Ruvuma, Lindi, Dodoma, Arusha, Kilimanjaro, Tanga, Mwanza, Shinyanga, Rukwa, and Tabora), READ is now actively building a presence in Zanzibar as part of its strategy to contribute to education transformation in the archipelago.
This strategic plan will therefore prioritise deepening impact in current regions (both Mainland and Zanzibar), consolidating partnerships, and enhancing quality before pursuing wider geographic expansion.
[bookmark: _Toc216265437]Contribution to National Education Priorities
READ’s strategic focus aligns closely with Tanzania’s education sector priorities as outlined in key national frameworks:
a) ESDP 2025/26–2029/30 sets out to improve teaching and learning quality, strengthen teacher capacity, promote inclusive education, expand ICT in schools, and improve access to teaching and learning facilities (including libraries). READ directly contributes to these priorities by:
· Establishing inclusive and functional school libraries as part of the teaching and learning infrastructure.
· Supporting literacy improvement and reading culture to raise learning outcomes.
· Providing teacher professional development on learner-centred pedagogy and library use.
· Integrating digital learning content and infrastructure through Soma Connect.
· Strengthening community-school linkages to reduce inequities and enhance retention.
b) MoEST Strategic Plan 2021/22–2025/26 emphasizes strengthening access to quality education at all levels, enhancing teacher competencies, promoting Science, Technology, and Innovation (STI), and mobilising resources for sustainable education delivery. READ complements these objectives by:
· Providing model resource centres within schools.
· Building teacher and school leadership capacity on literacy and ICT integration.
· Piloting low-cost ICT solutions and digital resources in secondary schools.
· Demonstrating scalable models of community-supported learning infrastructure.
c) Other relevant frameworks: READ also aligns its work with the Tanzania Development Vision 2050, the National Strategy for Inclusive Education 2021/22–2025/26, and SDG 4 on inclusive and equitable quality education. Its focus on library access, reading culture, and ICT integration also supports SDG 9 (innovation and infrastructure) and the AU Agenda 2063 call for a well-educated, empowered youth population.
[bookmark: _Toc216265438]Strategic Positioning
READ’s niche is its ability to bridge the gap between school infrastructure and learning outcomes. While government and partners invest in school construction and curriculum reforms, READ focuses on ensuring that students and teachers have functional, well-resourced libraries and the skills to use them effectively.
Key elements of READ’s strategic positioning include:
a) Innovative blended model combining physical libraries and digital learning.
b) Evidence-based programming informed by monitoring and evaluation (MEL) and stories of change.
c) Local ownership through school library committees, community participation, and teacher-led reading clubs.
d) Complementarity to government systems by aligning with MoEST and PO-RALG structures rather than running parallel systems.
This alignment strengthens READ’s legitimacy as a trusted partner to government, donors, and civil society actors in transforming secondary education quality in Tanzania.
1.1 [bookmark: _Toc216265439]Key Organisational Lessons Driving the Strategy
During the 2021-2025 strategy cycle, READ Tanzania scaled its reach substantially, supporting the establishment or refurbishment of over 170 school libraries across multiple regions and recently extending operations to Zanzibar. This growth demonstrated READ’s ability to mobilise partners and deliver infrastructure at scale. However, experience from implementation, internal reflection during the 2024 strategic planning meeting, and insights from annual reports reveal several important lessons that now shape the direction of this strategy.
First, infrastructure alone does not translate into sustained learning gains. While the physical library footprint expanded rapidly, many libraries were underutilised and showed limited impact on reading behaviours or learning outcomes. Several were repurposed as storage rooms or exam halls, with low student footfall and minimal integration into classroom teaching. This divergence from expectations occurred because past interventions prioritised construction and equipping over driving usage: teacher engagement was inconsistent, structured reading activities were rare, and usage data was not routinely tracked. Moving forward, every library intervention must embed utilisation mechanisms (such as teacher orientation on library use, mandatory school library committees, scheduled reading clubs, and progress monitoring of reading outcomes) to ensure that investments translate into behaviour change and improved learning.
Second, organisational systems did not keep pace with programme growth. As the portfolio expanded, MEL remained focused on counting outputs (libraries built, books distributed, teachers trained) rather than tracking usage, cost-effectiveness or literacy progress. The absence of standard tools, baseline data, and dedicated MEL personnel meant that underperforming sites could not be detected early, and evidence for impact remained weak. This gap emerged because growth outpaced system development: MEL capacity was thin, data infrastructure was limited, and no structured feedback loops existed from schools to management. To support accountability and strategic decision-making, READ shall prioritise building a robust MEL framework with clear indicators, baseline data collection, usage tracking tools, and scheduled learning reviews embedded from the start of the 2026–2030 cycle.
Third, school ownership and behaviour change require intentional programming rather than assumption. The strategy assumed that once libraries and books were in place, teachers, school leaders, and students would automatically take ownership. In practice, many treated the library as peripheral. Teachers were often reluctant to lead reading clubs, library spaces were sometimes poorly maintained, and parental engagement was minimal. This reflected a lack of role clarity, incentives and continuous reinforcement for school-level actors. It also stemmed from limited social and behaviour change communication aimed at shifting norms around reading. Going forward, READ shall explicitly design for behaviour change: setting clear expectations for school boards and management committees, recognising high-performing teachers and schools, integrating reading indicators into school accountability frameworks, and involving parents and community leaders in promoting a reading culture.
Fourth, sustainability depends on diversifying resources and formalising partnerships. Most funding during this cycle came from a few corporate partners, while government collaboration was largely informal and teacher training institutions were not engaged. This created vulnerability to shifts in donor priorities and left schools dependent on external inputs for maintenance. These patterns arose because fundraising was reactive, and partnership arrangements were not institutionalised through memoranda of understanding (MoUs) or cost-sharing mechanisms. To reduce this vulnerability, READ shall implement a deliberate resource mobilisation strategy, blending corporate, government, community and local school contributions; formalise its partnerships with MoEST, PO-RALG, TLSB and teacher training colleges; and explore modest income-generating activities (such as book sales or fee-based training) to sustain operations.
Finally, geographic expansion without commensurate support risks dilution of quality. As READ entered new and remote regions, particularly Zanzibar, some schools showed slower implementation, lower library utilisation, and weaker quality assurance. These issues arose because expansion stretched the small technical team, logistical and supply chain challenges delayed delivery, and remote schools received less mentoring and follow-up. To protect quality, future expansion shall be phased and preceded by investment in regional support systems (such as regional coordinators, trained mentor networks, logistics planning, and higher budget allocations for remote sites) while prioritising consolidation and depth of impact in existing schools before adding new ones.
[bookmark: _Toc216265440]STRATEGIC PRIORITIES AND GOALS
The strategic priorities outlined in this section are grounded in the experience of implementing READ Tanzania’s 2021-2025 strategy and shaped by the evolving education landscape in Tanzania. They directly respond to lessons from the past cycle - particularly the need to move beyond infrastructure delivery to strengthen library functionality, embed behaviour change, deepen school ownership, enhance teacher capacity, and build robust organisational systems. They also reflect shifts in the national context, including the ESDP (2025/26–2029/30) and the Zanzibar Education Sector Transformation Plan, which emphasise foundational literacy, teacher competence, digital learning, inclusion, and public–private collaboration. 
The change we want to see in 2030: Secondary schools in READ-supported regions provide inclusive, well-resourced and digitally enabled learning environments where teachers actively foster a culture of reading, and all learners (boys, girls and students with special needs) achieve stronger literacy and learning outcomes.
[bookmark: _Toc216265441]Theory of Change
Core problem: Many public secondary schools lack both functional access to, and effective use of, inclusive and well-resourced learning environments. As a result, students (especially girls and marginalised learners) have limited opportunities to develop reading and digital skills; teachers face persistent constraints in applying learner-centred, literacy-rich pedagogy; and school systems remain structurally dependent on external support for learning infrastructure and innovation.
Strategic response: READ’s 2026-2030 strategy addresses this gap through four mutually reinforcing priorities, which are strengthening school learning environments, enhancing teacher capacity and school leadership, advancing digital learning and inclusion, and strengthening organisational systems and partnerships. Together, these priorities ensure that schools are equipped with functional and accessible libraries, supported by motivated and capable teachers, enabled by integrated digital learning platforms, and sustained through strong institutional systems and public-private partnerships.
Change pathway: By investing simultaneously in physical learning infrastructure, teacher and leadership practice, equitable digital access, and institutional capacity, the Strategy establishes the conditions for sustained behavioural and system change. Teachers increasingly integrate library and digital resources into daily instruction, while students adopt regular reading and digital learning habits. As communities and local governments gradually assume co-responsibility for operations and financing, school libraries evolve into vibrant, community-supported learning hubs. Over time, these shifts generate sustained improvements in literacy, digital competence, and overall learning performance, contributing to a more equitable and high-performing secondary education system across Mainland Tanzania and Zanzibar.
Impact: Learners (especially girls and marginalised groups) achieve sustained improvements in literacy, digital competence and learning outcomes through equitable access to inclusive, well-resourced and digitally enabled school learning environments.
Assumptions: Continued alignment with national education policy and financing frameworks; sustained commitment from school leadership and teachers; effective public and private co-investment; basic digital infrastructure (power and connectivity); and READ’s continued technical, managerial and financial capacity to support disciplined scale-up.
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Limited access to, and effective use of, functional, inclusive and resource-rich learning environments in public secondary schools



Impact
Behavioural & System Outcome
Key interventions
Immediate outputs
Priorities



Sustained improvements in literacy, digital competence and learning outcomes for all learners—especially girls and marginalised students
Strengthen school learning environment

Functional libraries and digital hubs operational
Teachers consistently apply literacy-rich and digital pedagogy
Libraries refurbished and equipped to national standards


Enhance teacher capacity & school leadership

Students adopt sustained reading and digital learning habits
Certified teachers and active school library teams
Teachers trained in literacy-rich and digitally enabled pedagogy


Reading clubs and digital learning hubs established
Strengthen organisation system & partnership
Advance digital learning & inclusion

Gender-responsive and disability-inclusive design across all interventions
Continued policy alignment and public financing; motivated teachers and stable school leadership; sustained public–private co-investment; reliable power and connectivity; READ retains technical, managerial and financial capacity
Communities actively co-finance and sustain library operations
Schools and councils integrate libraries into plans and budgets
Regular school-based reading and digital learning sessions
MELR, partnership and decision-support systems in use
MELR, partnership and financing systems strengthened

[bookmark: _Toc216265442]Description of the Strategic Priorities 
[bookmark: _Toc216265443]Priority 1: Strengthening school learning environments
The focus is on establishing inclusive, well-equipped and actively used school libraries as core learning hubs in public secondary schools. It ensures that every partner school has a functional library with diverse, age-appropriate and locally relevant learning materials, supported by school library committees and embedded within school development plans. It improves the design and accessibility of physical spaces, sets operational standards and maintenance systems, and fosters strong student engagement through structured reading clubs, competitions and peer-led reading initiatives. By 2030, these libraries will serve as vibrant, community-supported learning environments that provide equitable access to resources, nurture a strong culture of reading, and contribute to improved literacy and learning outcomes for all students.
Key result areas
This priority will integrate physical infrastructure with reading culture and management systems to ensure sustainability and learning gains. Key focus components include:
1) Establishing new libraries or rehabilitating existing ones using inclusive and safe designs (e.g. disability-friendly access, gender-responsive spaces, reliable lighting and ventilation).
2) Ensuring age-appropriate books, reference materials, and local content are available in both Kiswahili and English.
3) Establishing and training school library committees, developing standard operating procedures, and embedding library planning and budgeting into school development plans.
4) Launching reading clubs, competitions, school-wide reading days, and peer-to-peer reading ambassadors to promote active usage.
5) Mobilising parents, school boards, and alumni to contribute to book drives, maintenance, and monitoring of library use.
Expected outcomes
1) At least 80% of partner schools have functional libraries meeting national standards and serving as active learning hubs.
2) School library committees are operational and regularly manage maintenance, budgeting, and reporting in all partner schools.
3) At least 70% of students in partner schools participate in structured reading activities, with measurable improvements in reading proficiency and learning outcomes.
4) School and community structures maintain functional libraries through locally driven management, routine maintenance and partnerships that complement government resources.
[bookmark: _Toc216265444]Priority 2: Enhancing teacher capacity and school leadership
This priority builds teacher and school leadership capacity to make libraries and digital resources integral to everyday teaching and learning. It equips teachers with practical skills to design literacy-rich lessons, lead reading clubs, and mentor peers, while strengthening school leaders to set expectations, monitor library use, and create supportive conditions for a reading culture to thrive. It establishes peer learning networks, embeds library and literacy competencies into teacher professional development systems, and promotes recognition and incentives for schools and teachers who excel in fostering reading and library utilisation. Through these efforts, the strategy cultivates a motivated and accountable teaching workforce that drives sustained improvements in literacy and learning outcomes.


Key result areas
This priority focuses on shifting teachers and school leaders from passive support roles to active drivers of literacy and library integration. Core components include:
1) Deliver structured training on learner-centred literacy pedagogy, integrating library resources into lesson planning, facilitating reading clubs, and using digital learning tools.
2) Train heads of schools, academic masters, and school board members on championing library use, allocating resources, and embedding library indicators in school development plans.
3) Establish teacher learning circles and mentorship networks (both in-person and virtual) to promote continuous professional development, peer support and experience sharing.
4) Develop recognition schemes (awards, visibility, professional growth opportunities) for teachers and schools demonstrating excellence in library use and literacy outcomes.
5) Collaborate with Teacher Resource Centres, teacher training colleges, and district education offices to mainstream library and literacy skills into existing teacher CPD structures.
Expected outcomes
1) At least 80% of teachers in READ-supported schools integrate library and digital resources into classroom teaching.
2) All partner schools have leadership teams that actively monitor library use, allocate resources, and champion reading culture.
3) Functional peer learning and mentorship networks operate in all target regions to support continuous teacher development.
4) Teacher and leadership engagement drives measurable improvements in student reading outcomes and library utilisation rates.
[bookmark: _Toc216265445]Priority 3: Advancing digital learning and inclusion
This focus is on expanding access to digital learning resources and building the capacity of students and teachers to use them effectively, with deliberate focus on girls, students with disabilities, and underserved schools. It integrates digital learning hubs within school libraries, equips teachers and learners with digital literacy skills, and ensures the availability of locally relevant and curriculum-aligned content in both online and offline formats. It also works to close the digital divide by improving access to low-cost devices, reliable power solutions, and inclusive design features that support diverse learners. Through these efforts, the strategy fosters equitable participation in the digital learning ecosystem and enables students to acquire the digital skills needed to thrive in a modern learning environment.
Key result areas 
1) Establishing digital learning hubs within school libraries equipped with low-cost devices, local servers and curriculum-aligned content.
2) Training teachers and students in digital literacy, safe internet use, and integration of digital resources into classroom teaching.
3) Developing guidelines for inclusive and gender-responsive digital learning environments, including assistive technologies and safe spaces for girls.
4) Partnering with ICT companies, government agencies and teacher training colleges to co-develop and maintain digital solutions.
5) Monitoring digital access, use and learning outcomes to inform continuous improvement.

Expected outcomes
1) All partner libraries operate functional digital learning hubs accessible to students and teachers.
2) At least 80% of students and teachers in partner schools demonstrate basic digital literacy and use digital content to support learning.
3) Girls, students with disabilities and other marginalised groups access and benefit from digital learning resources at equal or higher rates than their peers.
4) Public–private partnerships support the sustainability, scale and upgrading of digital infrastructure and content in partner schools.
[bookmark: _Toc216265446]Priority 4: Strengthening organisational systems and partnerships
The aim is to build READ into a resilient, learning and well-resourced organisation capable of delivering impact at scale. It strengthens internal systems for planning, MEL, and reporting; enhances knowledge management and adaptive decision-making; and implements a resource mobilisation strategy that diversifies funding sources and reduces reliance on single donors. It also formalises strategic partnerships with government, teacher training institutions, the private sector and local communities to embed READ’s models within national systems and secure long-term sustainability. Through these efforts, the strategy positions READ as a trusted national actor that delivers evidence-based, scalable and sustainable solutions to improve education quality at the point of service delivery.
Key result areas
1) Establishing strong planning, MEL, and reporting systems and tools to track outcomes, costs and learning across all programmes.
2) Developing and implementing a resource mobilisation strategy that blends corporate, public, philanthropic and community contributions.
3) Institutionalising knowledge management systems to capture lessons, success stories and evidence for learning and advocacy.
4) Formalising partnerships with MoEST, PO-RALG, TIE, TLSB, teacher training colleges and private sector actors to scale and standardise READ’s approaches.
5) Strengthening governance, financial management, and human resource systems to support organisational growth and compliance.
Expected outcomes
1) MEL and knowledge systems generate timely, reliable evidence to guide decision-making and demonstrate impact.
2) READ secures a diversified funding base, with no single donor contributing more than 30% of total funding. 
3) Formal multi-year partnerships with government agencies, teacher training institutions and private sector partners support the scale-up and institutionalisation of READ models.
4) Strong governance, financial, and HR systems and policies enable READ to operate efficiently, compliantly and adaptively as it grows.
[bookmark: _Toc216265447]IMPLEMENTATION PLAN AND DELIVERY APPROACH
Implementation of this Strategic Plan follows a structured, phased approach that translates READ Tanzania’s four strategic priorities into practical, sequenced actions. The plan emphasises quality, sustainability and scalability, ensuring that interventions are both evidence-driven and adaptable to diverse regional contexts, including Zanzibar.
[bookmark: _Toc216265448]Phased implementation approach
Implementation is carried out in two main phases over the five years:
a) Phase 1 (2026–2027): Consolidation and quality strengthening
Focus: Deepen READ’s presence and demonstrate full functionality of the library model in existing regions, including the newly established work in Zanzibar.
Core actions:
1) Finalise baseline assessments of library functionality, teacher capacity, and digital readiness in all partner schools.
2) Strengthen school library committees and embed library planning, budgeting and monitoring into school development plans.
3) Provide intensive training and mentorship to teachers and school leaders on integrating library and digital resources into classroom practice.
4) Roll out digital learning hubs in a first cohort of libraries and build teacher and student digital literacy.
5) Establish MEL tools, indicators and reporting systems to capture baseline and track progress.

d) Phase 2 (2028–2030): Scale-up and institutionalisation
Focus: Expand the integrated library–literacy–digital learning model to new districts, while institutionalising it within government and community systems.
Core actions:
1) Apply readiness criteria (e.g. local government commitment, infrastructure suitability, resource co-financing) to select new districts.
2) Use a hub-and-spoke approach, where strong-performing schools act as resource centres and training sites for new schools.
3) Formalise partnerships with teacher training colleges and LGAs to integrate library and literacy competencies into pre-service and in-service training systems.
4) Advocate for allocation of district and school budgets for library operations and digital infrastructure.
5) Document and disseminate learning from pilot regions to inform national policy dialogue and secure replication support.
[bookmark: _Toc216265449]Delivery mechanisms
Delivery is guided by a decentralised model that balances national coordination with local ownership:
1) Central coordination: READ’s Programme Coordination Unit leads strategic oversight, technical design, budgeting and donor reporting. This unit is supported by MEL, Finance and Operations, Communications, and Resource Mobilisation teams.
2) School-level delivery: School library committees, teacher champions, and reading clubs act as the primary delivery units, organising reading activities, maintaining library spaces, and mobilising parental and community involvement.
3) Partner engagement: Technical partners such as TIE, TLSB, teacher training colleges, and ICT companies contribute expertise, content, and resources to support implementation.
[bookmark: _Toc216265450]Annual planning and resource allocation
Each year, READ prepares Annual Operational Plans (AOPs) aligned with the Strategic Results Framework. AOPs specify:
1) Targets for each strategic priority (with baselines and milestones).
2) Detailed activity schedules and responsible staff/units.
3) Budget allocations, including cost-sharing arrangements with local government or communities.
4) Risk mitigation measures and contingency plans.
5) Quarterly workplans are derived from AOPs to guide day-to-day implementation and ensure accountability for delivery.
[bookmark: _Toc216265451]Capacity development and support systems
Successful implementation depends on strong capacity at all levels:
1) Structured induction for new staff, annual refresher training, and continuous professional development linked to performance reviews.
2) Training-of-trainers models to cascade literacy pedagogy and library management skills, supported by mentorship from experienced educators.
3) Support to school boards and library committees to institutionalise roles, budgeting processes, and data reporting mechanisms.
4) Engagement of parents, alumni and local leaders through book drives, community reading days, and co-financing arrangements.
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Over the previous strategy period, implementation relied on a lean team, basic financial systems and ad hoc technical support. While this enabled innovation and flexibility, it also exposed gaps in project management, MEL, resource mobilisation, financial controls and policy engagement. The new strategy addresses these gaps by positioning institutional capacity development as a core enabler of delivery, particularly during Phase 1 (2026–2027).
READ strengthens its human resources capacity by expanding and professionalising its core team. This includes engaging MEL experts, procurement and partnership management, and developing structured job descriptions, performance management systems and professional development plans. Staff development emphasises project management, financial accountability, digital literacy and strategic communications to enable effective planning, implementation and reporting at scale.
To support this workforce, READ invests in organisational systems and processes. A digital project management system will integrate planning, budgeting, procurement, expenditure tracking and performance reporting. A secure data management system will underpin the MELR framework, with protocols for data quality assurance, storage, analysis and use. Updated policies and standard operating procedures (SOPs) will guide human resources, procurement, safeguarding, risk management, and partnership contracting. These systems will be rolled out gradually in Phase 1 and embedded into routine operations by 2027.
READ also builds its institutional infrastructure and governance support. This includes strengthening Board capacity for strategic oversight and resource mobilisation through structured Board development sessions, technical briefings and engagement in national policy dialogues. It also involves modest upgrades to office infrastructure, ICT systems and logistics capacity to support direct delivery to schools. Internal communications and coordination mechanisms will be formalised through regular SMT performance reviews, cross-unit planning sessions and structured feedback systems.
Institutional capacity development will be implemented as a deliberate, resourced component of the strategy, with annual milestones and performance indicators tracked through the MELR system. By 2030, READ will have a competent and motivated workforce, modern operational systems, strong governance and quality assurance mechanisms, and a scalable delivery platform capable of sustaining growth and impact beyond this strategy period.
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Delivering READ Tanzania’s 2026–2030 strategy requires coordinated, multi-level partnerships anchored in shared accountability. Partnerships are not peripheral but the primary vehicle through which the strategy achieves scale, system integration and sustainability. They enable policy alignment, unlock technical expertise and resources, and ensure that READ’s approaches are embedded within national systems. The framework below outlines the core partnership pathways through which READ delivers its four strategic priorities.
Table 1: Partnership Pathways Framework
	Pathway
	Purpose / Contribution
	Key Partners
	Delivery Mechanisms

	Policy and System Integration
	Align READ’s models with national education policies, plans and budgets to secure legitimacy, resourcing and oversight.
	MoEST, PO-RALG, TIE, TLSB, regional and district education offices
	MoUs and joint action plans; integration of library indicators into education plans and budgets; participation in government technical working groups and sector reviews

	Human Capacity Development
	Build long-term teacher and leadership capacity to sustain library and digital learning integration.
	Teacher training colleges, universities, Teacher Resource Centres
	Co-design and integration of library, literacy and digital modules into pre- and in-service training; mentorship systems and joint professional development programmes

	Innovation and Resource Mobilisation
	Provide financing, technology, logistics and content to expand and sustain delivery at scale.
	CSR partners, ICT companies, publishers, development partners, INGOs
	Co-financing agreements; in-kind contributions (devices, connectivity, books); joint innovation pilots and shared MEL platforms

	Local Ownership and Sustainability
	Secure community buy-in, cost-sharing and accountability for library operations and reading culture.
	School boards, heads of schools, PTAs, alumni, and community leaders
	School library committees; reading clubs; community book drives and reading events; local budget allocations for library operations


Partnerships are coordinated through READ’s Partnership Management Framework under the Programme Coordination Unit, with support from the Resource Mobilisation and Communications teams. The framework outlines processes for partner identification, due diligence, negotiation, formalisation and review. Strategic partnerships are formalised through Memoranda of Understanding or cooperation agreements that specify objectives, roles, cost-sharing arrangements, reporting requirements and performance indicators.
Joint workplans are developed annually with core partners and aligned to the Strategic Results Framework. Progress is reviewed quarterly with operational partners and annually with strategic partners through structured review meetings. Partnership health is assessed using agreed performance metrics, and underperforming partnerships are supported with remediation plans or phased out if necessary. This structure ensures clarity, quality assurance and predictable collaboration across all partnership tiers.
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Over the past five years, READ Tanzania has secured much of its funding from CSR and private sector partners, complemented by intermittent public support and smaller contributions from philanthropic foundations, communities and limited internally generated income. This experience has demonstrated the organisation’s strong ability to mobilise local private capital and in-kind support, but also exposed vulnerabilities associated with overreliance on a few corporate partners. The 2026–2030 Strategic Plan, therefore, introduces a structured Resourcing and Financing Framework to guide how resources will be mobilised, allocated and managed to deliver the strategy in a predictable, accountable and sustainable manner.
Building on this foundation, the financing model seeks to progressively diversify READ’s resource base while retaining CSR and private sector support as a core anchor. Over the next five years, it will consolidate long-term CSR partnerships, institutionalise public co-financing through government budgets, and expand access to multi-year grants from strategic donors and foundations. At the same time, it will nurture emerging revenue streams from communities, alumni and internally generated services to reduce dependence on single sources and strengthen institutional resilience. The table below outlines the targeted resource mix for 2030 and the strategic focus for each financing stream.
Table 2: Financing model and target resource mix
	Funding Source
	Current Role
	2030 Target Share
	Strategic Focus (2026–2030)

	CSR and the private sector
	Largest current source (books, digital devices, logistics, infrastructure and cash contributions from firms such as Karimjee Foundation, Wentworth Africa, Mantra).
	35–40%
	Consolidate current partners under 2–3 year framework agreements; expand to new sectors (telecoms, finance, energy); package CSR as high-visibility social investment with impact reporting.

	Public funding (national and local)
	 Curriculum-based textbooks are provided by the Government through MoEST and PO-RALG. However, library functionality relies on replenishing supplementary materials, maintaining infrastructure, and expanding digital access—areas still underfunded in public education budgets.
	25–30%
	Collaborate with MoEST, PO-RALG and TLSB to integrate library functionality, maintenance and digital access within existing education financing frameworks. Ensure council and school budgets progressively cover library operations, while embedding library performance indicators into ESDP reporting and sector reviews to sustain visibility and accountability within national systems

	Strategic donors and foundations
	Limited and episodic, focused on literacy or gender pilots.
	20%
	Pursue multi-year thematic grants on literacy, digital inclusion and gender-responsive learning; join NGO consortia bids; use MEL data to demonstrate cost-effectiveness.

	Community and alumni contributions
	Nascent (book drives, volunteer support, small cash contributions).
	5–10%
	Establish alumni fund and school-based reading endowments; launch mobile-based giving platform; formalise library committee cost-sharing mechanisms.

	Internally generated income
	Very small; mainly book sales and event fees.
	5%
	Develop fee-based advisory, training and research services; explore low-cost local book printing; restrict to mission-aligned services to avoid mission drift.


To operationalise this resource mix, READ adopts a structured financing logic that integrates targeted resource mobilisation, disciplined planning and allocation, robust financial accountability, and clear sustainability safeguards. This logic ensures that funding flows are predictable, strategically aligned and cost-efficient, while maintaining strong accountability to partners and stakeholders throughout the 2026–2030 strategy period.
Resource mobilisation will focus on consolidating READ’s CSR and private sector base while progressively diversifying into public funding and strategic donor grants. CSR partnerships will be formalised through multi-year agreements anchored in joint branding, clear social return metrics and shared impact reporting. Public financing will be secured through structured engagement with MoEST, PO-RALG, TLSB and LGAs to embed school library financing into district education plans and school development budgets. Strategic donor and foundation grants will be targeted for innovation, MEL, digital learning and gender-responsive interventions, drawing on evidence from READ’s MEL system to demonstrate cost-effectiveness. In parallel, alumni and community giving platforms will be launched to mobilise local contributions for library operations, book replenishment and small-scale maintenance.
Resource planning and allocation will be fully integrated into READ’s annual operational planning cycle. Each Annual Operational Plan will include costed activities aligned to the Strategic Results Framework, with budgets linked to clear output and outcome targets. A rolling three-year financial projection will guide resource mobilisation priorities and support responsible growth planning. Cost-efficiency benchmarks will be applied across all programme areas, and quarterly budget execution reviews will inform timely reallocations to maximise value for money.
Financial accountability will be safeguarded through systems and oversight. READ will maintain internationally recognised financial management procedures covering budgeting, procurement, accounting, reporting and audits. Quarterly financial reports will be prepared for management and partners, and certified firms will conduct annual external audits. Financial risk assessments will be embedded in programme plans and reviewed quarterly by the Finance and Audit Committee of the Board to ensure timely mitigation and maintain partner confidence.
To protect the organisation from concentration risk and funding volatility, specific sustainability safeguards will be applied. These include maintaining diversification thresholds (no single donor or partner contributing more than 30% of total annual revenue) and progressively increasing domestic cost-sharing (from public and community sources) to at least 25% of operational costs by 2030. Internally generated income will be grown to cover 5–10% of core institutional costs, reducing dependence on restricted project funding and supporting long-term institutional stability.
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To translate the Strategic Plan from ambition to execution, READ outlines the estimated investment needed to deliver its priorities over five years. This Resource Requirements Framework consolidates the projected costs of core programme delivery, cross-cutting priorities and institutional strengthening into a single financial envelope. It serves as a planning tool to guide annual budgeting, resource mobilisation targets and value-for-money monitoring. The figures are indicative and will be updated annually based on implementation progress, cost trends and available financing.

Table 3: Indicative budget for the pillars
	Priority
	Phase 1 2026–2027
	Phase 2 2028–2030
	Total 
(2026–2030)
	% of Total
	Key Cost Drivers 

	1. School library development and refurbishment 
	260,000,000
	360,000,000
	620,000,000
	31%
	Construction & refurbishment, book procurement, furniture logistics, school committee training, supervision

	2. Literacy development and reading promotion
	112,000,000
	148,000,000
	260,000,000
	13%
	Reading clubs, literacy campaigns, competitions, material development

	3. Teacher professional development and support
	128,000,000
	160,000,000
	288,000,000
	14%
	Training workshops, mentorship networks, CPD Module development, recognition and awards.

	4. Institutional growth and sustainability
	80,000,000
	140,000,000
	220,000,000
	11%
	System strengthening, staff expansion, government capacity, infrastructure and ICT systems

	5. Cross-cutting issues (gender, disability, MELR system)
	72,000,000
	88,000,000
	160,000,000
	8%
	Inclusion design, assertive technologies, MELR tools, baseline surveys, evaluations

	6. Strategy management and coordination  
	100,000,000
	152,000,000
	252,000,000
	13%
	Programme coordination, financial management, communication, logistics, contingency reserve



	7. Digital learning integration (within libraries)
	108,000,000
	172,000,000
	280,000,000
	14%
	ICT equiments, digital hub setup, teacher/student training, software/content subscriptions

	Total
	860,000,000
	1,220,000,000
	2,080,000,000
	100%
	



The TZS 2.08 billion investment is strategically aligned to support READ Tanzania's integrated library infrastructure model, enhance literacy practices among the populace, promote greater digital inclusion, and reinforce the overall system. The largest portion (31%) is allocated to constructing and renovating school libraries to ensure they are secure, well-equipped environments for all students to learn. This expenditure will contribute to enhancing literacy levels. An additional 27% is allocated to advancing literacy initiatives and supporting teacher professional development. This percentage illustrates a deliberate transition from infrastructure provision to its consistent utilisation, pedagogical approaches, and school-led stewardship. Digital learning integration (14%) facilitates equal access to blended learning and essential skills for females and other students who may not receive sufficient attention, thereby preparing them for the future. Investing in institutional systems, MELR, cross-cutting inclusion, and strategic coordination ensures large-scale implementation with a high level of accountability. Additional resources in Phase 2 support disciplined scaling, government co-financing, and long-term sustainability.
.
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Delivering this Plan requires READ Tanzania to operate in a dynamic environment shaped by policy reforms, funding fluctuations, technological advances and organisational growth. To ensure these factors do not compromise delivery, READ uses a Risk Management and Mitigation Framework that systematically identifies, assesses, monitors and responds to risks. This framework safeguards programme performance, financial stability and institutional credibility, and fosters a culture of proactive risk awareness and adaptive decision-making across the organisation.
Table 4: Risk categories, impacts and mitigation measures
	Risk Category
	Risks
	Potential Impact
	Mitigation Measures

	Financial and funding risks
	Overreliance on CSR funding, delayed disbursements, currency fluctuations, and inflation
	Programme delays; inability to meet commitments; reputational damage
	Diversify funding sources; cap single donor shares at <30%; maintain 6-month operational reserve; secure multi-year agreements

	Policy and regulatory risks
	Shifts in MoEST/PO-RALG priorities; changes in PPP regulations; restrictive procurement policies
	Reduced government buy-in; limited access to schools
	Maintain MoUs with MoEST/PO-RALG/TLSB; align interventions with ESDP priorities; participate actively in policy forums

	Operational and delivery risks
	Limited school-level capacity; weak commitment of teachers to library management despite MoUs; supply chain disruptions; delays in procurement
	Poor library functionality; reduced ownership; sustainability gaps
	Introduce recognition and incentive systems for teacher champions; integrate library performance into teacher supervision and school inspection checklists; strengthen continuous mentorship and joint accountability mechanisms with DEOs and Heads of Schools

	Human resource and stakeholder engagement risks
	High expectations from teachers and school staff beyond available resources
	Reduced morale and trust; unrealistic demands affecting programme focus
	Strengthen communication on project scope and resource limits; manage expectations through regular feedback meetings; prioritise transparent resource allocation; leverage non-monetary incentives such as recognition, capacity-building and exposure

	Reputation and compliance risks
	Non-compliance with donor rules; safeguarding or ethics breaches; weak reporting systems
	Loss of partner trust; suspension of funding
	Strengthen policies and procedures; staff training; regular compliance reviews; external audits

	Technological and data risks
	System failures, cyberattacks, low digital literacy, and data breaches
	Programme disruption; data loss or breaches
	Upgrade IT systems; backup protocols; digital skills training; cybersecurity audits


Risk management and oversight: Risk management is embedded across planning, delivery and governance systems. Risks are identified and assessed during annual operational planning and updated quarterly by all units using a standard risk matrix. Mitigation plans are developed for all high and medium risks, specifying responsible staff, preventive actions, contingency measures and trigger thresholds. The Programme Coordination Unit consolidates risk registers and submits quarterly risk reports to the Senior Management Team and the Board’s Finance and Audit Committee, who review trends and guide mitigation actions. Lessons from incidents and near-misses are captured through quarterly reflection meetings and used to strengthen policies, controls and staff capacities.
Overall oversight rests with the Board of Directors through its Finance and Audit Committee, while the Executive Director and the Senior Management Team ensure the implementation of mitigation actions and foster a risk-aware culture. Risk management responsibilities are embedded into performance objectives for programme managers, regional coordinators and operational staff, ensuring ownership and accountability at all levels.
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READ Tanzania maintains a governance framework that ensures strategic direction, operational discipline and compliance are well coordinated across the organisation. This framework defines clear decision-making powers, oversight responsibilities and reporting lines, assuring integrity, transparency and accountability in delivering the 2026–2030 Strategic Plan.
At the apex, the Board of Directors provides strategic leadership, fiduciary oversight and policy direction. It approves the Strategic Plan, budgets, policies and audited accounts, and monitors organisational performance. The Board operates through two committees: the Finance and Audit Committee, which oversees financial integrity, risk and compliance, and the Programmes and Partnerships Committee, which reviews programme quality, learning and partnerships. Members bring expertise in education, finance, law, governance and civil society, enabling informed decision-making. The Executive Director, reporting to the Board, provides overall leadership, represents READ externally, steers strategic partnerships and ensures strategy delivery. The Senior Management Team (SMT) (comprising ED, MEL, finance, resource mobilisation and communications) translates strategy into operational plans and budgets, manages performance and ensures compliance.
Programme delivery is managed directly from the READ central office. The SMT plans, procures and coordinates implementation by contracting local suppliers for infrastructure, books and digital devices, and by working directly with school leaders and teachers to establish and support libraries, reading activities and digital learning. At the school and community level, teacher champions, library committees, reading clubs, PTAs and alumni groups manage daily activities, mobilise local support and monitor progress. This centralised model allows READ to retain tight control over quality, timelines and standards, while building local ownership at the school level.
Table 5: Governance and delivery structure
	Level
	Composition
	Core Roles

	Board of Directors
	Independent experts from education, finance, law, governance and civil society
	Provides strategic direction, approves plans, budgets and policies, oversees risk and performance

	Board Committees
	Finance & Audit; Programmes & Partnerships
	Oversee financial integrity, risk and compliance; review programme quality and partnerships

	Executive Director
	Reports to Board
	Provides strategic leadership, represents READ, and ensures delivery of the Strategic Plan

	Senior Management Team
	ED, MEL, finance, operations, partnerships, communications
	Leads planning, procurement, budgets, performance and partner coordination

	School/Community Structures
	Teachers, library committees, reading clubs, PTAs, alumni
	Work directly with READ to deliver activities, mobilise support, and monitor school-level progress


Accountability is reinforced through annual staff appraisals linked to the Strategic Results Framework, quarterly performance reviews, and SMT reporting to the Board. Financial integrity is upheld through quarterly financial reports, annual external audits and Board committee oversight. Transparency and integrity are safeguarded through strict safeguarding, ethics, anti-fraud and anti-corruption policies, mandatory staff training, grievance and whistleblowing mechanisms, and public sharing of key results and audited accounts.
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READ Tanzania does not yet have an integrated MEL system. Current data collection focuses mainly on outputs, such as the number of libraries built, books distributed, and teachers trained. This makes it difficult to track library usage, cost-effectiveness or learning outcomes, and limits timely identification of challenges. Establishing a robust Monitoring, Evaluation, Learning and Reporting (MELR) system is therefore one of the core priorities during Phase 1 of the strategy. The MELR Framework guides how READ collects, analyses, reports and uses data to improve performance, strengthen accountability and promote learning.
The framework rests on four principles: alignment, credibility, timeliness and utility. In Phase 1 (2026–2027), READ develops and operationalises the MELR system. Key activities include:
1) Designing a Strategic Results Framework with clear outcomes, indicators, baselines and targets for each strategic priority.
2) Developing standard tools to capture data on library functionality, usage, teacher engagement, digital literacy and cost-effectiveness.
3) Establishing a digital platform for school-level reporting by teacher champions and library committees, with automated aggregation at the central office.
4) Strengthening integrated monitoring processes for all READ staff, including data management and analysis skills.
5) Conducting baseline assessments across all partner schools to establish benchmarks for functionality, usage and outcomes.
Once operational, the MELR system becomes part of READ’s planning, budgeting and performance cycle. School-level actors (teacher champions, library committees, reading clubs) submit monthly data using digital tools. Programme teams verify and compile this data quarterly. Financial and operational data flows through integrated systems managed by the Finance and Operations team. The SMT reviews dashboards monthly and holds quarterly performance review meetings to analyse trends, address delivery bottlenecks and decide on course corrections. Performance evidence directly informs planning, budgeting and resource allocation decisions for the following quarter and year, ensuring that resources shift towards the most effective interventions.
Learning happens through structured reflection and documentation. Semi-annual learning forums bring together staff, teachers and partners to review progress, challenges, innovations and good practices. Lessons are synthesised into learning briefs, case studies and dashboards. Key findings and lessons are presented to the SMT and the Board of Directors to inform strategy reviews, risk management and policy decisions. A mid-term evaluation in 2028 assesses progress, effectiveness and cost-efficiency, and an end-term evaluation in 2030 measures outcomes and impact to inform the next strategic plan.
Reporting links directly to READ’s governance and partnership systems. The SMT prepares quarterly performance reports for the Board of Directors, showing progress against indicators, financial execution, risks and lessons learned. Annual performance reports go to the government (MoEST, PO-RALG, TLSB), CSR partners and other donors. Evaluation findings and lessons are shared through sector working groups, education review meetings and public platforms to promote system-wide learning and policy influence.
Table 6: MELR architecture
	Level
	Key Actors
	Roles and Responsibilities
	Reporting Frequency

	School/ Community
	Teacher champions, library committees, reading clubs, PTAs
	Collect activity and usage data, track reading sessions, monitor library functionality, and submit reports
	Monthly

	Programme Team (Central Office)
	Programme officers, MEL staff
	Validate and analyse data, compile school reports, support data quality assurance, and prepare dashboards
	Quarterly

	Finance and Operations
	Finance and operations staff
	Track financial and operational data, link expenditure to outputs and outcomes, and provide cost data
	Monthly/ Quarterly

	SMT
	Executive Director, heads of programmes, MEL, finance, operations, partnerships
	Review dashboards, hold quarterly performance reviews, decide on corrective actions and resource reallocations
	Monthly/ Quarterly

	Board of Directors
	Board, Finance & Audit Committee, Programmes & Partnerships Committee
	Review performance reports, assess progress against strategic priorities, approve evaluations, and guide strategic decisions
	Quarterly/ Annually

	External Stakeholders
	Government, CSR partners, donors
	Receive annual reports and evaluation findings, provide feedback and policy alignment inputs
	Annually
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To ensure that evidence informs decision-making and strengthens system-wide learning, the MELR Framework integrates knowledge management, communications and visibility as core functions. These functions enable READ to capture, package and share data-driven insights, raise public and stakeholder awareness, and strengthen its positioning as a credible national actor in school library development, literacy promotion and education system strengthening.
READ establishes a communications and knowledge management function within its SMT to coordinate content development, branding, media engagement and stakeholder communications. Programme teams receive training to document results, produce human-interest stories, and generate visual and digital content. A brand and style guide will standardise READ’s visual identity and messaging across platforms and products.
Evidence and lessons generated through the MELR system are synthesised into learning briefs, thematic reports, case studies and policy papers. These are disseminated through the website, social media channels, newsletters, and sector forums such as MoEST technical working groups, education review meetings and CSR roundtables. An online knowledge repository will be created to store tools, reports, manuals and other learning products, ensuring staff, schools and partners can access and adapt them easily.
Visibility is further enhanced through targeted campaigns, events and media engagement showcasing school library launches, reading festivals, teacher achievements and student success stories. CSR partners and government stakeholders will be featured prominently in communications outputs to reinforce collaboration and shared ownership. All communications and knowledge products will follow national and global standards on safeguarding, data protection, ethical storytelling and inclusive representation.
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	Priority
	Outcome Statement
	Illustrative Key Indicators

	Priority 1: Strengthening school learning environments
	School libraries function as inclusive, well-resourced and actively used learning hubs that improve literacy and learning outcomes.
	· % of partner schools with functional libraries meeting national standards 
· % of students regularly using library resources 
· % of students achieving minimum literacy proficiency 
· % of schools with functional library committees and annual budget allocations

	Priority 2: Enhancing teacher capacity and school leadership
	Teachers and school leaders drive sustained use of library and digital resources and foster a strong reading culture in schools.
	· % of teachers integrating library and digital content into classroom teaching 
· % of school leaders actively monitoring and supporting library use 
· # of active teacher peer learning and mentorship networks 
· % of students reporting teacher-led reading activities

	Priority 3: Advancing digital learning and inclusion
	Digital learning is integrated into school library systems, enabling equitable access and improved digital literacy for students and teachers.
	· % of partner schools with operational digital learning hubs 
· % of students and teachers demonstrating basic digital literacy 
· % of girls and students with disabilities using digital learning resources 
· # of public–private partnerships supporting digital content and infrastructure

	Priority 4: Strengthening organisational systems and partnerships
	READ operates as a resilient, learning organisation with strong systems, diversified resources and strategic partnerships.
	· % of programmes reporting outcome data through MEL system 
· % of total funding from diversified sources (no single donor >30%) 
· # of formal partnerships/MoUs with government, teacher training colleges and private sector 
· % of compliance audits passed and governance benchmarks achieved
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	Stakeholder Group
	Power–Interest Position
	Main Strategic Priority Link
	Role / Expected Contribution
	Engagement Intensity (Phase 1 vs Phase 2)

	MoEST (Departments & Units)
	High power – High interest
	Library policy, teacher development, and institutional growth
	Policy alignment, co-financing, and inclusion of libraries in education plans
	Low (policy dialogue) → High (co-implementation)

	PO-RALG/ LGAs
	High power – Medium interest
	School library establishment, local sustainability
	Budget allocations, monitoring support, and community mobilisation
	Medium → High

	TLSB
	Medium power – High interest
	Library standards, reading promotion
	Standards, training, technical oversight
	Medium → Medium

	School Heads & Committees
	Medium power – High interest
	All school-based priorities
	Daily oversight, parent mobilisation, maintenance
	Medium → High

	Teachers/ Teacher Champions
	Low power – High interest
	Literacy and reading promotion
	Implement library-based teaching, track usage
	Medium → High

	CSR/ Private Sector
	High power – Medium interest
	Infrastructure, digital access, MELR
	Financing, in-kind support, volunteering
	High → High

	Donors/ Foundations
	High power – Medium interest
	Institutional growth, MELR system
	Funding, technical support, and scaling evidence
	Low → High

	Communities/ Alumni
	Low power – Medium interest
	Literacy promotion, local sustainability
	Contributions, volunteering, oversight
	Low → Medium

	Civil Society/ Education Networks
	Medium power – Medium interest
	Advocacy, teacher professional development
	Policy influence, joint campaigns, and knowledge sharing
	Medium → Medium
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	Capacity Domain
	Intended Change by 2030
	Key Indicators
	Milestones (By Year)
	Responsible

	Human Resources and Staffing
	A fully staffed, skilled and motivated team able to deliver at scale
	· % of core positions filled
· % of staff with annual performance plans
· Staff satisfaction and retention rate
	· 2026: Staffing plan approved and key positions recruited
· 2027: Performance management system in use
· 2028–2030: >85% staff retention and satisfaction maintained
	Executive Director / HR

	Organisational Systems and Processes
	Integrated systems support efficient planning, budgeting and reporting
	· Digital grants/project system operational
· Data quality assurance protocols applied
· Procurement and HR SOPs adopted
	· 2026: System design completed
· 2027: Rollout of core modules
· 2028–2030: Full integration and routine use across units
	SMT/ Operations/ Finance

	MELR and Data Management Capacity
	Evidence-driven planning and reporting are institutionalised
	· MELR staff recruited
· % of schools submitting monthly data
· Quarterly performance reviews held
	· 2026: MELR team recruited
· 2027: Baseline completed and system operational
· 2028–2030: ≥90% reporting compliance
	MEL Team/ SMT

	Governance and Oversight
	The board provides strategic guidance and mobilises resources
	· # of Board strategic sessions per year
· Board participation in national forums
· Annual Board performance review conducted
	· 2026: Board development plan approved
· 2027: Strategic sessions institutionalised
· 2028–2030: Board actively leads resource mobilisation
	Executive Director/ Board Chair

	Infrastructure and Logistics
	Physical and ICT infrastructure support direct delivery
	· Upgraded office facilities
· % of staff with modern ICT tools
· Timeliness of field delivery
	· 2026: ICT upgrade plan completed
· 2027: ICT systems upgraded
· 2028–2030: Logistics support enables timely school delivery
	Operations Unit




