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Introduction
This strategic plan outlines how

 Xavier Project 
intends to best im

pact the lives of refugees living 
in urban areas of East Africa through education in 
the period 2016-2018, as w

ell how
 to expand 

beyond the lim
it of the urban areas w

here w
e have 

been w
orking. 

The three year plan breaks dow
n the vision of the 

organisation into departm
ental goals and strategic 

objectives from
 w

hich w
e have developed a series 

of effective changes - specific targets for the 
organisation. The fram

ew
ork of this strategy is 

reflected in our logic m
odel (see right). Exam

ples 
of effective changes w

ill be explored in sam
ple 

case studies throughout this report. 

This plan w
ill provide a m

ore detailed explanation 
of the factors w

hich m
otivate our specific 

objectives, approach and w
ays of proving our 

im
pact, as w

ell as our strategy for grow
th during 

this period. 

Planning for grow
th w

ill be a crucial elem
ent to 

this strategy and w
ill be integrated into all levels 

of our w
ork. Xavier Project has been grow

ing by at 
least 50% every year in nearly all indicators. 2016 
brings Xavier Project to a point from

 w
hich it is 

now
 possible to plan strategically for expansion. 
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O

ur vision is for a w
orld in w

hich everyone has the right to equal opportunities 
and protection w

herever they live and w
hatever their background. This right is 

denied to refugees and w
e are using education to change this. Education is the 

best tool to help refugees access equal opportunities. 

 
Today there are 20 m

illion people w
ho have been forced to m

igrate to another 
country. In their new

 com
m

unities they should not be denied opportunities just 
because they are not originally from

 a country. They deserve the sam
e level of 

opportunity and protection as anyone else. W
e also believe that given the right 

opportunities refugees can offer positive contributions to their new
 

com
m

unities, w
hether through integration in their initial host countries, 

resettlem
ent in third countries, or repatriation to their country of origin.  

 
Xavier Project is not just an organisation that assists refugees through their 
challenges: w

e accom
pany refugees on a m

ission that w
ill change the w

orld in 
their favour, until refugees face no inequality and are able to live safe and 
fulfilled lives.

Xavier Project: W
hy
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Xavier Project: How
 

At Xavier Project w
e use pioneering education as the m

eans to achieve our 
vision supported by our core value of solidarity. Xavier Project has tw

o 
departm

ents - Education and Tam
uka - each w

ith their ow
n departm

ental goals 
that contribute to our vision, and each of these goals are m

et through tw
o 

strategic objectives. 
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EDUCATION DEPARTM
ENT 

TAM
UKA DEPARTM

ENT

Refugees have access to quality form
al 

education delivered in a safe environm
ent

Refugees engage in their new
 

societies

M
ore refugees enrol 

and are retained in 
form

al education

Education for refugees is 
relevant, of good quality, 
and delivered in a safe 
environm

ent

Refugees have access to learning 
opportunities that prom

ote 
sustainable livelihoods am

ong 
other intrinsic benefits of 
education 

There is better 
aw

areness, protection, 
and prom

otion of 
refugee rights

Departm
ental Goals

Strategic Goals

Effective Changes

STRATEG
IC APPRO

ACH

STRATEGIC OBJECTIVE 1
STRATEGIC OBJECTIVE 2

STRATEGIC OBJECTIVE 3
STRATEGIC OBJECTIVE 4

Refugees live safe and fulfilling lives

Approaches

Effective changes cut across the term
inology of outcom

es, outputs and activities and describe the tangible differences w
e intend to 

m
ake w

ithin the set tim
e period.  

To achieve the strategic objectives Xavier Project w
ill im

plem
ent effective changes through the course of three years and prove how

 
these effective changes contribute to these objectives and goals. See the logic m

odel (A
ppendix O

ne) to m
ore fully understand how

 the 
effective changes w

e are m
aking on a daily basis are contributing tow

ards our objectives, goals and vision. 

Solidarity
Building Partnerships

Learning about Learning
Influencing Policy
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EDUCATION DEPARTM
ENT 

DEPARTM
ENTAL G

O
AL: Refugees have access to quality form

al education delivered in a safe environm
ent

 O
verview

 
Access to form

al education up to the age of 18 is considered a basic hum
an right but only 50% of refugee children globally are going to 

school. In East Africa, the reality is even starker. At prim
ary level less than 50% of children are at school, and less than 20% of refugee 

children com
plete secondary school. Refugees of prim

ary school age are not going to school in N
airobi for reasons including 

discrim
ination, cultural differences, language and/or security. By far the biggest barrier to accessing school is lack of access to finance - 

no education in East Africa is entirely free.  

 O
ur aim

 

 
Xavier Project intends to im

prove access to safe schools for refugees living in East Africa, w
hile im

proving the quality of the education 
they receive there. Therefore w

e have tw
o strategic objectives w

ithin the Education D
epartm

ent for 2016-2018.



EDUCATION DEPARTM
ENT 

STRATEG
IC O

BJECTIVE 1: M
ore refugees enrol and are retained in 

form
al education
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EFFECTIVE CHANG
E: By the end of 2018 access to prim

ary school for 
refugees in N

airobi w
ill increase from

 65%
 to 90%

. A
nd in Kam

pala from
 

35%
 to 50%

H
O

W
: Xavier Project’s approach w

ill increase access for refugees to prim
ary schools by:  

•
lobbying for a reduction in fees and an increase in bursaries from

 schools and local 
governm

ent authorities 
•

by building the capacity of schools to raise the funds needed to reduce fees for 
refugees 

•
by leveraging support from

 schools by providing services and resources to schools 
•

by directly paying the fees for a case-load of vulnerable refugees 
•

by building the capacity of refugee com
m

unities in prioritising the education of their 
children 

•
by supporting parents through livelihoods initiatives so that they can pay fees directly  

•
by providing accelerated learning and bridging classes to children w

ho have been out 
of school for a long tim

e.  

Case Study 1:

A
PPRO

A
CH

: This effective change w
ill be achieved by em

ploying all four key 
approaches - Solidarity, Building Strong Partnership, Learning About Learning and 
Influencing Policy. These w

ill be im
plem

ented in partnership w
ith U

N
H

CR and U
N

ICEF as 
w

ell as m
any other partners. 



STRATEG
IC O

BJECTIVE 2: Education for refugees is relevant, of good 
quality, and delivered in a safe environm

ent
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H
O

W
: Providing access to form

al education is a key objective for Xavier Project but it is 
only the first step. W

e are com
m

itted to ensuring that the refugees w
e support have 

access to quality education. This is especially im
portant at secondary level, w

hich is very 
expensive in both Kenya and U

ganda and as a result w
e em

ploy a m
erit based 

recruitm
ent policy for the refugees w

e support.  

W
e see secondary education as a stepping stone for these students to excel beyond their 

leaving exam
s and ultim

ately becom
e our strongest advocates for m

aking changes in 
refugee com

m
unities. This is already a reality as ten form

er Xavier Project sponsored 
students in Kenya recently becam

e Xavier Project em
ployees under the Tam

uka 
departm

ent. W
e w

ill also support our students outside of school hours to ensure that 
they reach their full academ

ic potential as w
ell as draw

ing out their hidden extra-
curricular talents.

Case Study 2:

A
PPRO

A
CH

: This effective change w
ill be achieved by em

ploying all four key approaches 
- Solidarity, Building Strong Partnership, Learning About Learning and Influencing Policy. 
These w

ill be im
plem

ented in partnership w
ith U

N
H

CR and U
N

ICEF as w
ell as m

any other 
partners. 

EDUCATION DEPARTM
ENT 

KEY O
U

TCO
M

E: Through these 
objectives refugees w

ill access form
al 

education, a basic hum
an right, w

hile 
gaining the skills to enable them

 to live 
fulfilling lives.

EFFECTIVE CH
A

N
G

E: A
cadem

ic results for refugees at secondary school w
ho 

are supported by Xavier Project w
ill increase by an average of one grade 

each year



 O
verview

 

 U
rban refugees in East Africa face unique challenges. Culturally, it is difficult to assim

ilate into their new
 com

m
unities as they can be victim

s of 
xenophobia and can struggle w

ith language differences. They cannot easily find jobs in a saturated and often nepotistic job m
arket. There are 

adm
inistrative barriers to econom

ic sustainability such as the challenge of obtaining w
ork perm

its, and the non-acceptance of foreign qualifications 
from

 em
ployers and institutions. Added to this, m

ost urban refugees are hoping to be resettled in developed countries, yet they know
 very little 

about the resettlem
ent process, or their chances of being resettled. Less than 2% of refugees are resettled in any given year.  

 O
ur aim

 

 Tam
uka aim

s to enable refugees to better engage in their com
m

unities through life-long learning opportunities, aw
areness and protection of rights.

TAM
UKA DEPARTM

ENT 
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DEPARTM
ENTAL G

O
AL: Refugees engage in their new societies



TAM
UKA DEPARTM

ENT 
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STRATEG
IC O

BJECTIVE 3 - Education for refugees is relevant, of 
good quality, and delivered in a safe environm

ent

EFFECTIVE CH
A

N
G

E: 80%
 of regular Tam

uka H
ub m

em
bers are m

ore engaged 
in their new

 com
m

unities due to hub activities.

H
O

W
: Engaging in a new

 com
m

unity is difficult for anyone, particularly for refugees in 
East Africa. Being able to survive and live a dignified existence is part of it and is 
reflected in our effective change that aim

s to prom
ote the livelihoods of hub m

em
bers. 

H
ow

ever, econom
ic sustainability is not the only m

easure of engagem
ent. Betw

een 
2016 and 2018 w

e w
ill em

bark on a learning process in partnership w
ith the refugees 

w
ho use the hub as to w

hat other factors help them
 to feel m

ore engaged. H
ub 

activities w
ill be tailored w

ith this objective in m
ind, as w

ell as our m
onitoring and 

evaluation tools so that w
e are m

ore accurately capture the level of engagem
ent 

refugees feel in their new
 com

m
unities. This effective change is not only relevant to 

refugees hoping to integrate into local com
m

unities in Kenya and U
ganda, but also to 

those for w
hom

 repatriation to countries of origin or resettlem
ent in third countries is 

a realistic durable solution. 

Case Study 3:

A
PPRO

A
CH

: This effective change w
ill be achieved by em

ploying our core 
organisational value - solidarity (holistic com

m
unity focus).
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STRATEG
IC O

BJECTIVE 4 - There is better aw
areness, protection, 

and prom
otion of refugee rights

A
PPRO

A
CH

: This effective change w
ill be achieved by em

ploying our core 
organisational value - solidarity (holistic com

m
unity focus).

Case Study 4:
EFFECTIVE CH

A
N

G
E: 25,000 refugees are m

ore aw
are of their rights, the 

opportunities available to them
 and the situation they face through Tam

uka 
N

ew
sletter

H
O

W
: The Tam

uka N
ew

sletter started out as an opportunity for refugees to 
speak out about the realities of their lives. The m

onthly publication now
 has a 

readership of 15,000 every m
onth. O

ver tim
e the educational elem

ents of the 
publication have been prom

oted so that it now
 serves m

ore as a gatew
ay for 

refugees to learn about the opportunities available to them
 and learn m

ore 
about w

hat rights they should be able to exercise in Kenya and U
ganda. Being 

aw
are of their rights w

ill increase the chances of refugees exercising them
, and 

this w
ill directly lead to better engagem

ent in their new
 com

m
unities.

KEY O
U

TCO
M

E: Through skills and 
better protection of their rights 
refugees w

ill have fulfilling and safe 
lives, w

hether in their host countries, 
countries of origin, or resettlem

ent 
countries. 

TAM
UKA DEPARTM

ENT 



Solidarity is Xavier Project’s core value. W
e believe a holistic com

m
unity focus is 

essential to achieving our effective changes betw
een 2016 and 2018.  

At Xavier Project w
e believe that refugees are the best people to m

ake lasting 
positive changes for them

selves as individuals and as a com
m

unity. Therefore, w
e 

recognise that the m
ost effective change w

ill com
e from

 involving refugees at 
every level of decision m

aking.

H
O

W
: These hubs w

ill be run by m
anagem

ent com
m

ittees m
ade up of refugees and 

the creative direction of the courses and the use of the hub spaces w
ill be decided 

first and forem
ost by refugees.  
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A) Solidarity - Holistic Com
m

unity Focus

EFFECTIVE CH
A

N
G

E: By the end of 2018 40% of regular users of our Tam
uka H

ubs 
w

ill be able to report access to m
eaningful incom

e as a result of Tam
uka activities. 

Case Study 5:

To achieve our organisational objectives w
e w

ill em
ploy four key approaches: 

A)Solidarity 
B)Building Partnerships 
C)Learning about Learning  
D)Influencing Policy 

These values form
 the basis of how

 w
e plan to im

plem
ent change. Each one of our 

effective changes w
ill be categorised under one of these approaches, and on the 

logic m
odel (in the appendix) they are coded as to the approach that best 

categorises that effective change.

OUR APPROACH



Xavier Project intends to be agent of change 
bringing together catalytic stakeholders w

ho share 
our vision. The m

ost im
portant stakeholders are 

refugees, but w
e w

ill also actively seek partnerships 
w

ith civil society organisations, local authorities, 
donor organisations and refugee com

m
unities in 

other parts of the w
orld. As w

ell as building bilateral 
partnerships, Xavier Project w

ill aim
 for 

collaboration betw
een all these stakeholders on a 

unilateral level. A num
ber of our effective changes 

reflect this objective.

Since 2008 Xavier Project has em
ployed pioneering 

education strategies. Som
e have w

orked successfully, 
w

hilst through others w
e have learnt from

 our 
m

istakes. Betw
een 2016 and 2018 w

e w
ill continue to 

be innovative and aim
 to share our learning from

 these 
experiences to ensure that education for refugees can 
be m

ore available and effective all over the w
orld. The 

effective changes related to this w
ill see us run 

detailed studies throughout the three years, publish 
research pieces based on these studies and prom

ote 
the research to practitioners around the w

orld. 
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B) Building Partnerships

C) Learning about Learning (Research)

H
O

W
: Xavier Project is currently the chair of the refugee education w

orking 
group under the Forum

 for Education N
G

O
’s in U

ganda (FEN
U

). W
e w

ill 
ensure that 12 m

eetings occur during the course of the three years and that 
action points from

 these m
eetings are follow

ed up on.The FEN
U

 m
eetings 

are inclusive, w
ith m

em
bers ranging from

 start-up refugee run organisations 
to large international N

G
O

s. By m
aking collective decisions these m

eetings 
are alw

ays learning opportunities for the m
em

bers. As a result w
e see these 

m
eetings as representing an effective change in them

selves. 

EFFECTIVE CH
A

N
G

E: Xavier Project w
ill initiate 12 Education W

orking 
G

roup M
eetings am

ong stakeholders in Kam
pala.

Case Study 6:

H
O

W
: Xavier Project em

ploys program
m

e staff w
ith professional 

experience in research and w
e have published four academ

ic research 
pieces since 2012. W

e also partner w
ith academ

ic interns w
ho use Xavier 

Project netw
orks to com

plete their ow
n studies in areas relevant to our 

w
ork. W

e w
ill supervise ten studies betw

een 2016 and 2018, either 
internally or in partnership that w

ill be used to extend learning in areas 
that concern our w

ork. 

EFFECTIVE CH
A

N
G

E: Learning from
 ten Xavier Project studies w

ill be used 
to educate practitioners and influence policy.

Case Study 7:

OUR APPROACH



 Every day policy decisions are m
ade w

hich affect the lives of the refugees w
e 

w
ork w

ith. These decisions are m
ade on institutional, local, national and 

international levels. M
any of these policies concern durable solutions for refugees. 

W
e believe that the only people w

ho can bring to effect real durable solutions to 
the situation they face are refugees them

selves. G
uided by our core value of 

solidarity and inform
ed by our other approaches w

e intend to discover these 
solutions in partnership w

ith refugees. W
e w

ill then share this learning w
ith 

decision m
akers and other opinion leaders in the area in pursuit of a fram

ew
ork 

that is m
ore accom

m
odating to our vision.
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EFFECTIVE CH
A

N
G

E: 6 cam
paigns w

ill be run to prom
ote refugee rights and 

influence policy in host com
m

unities betw
een 2016 and 2018

Case Study 8:

 D) Influencing Policy  

OUR APPROACH

H
O

W
: Xavier Project has run cam

paigns in partnership w
ith Am

nesty International 
and local N

G
O

’s regarding the rights of refugees in East Africa and the realities 
they face. The target audience has been Kenyans and U

gandans. W
e have also run 

m
edia cam

paigns targeting people from
 donor countries w

ho support the 
m

ajority of our w
ork financially. Betw

een 2016 and 2018 w
e w

ill run six such 
cam

paigns.



H
O

W
: Throughout 2016 the Tam

uka team
 w

ill research 
w

hat it m
eans to refugees living in Kenya and U

ganda to 
feel m

ore engaged. This w
ill be done through various focus 

group discussions, one on one interview
s and surveys. W

e 
w

ill then create tools that w
ill enable us to capture levels 

of engagem
ent and articulate it in a w

ay that is clear to 
refugees and other stakeholders. M

ost im
portantly w

e w
ill 

analyse w
hat and how

 aspects of our intervention led to 
increased levels of engagem

ent and realign focus 
accordingly. 

Xavier Project w
ill take steps to m

inim
ise the cost and tim

e of m
onitoring and 

evaluation at the sam
e tim

e as increasing its effectiveness and potential for 
future learning. W

e w
ill use technology to help us in this and develop m

onitoring 
and evaluation strategies that w

ill get us straight to the inform
ation w

e need.

Xavier Project takes an innovative approach to m
onitoring and evaluation. 

Evidence w
ill be provided for every effective change via thorough m

echanism
s. At 

least every three m
onths the im

plem
enting team

s evaluate the progress they have 
m

ade in achieving effective change against their targets. This evaluation w
ill take 

a m
ulti-layer approach w

hich w
ill go beyond outputs to outcom

es and im
pact. 
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H
O

W
: Xavier Project has built a partnership w

ith G
L Assessm

ent, an 
educational com

pany in the U
K that focuses on assessm

ent. They 
have kindly given us use of their basic literacy test and cognitive 
ability test. The literacy test can be taken every three m

onths and 
gives an accurate picture of the progress of the individual student 
taking that test. The cognitive ability test gives us a picture of the 
student’s potential irrespective of how

 m
uch tim

e they have spent 
in form

al schooling. Correlations betw
een the tw

o results w
ill allow

 
us to assess how

 students w
ho have been out of form

al schooling 
are progressing w

ith their literacy levels.

PROVING OUR IM
PACT

EFFECTIVE CH
A

N
G

E: 80%
 of regular Tam

uka H
ub 

m
em

bers feel m
ore engaged in their new

 com
m

unities 
due to hub activities. 

M
onitoring and Evaluation exam

ple: 
EFFECTIVE CH

A
N

G
E: Refugee children w

ho visit the Tam
uka 

libraries regularly w
ill increase their literacy grades by 16%

 in six 
m

onths. 

M
onitoring and Evaluation exam

ple: 

O
U

R CO
M

M
ITM

EN
T:  

All m
onitoring, evaluation and analysis is 

carried out not just to share our results w
ith 

stakeholders, but m
ost im

portantly to 
inform

 better practice for the future. W
e 

w
ill train all im

plem
enting staff on how

 to 
interpret the data, to m

axim
ise on the 

learning and how
 to m

ost effectively apply 
them

 to future strategies. 



O
verview

 
Planning for grow

th is im
portant elem

ent to Xavier Project’s strategic planning for 2016-2018 as w
e have been grow

ing by at least 
50% ever year in nearly all indicators. These include the num

ber of refugees w
e w

ork w
ith, staff num

bers and incom
e, w

hich is ten 
tim

es higher in 2016 than it w
as in 2012. It is fitting that the four key elem

ents of planning for grow
th reflect our four key 

approaches and dem
onstrate how

 planning for grow
th is integrated into all levels of our w

ork.  

The follow
ing four key elem

ents w
ill be fundam

ental to the continued grow
th and success of Xavier Project from

 2016-2018 and 
into the future: 
1)Building a m

odel for expansion in im
plem

entation 
2)O

ptim
ising and diversifying our incom

e sources 
3)Recruiting excellent staff and investing in building their capacity 
4)Prom

oting a policy environm
ent that enables Xavier Project’s expansion and consolidation
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PLANNING AHEAD FOR GROW
TH

A) Solidarity - Holistic Com
m

unity Focus

 B) Building Partnerships

 C) Learning about Learning (Research)

 D) Influencing Policy  

 1) Building a m
odel for expansion in im

plem
entation

 3) Recruiting excellent staff and investing in building 
their capacity

 4) Prom
oting a policy environm

ent that enables Xavier 
Project’s expansion and consolidation

 2) O
ptim

ising and diversifying our incom
e sources

O
utlining our approach: 



PLANNING AHEAD FOR GROW
TH 

Light-footprint first 
As w

e look to expand to new
 geographical locations outside the urban context in 

the next phase of our w
ork it is necessary to initially approach these new

 
environm

ents w
ith light-footprint bearing activities follow

ed by heavy footprint 
program

m
es. This tw

o-stage approach is outlined below
. 

G
lobally, providing quality education for refugees ultim

ately relies on good schools 
and teachers. H

ow
ever, this requires significant resource and financial investm

ent. 
Technology is increasingly able to fill in gaps and act as a boost to traditional 
educational m

ethods and can therefore play a key role in this deficit. For this 
reason Xavier Project w

ill prim
arily harness the pow

er of innovative technological 
solutions w

hich can provide adaptable learning platform
s to advance refugee 

education. This has been dem
onstrated by our w

ork w
ith Eneza Education. For the 

short-term
 these initiatives are resource efficient and effective but w

e believe that 
good education cannot rely on this alone.  

W
ith upw

ard of 20 m
illion refugees around the w

orld, leaders m
ust realise that 

providing access to education for them
 is going to take investm

ent on a large scale. 
W

e do not expect to expand to new
 locations and instantly obtain contracts w

ith 
institutional donors to im

prove education for refugees. Instead, w
e w

ill enter the 
new

 landscapes using our light footprint education initiatives (w
hich are m

ainly 
hosted by Tam

uka at the m
om

ent) and the heavy footprint activities such as 
building the capacities of schools w

ill be part of a second phase through the support 
of bigger contracts. This approach also takes into account risks and the need to 
have a secure base before grow

th can be sustainable. 
PHO

TO
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 1) Building a m
odel for expansion in im

plem
entation



W
here we will expand to

 
G

lobally, one in tw
o refugee children are not in school and over fifty percent of 

refugees now
 live in urban areas – both figures that have been increasing. To tackle 

this w
e m

ust learn from
 our experience over the last eight years and be ready to 

share these lessons w
ith others. 

In the next ten years w
e hope to see Xavier Project becom

e an authority in 
challenging m

igration situations in various locations across the w
orld, w

hether w
ith 

infrastructure on the ground or light-footprint interventions that enable refugees to 
receive quality and relevant education. Currently the global response to m

igration 
challenges is not fair and equal, and m

ost of the w
orld’s attention, and 

consequently funding, is focused on a handful of m
igration situations. W

e intend to 
focus on the under-reported m

igration crises.  

Xavier Project is already building a reputation of being able to achieve a lot w
ith 

m
inim

al resources. W
e hope to expand to at least one additional location w

ithin the 
three year tim

efram
e of this strategic plan. This w

ill be dependent on thorough 
research, strong partnerships and by recognising a relevant activity to export that 
w

e are extrem
ely confident in. U

ntil the end of 2017 w
e w

ill refine the m
odels w

e 
are w

orking on in Kenya and U
ganda and be able to dem

onstrate that they w
ork. 

W
ithin East Africa w

e w
ill expand beyond the lim

its of Kam
pala and N

airobi areas. 
W

e are already w
orking w

ith U
N

H
CR in Kakum

a cam
p and U

SAID
/W

orld Vision in 
D

adaab Cam
p. W

e w
ill be w

orking w
ith U

N
ICEF in M

om
basa and other urban areas 

of Kenya.  In U
ganda, the Tam

uka D
epartm

ent is likely to initiate our first activities 
outside of Kam

pala in the refugee settlem
ents. 
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PLANNING AHEAD FOR GROW
TH 

 1) Building a m
odel for expansion in im

plem
entation



At the start of 2016, Xavier Project’s funding relies on institutional grants for 65% of incom
e and 35% unrestricted incom

e - m
ainly 

from
 the U

K. O
ur conservative budgeting and planning cash flow

s have m
eant w

e have often had greater successes in unrestricted 
incom

e generation than forecast. W
e hope to continue this approach betw

een 2016 and 2018 and build our reserves of unrestricted 
incom

e to secure the future of our w
ork. Sources to be explored further include corporate funding support, grants from

 trusts, and 
sustainable sources of incom

e generated by the refugee com
m

unity. W
e also intend to expand the potential of our incom

e from
 

unrestricted sources in the U
K and other countries, including Kenya and U

ganda. 

To m
ake this possible w

e w
ill establish a business developm

ent team
 w

ho w
ill focus on optim

ising incom
e through these sources. 

Initially the team
 w

ill be based full-tim
e in East Africa albeit w

ith a grow
ing presence in the U

K through a volunteer netw
ork and 

m
ore regular visits from

 full-tim
e staff. By the end of this strategic plan w

e w
ill establish a sm

all team
 of full-tim

e staff based in the 
U

K, and w
e w

ill have a team
 of volunteers based in the U

SA. 

Institutional G
rants 

Incom
e from

 institutional rants is our fastest grow
ing source of revenue in 2016. W

e have significant contracts w
ith U

N
H

CR and 
U

N
ICEF in Kenya. Both contracts cover w

ork in N
airobi and urban areas of Kenya. D

uring the period of this strategic plan w
e intend to 

build a stronger partnership w
ith both donors and expand our w

ork w
ith them

 to U
ganda and other areas of Kenya. To achieve this 

Xavier Project w
ill go beyond the boundaries of our partnership agreem

ents to prom
ote the effectiveness and relevance of our w

ork 
and dem

onstrate its vital role in providing education opportunities to refugees. U
sing this platform

 w
e w

ill seek funding opportunities 
from

 other institutional donors using our successes in previous contracts to m
ake us stand out.  

G
rants from

 Trusts 
Planning and w

riting proposals w
ill continue to be an im

portant activity for the business developm
ent team

 and they w
ill diversify the 

source beyond institutional funding to trusts w
ith broader objectives. This w

ill be achieved by displaying proven results, building 
relationships and advocating the im

portance of education for refugees. 
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Unrestricted Incom
e and Corporate Support 

The business developm
ent team

 w
ill increase the incom

e raised through unrestricted 
sources by:  

•
engaging our supporters w

ith stronger com
m

unication and developing client 
m

anagem
ent structures 

•
providing better support for fundraising events, particularly high-value or annually 
recurring events 

•
approaching individuals to give one-off or recurring donations 

•
recruiting volunteers and young am

bassadors and establishing a dedicated netw
ork 

•
sourcing form

s of donation in kind 
•

establishing fundraising activities in Kenya and U
ganda such as events 

•
engaging corporate support by identifying opportunities to exploit m

utual benefit 
and tapping into existing CSR com

m
itm

ents m
ade by corporate entities in the U

K, 
U

SA, Kenya and U
ganda. 

Sustainable Incom
e G

enerated by Refugee Com
m

unities 
As part of our com

m
itm

ent to w
orking through solidarity, the Tam

uka departm
ent 

intends to build the capacity of refugee com
m

unities to generate incom
e to support 

our shared objectives. Strategies w
ill cover everything from

 refugee groups raising 
funds from

 philanthropic sources, to sourcing donations in kind from
 local donors and 

prom
oting incom

e generation from
 entrepreneurial activities held in our hubs. 
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O
ur staff are highly valued and the successes of Xavier Project so far can be 

attributed to a team
 of people w

ho have show
n dedication to our m

ission and the 
flexibility to grow

 as the organisation has grow
n. W

e intend to continue this trend 
betw

een 2016 and 2018. The key aspects w
e look for w

hen recruiting new
 staff 

m
em

bers are character and potential. D
uring the period of this strategic plan w

e 
w

ill prioritise recruiting staff m
em

bers w
ith characters that fit our organisation and 

the potential to grow
 professionally in a w

ay that keeps up w
ith the grow

th of the 
organisation.  

Vitally, w
e w

ill establish a strong fram
ew

ork for staff capacity building, so that as 
an organisation w

e w
ill be able to provide targeted skill acquisition in a tim

ely 
m

anner for all of our staff m
em

bers. This w
ill not only give them

 the skills, but also 
the confidence to take on significantly m

ore responsibility every year. This w
ill be 

achieved through m
entoring and capacity-building w

ithin the organisation, by 
recruiting consultants to expand our skills in specific areas, and through sponsoring 
staff for targeted courses at academ

ic and technical institutions.  
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W
ith the right expansion plan, funding sources and staff structure, expansion of 

Xavier Project’s w
ork could still be prevented by unfavourable policies, w

hether 
national or international. A relevant exam

ple occurred in 2012 w
hen the 

G
overnm

ent of Kenya ordered all refugees living in N
airobi to return to cam

ps and 
U

N
H

CR in Kenya urged all funding partners to put activities on hold as a result. 
Fortunately this directive w

as reversed. W
e m

ust rem
ain conscious and sensitive to 

these challenges and ensure that w
e are connected to the right netw

orks to reduce 
their im

pact on our w
ork. Proactively w

e w
ill seek to address national and universal 

policies structures and attitudes that are not com
patible w

ith our vision for a w
orld 

w
here everyone can access equal opportunities and protection w

herever they are 
and w

herever they com
e from

. 
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 4) Prom
oting a policy environm

ent that enables 
Xavier Project’s expansion and consolidation



Appendix O
ne – Logic M

odel
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VISIO
N

  
REFU

G
EES LIVE SA

FE A
N

D
 FU

LFILLIN
G

 LIVES 
W

e believe that everyone has the right to equal opportunities and protection w
herever they live and w

hatever their background. G
lobally this right is denied to 

refugees and w
e use education to change this. Education is the best possible tool to help refugees to access equal opportunities so that they can 

 live safe and fulfilling lives. 
 

D
epartm

ental 
G

oals
  

ED
U

CATIO
N

 D
EPA

RTM
EN

T 
Refugees have access to quality form

al education delivered in a safe environm
ent 

– through this education they gain the skills to live fulfilling lives. 

  
TA

M
U

KA D
EPA

RTM
EN

T 
Refugees engage in their new

 societies. Through skills and better 
protection of their rights refugees live fulfilling and safe lives, w

hether in 
their host countries, countries of origin, or resettlem

ent countries.  

Strategic 
O

bjectives 
- O

ur ‘how
’? 

  Through 
Education

1.  M
ore refugees 

enrol and are retained 
in form

al education 

2.  Education for refugees is relevant, of good quality, and 
delivered in a safe environm

ent
3. Refugees have access to learning 
opportunities that prom

ote sustainable 
livelihoods am

ong other intrinsic benefits of 
education

4.  There is better aw
areness 

of, protection of, and 
prom

otion of refugee rights

Effective 
changes by 
the end of 
2018 
  Exam

ples 
For full list of 
effective 
changes refer 
to the Xavier 
Project 
annual w

ork 
plan

Access to prim
ary 

school for refugees in 
N

airobi w
ill increase 

from
 65% to 90%, and 

in Kam
pala from

 35% 
to 50% 1A

 
 

Capacity of 100 schools providing education to refugees w
ill 

increase (2B) 
Academ

ic results for refugees at secondary school w
ho are 

supported by Xavier Project w
ill increase by an average of 

one grade each year (2A
) 

1000 refugees w
ill identify and nurture talents through  extra-

curricular learning opportunities (2A
) 

Learning from
 ten Xavier Project studies used to educate 

practitioners and influence policy  (2C) 
Xavier Project w

ill initiate 12 Education W
orking G

roup 
M

eetings am
ong stake holders in Kam

pala.  
(2B)

There w
ill be 20 com

m
unity led com

m
ittees 

prom
oting learning for refugees w

ho have 
creative  control over education interventions 
that affect them

 (3A
) 

12,000 refugees w
ill access m

eaningful 
learning in Tam

uka Safe Learning Space, 80% 
of them

 feel m
ore able to engage in their new

 
com

m
unities (3A

) 
40% of Tam

uka m
em

bers w
ill obtain 

m
eaningful sources of incom

e w
ithin six 

m
onths (by the end of 2018)  (3A

)

25,000 refugees w
ill be m

ore 
aw

are of their rights, the 
opportunities available to 
them

 and the situation they 
face through the Tam

uka 
N

ew
sletter  (4A

) 
6 cam

paigns w
ill be run to 

prom
ote refugee rights and 

influence policy in host 
com

m
unities  (4D

) 
 

Approaches
A

)
Solidarity  - H

olistic com
m

unity focus 
B)

Building strong partnerships 
C)

Learning about learning  
D

)
Influencing policy  

•
   Effective changes above are coded according to the prim

ary approach used



Appendix 2 - History and rationale for a three year strategic plan

Xavier Project w
as founded in 2008 in response to the education 

crisis being faced by refugees living in Kam
pala, U

ganda. The first 
beneficiaries w

ere Congolese refugee children w
ho w

ere living in 
Kam

pala and w
ere m

issing out on education. Funds w
ere raised in 

the U
K through initiatives of the founder Edm

und Page and sent to 
Kam

pala to cover the expenses of education for ten children. In 
2009 the scholarship program

m
e extended to N

airobi, Kenya, 
w

here a sim
ilar num

ber of children w
ere enrolled in secondary 

school. 
  Education for refugees has rem

ained the prim
ary focus of Xavier 

Project since its founding. This has focused on supporting refugees 
through good form

al education as w
ell providing life-long learning 

and extra-curricular educational opportunities that provide an 
education for the w

hole person. In 2010 a livelihoods departm
ent 

w
as initiated to prom

ote sustainable livelihoods for refugee 
parents w

ith the secondary goal of increasing enrolm
ent of 

refugees at school w
hose m

ain barrier to access w
as lack of m

eans 
to pay school fees.  
  In 2012 Xavier Project opened tw

o offices and the first full-tim
e 

em
ployees w

ere recruited. The third departm
ent, Tam

uka w
as 

launched as a platform
 for refugees to be able to collaborate and 

speak out about the realities of their lives. O
ver the next couple of 

years Tam
uka evolved so that it w

as no longer prim
arily focusing on 

com
m

unication and expression for refugees but on life-long 
learning and sustainable livelihoods. Subsequently it took on the 
objectives of the livelihoods departm

ent w
hich closed in 2014.  

 

Xavier Project has expanded by over 50% every year in term
s of 

incom
e and staff, and has alm

ost doubled its im
pact in term

s of 
num

bers of refugees reached, year on year. By the end of 2014 
the incom

e of Xavier Project had reached £173,000 and there 
w

ere 20 full-tim
e staff m

em
bers. At the end of 2014 Xavier 

Project w
as aw

arded a contract to im
plem

ent education 
interventions in urban areas of Kenya for U

N
H

CR. This 
diversification from

 prim
arily unrestricted incom

e funding to 
institutional donor funding enabled Xavier Project to sustain 
the sam

e level of grow
th. 

In early 2015 during the annual Xavier Project conference all 
staff agreed on the vision and m

ission outlined in this 
docum

ent, as w
as the core value of the organisation - 

solidarity. This m
arked a confirm

ation from
 all stakeholders 

that Xavier Project should rem
ain a refugee focused 

organisation that uses education as its tool to achieve im
pact. 

U
ntil 2015 Xavier Project had alw

ays w
orked exclusively w

ith 
urban refugees but as w

e enter 2016 w
e are building on our 

experience and achievem
ents in urban areas by expanding 

these concepts to refugee cam
ps and settlem

ents. 
 

 
2016 brings Xavier Project to a point from

 w
hich it is possible to 

plan strategically for expansion. H
ow

ever, it is also vital to 
consolidate our w

ork and pursue greater im
pact w

ithin the 
sphere w

e are currently w
orking in. 
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