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RIF Web Modernization and Future 
Readiness Project 
Request for Proposals (RFP) 

Executive Summary 
Reading Is Fundamental (RIF)—the nation’s leading children’s literacy nonprofit—is 
seeking an experienced digital strategy and software development partner to redesign 
and optimize RIF’s digital ecosystem, encompassing three primary verticals 
within rif.org: 

1. Rif.org (Branded Donor Pages e.g. “Partner With Us”) – Engage and convert 
corporate and foundation partners through compelling storytelling, measurable 
impact narratives, and improved conversion pathways. 

2. Literacy Central – Empower educators and families with world-class, literacy 
resources which are intuitively discoverable and shareable. 

3. Literacy Network – Streamline RIF’s volunteer engagement hub through a 
unified, scalable CMS and enhanced self-service tools. 

These 3 verticals have been in place mostly due to legacy reasons to address the 
different audience segments that RIF works with. 

The selected partner will lead both the strategic and visual direction and technical 
implementation of this transformation. This engagement includes UX/UI re-design, 
Drupal engineering, AI implementation, SEO and GEO optimization, performance 
enhancement, and possible integration of Single Sign-On (SSO) solution.  

The redesigned ecosystem must balance brand consistency with audience-specific 
experiences, ensuring accessibility, modularity, and measurable outcomes across all 
user journeys.
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Rif.org Website Redesign, Optimization, and AI 
Integration 

1. Background 
 
Reading Is Fundamental (RIF) is the nation’s leading children’s literacy nonprofit. Rif.org 
is the digital gateway to our mission, organized into three primary verticals:  
- rif.org (Branded Donor Pages): A destination for donors, partners, and funders to 
learn about the literacy crisis, discover RIF’s impact, and take action through giving and 
partnerships. 
- rif.org/literacy-central: A free education resource hub for educators and parents that 
provides everything but the book e.g. book guides, lesson plans, activities, and child-
focused reading resources.  
- rif.org/literacy-network: A hub to activate program implementers, volunteers, and 
community partners when delivering RIF’s literacy programs nationwide. 
 
Each vertical serves distinct audiences but operates within one unified ecosystem. 
 

2.  Vision of Success 
By project completion, these three (3) verticals will form a cohesive digital ecosystem 
which: 

1. Delivers personalized, high-performing, accessible user experiences. 
2. Serves as a unified storytelling and engagement platform connecting donors, 

educators, families and communities. 
3. Positions RIF as an AI-ready, data-driven, and scalable literacy 

leader entering its 60th anniversary with a world-class digital presence. 

3. Strategic Objectives 
1. Deliver a modern, unified, future-forward web platform that reflects RIF’s national 

leadership in literacy while providing tailored experiences for donors, educators, 
families and program implementers. 

2. Identify audience segments and journeys across each vertical. 
3. Strengthen reach, discoverability and accessibility through improved SEO and 

GEO practices. 
4. Strength engagement and conversion through storytelling, personalization and 

data-driven design. This includes establishing scalable, AI-ready architecture to 
support long-term innovation. 

5. Empower RIF staff with an intuitive CMS and governance model that reduces 
technical debt and enhances content agility. 

6. Deliver a secure, maintainable and scalable site. 
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4. Technical Background 
 
Rif.org operates on a Drupal 10 instance and is managed by RIF’s internal engineering 
team.  
 
Core Platform Details: 

1. Content Management System: Drupal 10 CMS. The three verticals utilize two 
different structures/themes:  

a. RIF.org pages are built on Paragraphs/component-based system. 
b. Literacy Central and Literacy Network pages use layout builder with 

established content block system and page templates. 
2. Hosting and Infrastructure: Hosted on AWS. We want to continue utilizing the 

current hosting and infrastructure. 
3. Design System & Theming: 

a. The design system for rif.org follows organizational marketing branding 
guidelines. However, we don’t have a unified design system in place 
across verticals for our digital web properties.  

b. Rif.org (donor, branded pages) has a theme (called Interactive Strategies) 
that was designed by a third party in 2023. 

c. Literacy Central and Literacy Network has a Rif Saas theme that was built 
in 2017. 

4. Analytics Stack: Google Analytics 4 (GA4) + Google Tag Manager (GTM) + 
Looker Studio 

5. CRM/Data Integration: Literacy Central’s database is integrated with AWS’ 
QuickSight for data reporting purposes. Literacy Network is integrated with 
Salesforce through Form Assembly. We are planning to integrate the Literacy 
Central Drupal database to a Data Warehouse (e.g. BigQuery, Snowflake) by 
April 2026. 

6. Accessibility: (pulled from WAVE Accessibility Impact [AIM], October 24,2025) 
a. rif.org (homepage) – AIM Score: 7.3/10; WCAG AA, AAA: Pass 
b. Literacy Central – AIM Score: 4.2/10; WCAG AA, AAA: Pass 
c. Literacy Network - AIM Score: 5.1/10; WCAG AA, AAA: Pass 

7. Security: We perform regular Drupal core and module security patch updates. 
We utilize AWS WAF.  

a. We are experiencing a problem with bot traffic across our verticals for 
which we need a solution. 

8. SSO: Part of this project is to unify login for Literacy Central, Literacy Network 
and Literacy Tracker with a Single Sign-On Solution. We would like an 
assessment of Google Classroom as a solution, as its most used by educators 
and it is free. 

9. AI Readiness: None but this is to be part of this project.  
10. Google Lighthouse Scores: (pulled October 24, 2025, based on the homepage) 

a. RIF.org 
i. Desktop - Performance: 86; Accessibility: 90; Best Practices: 78; 

SEO: 85 
ii. Mobile - Performance: 46; Accessibility: 90; Best Practices: 79; 

SEO: 85 
b. Literacy Central 

https://www.rif.org/literacy-central/literacy-tracker
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i. Desktop - Performance: 83; Accessibility: 88; Best Practices: 74; 
SEO: 77 

ii. Mobile - Performance: 42; Accessibility: 88; Best Practices: 785 
SEO: 77 

c. Literacy Network 
i. Desktop - Performance: 55; Accessibility: 81; Best Practices: 74; 

SEO: 77 
ii. Mobile - Performance: 51; Accessibility: 88; Best Practices: 75; 

SEO: 77 
11. Content Governance: No processes in-place. 
12. Literacy Central Search Product: Elasticsearch (AWS Open Search). 

 

5. Key Performance Indicators (FY26 Targets) 

Vertical Primary KPI Baseline FY26 Target Measurement 
Tool 

RIF.org 
(Donor 
Pages) 

Partnership inquiries 
per year 12 60 Email/Phone 

inquiries 

Literacy 
Central 

Registered users who 
signed up and 
created an account 
(YOY) 

3174 +10% Drupal user DB 

Returning users 
(YOY) 62,820 +30% GA4 

New users (YOY) 
excl. Singapore and 
China traffic as we 
are getting a lot of 
bots 

421878  +60% GA4 

Newsletter signups 2500 1% of all users     
(Approx. 7100) 

GA4 / Email 
platform 

Literacy 
Network 

Returning users 
(YOY) 8040 +10% GA4 

New users (YOY) 11580 +10% GA4 

Shared 
Deliverables 

Unified SSO adoption 
for Literacy Central 
and Literacy Network 

N/A 
100% across verticals 

Authentication 
logs 

Page performance 
See 
pages 3 & 
4 

90+ score Lighthouse 
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1. Project Timeline 
• RFP Released: November 18, 2025 
• Proposals Due: December 18, 2025 (12 PM ET) 
• Vendor Selection: January 2026 
• Discovery & Strategy Phase Kick-Off: February 2026  
• Launch Window: September/October 2026 

 

2. Budget & Duration 
Project scope and budget will be negotiated based on vendor proposals. There is scope 
for post-launch support period (30–60 days). 

 

3. Desired Partner Profile 
RIF seeks a vendor that combines strategic insight and both design and technical 
excellence—a firm experienced in complex Drupal ecosystems, SEO/UX optimization, 
accessibility, and AI-driven solutions. Vendors should demonstrate: 

• Expertise in delivering competitor, growth focused digital products. 
• Expertise in designing measurable, user-centered experiences aligned to clear 

KPIs. 
• Proven success in complex technical projects including taxonomy and content 

projects. 
• Strong capacity for stakeholder facilitation, project management and 

communication skills 
• Experience working in education and/or nonprofit projects. 
• Experience building and integrating scalable AI applications. 
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Workstream 1 – Rif.org (Branded Donor-facing pages) 
 
Objectives:  
 
The first objective is to optimize the partnership experience for more conversions 
measured by inbound inquiries to RIF’s Development Team. The KPI is to have 60 
qualified inquiries in 1 year. We currently receive 12 inquiries per year.  
 
As some background, rif.org (branded donor pages vertical only) underwent a significant 
site re-design about 2-3 years ago with an external agency. The scope of this project is 
to improve the partnership pathway on rif.org to deliver higher conversion rates among 
corporate and foundation partners. 
 
Example page: https://www.rif.org/partner-with-us 
 
Initial product research we did for this vertical indicates that this where we want donors, 
funders, partners to learn about the US literacy crisis and about RIF’s work addressing 
this crisis. 
 
Deliverables include: 

1. Coordinate discovery sessions working with RIF’s internal stakeholders to 
improve and optimize the partner journey including the content strategy & 
partnership storytelling framework. 

2. Design layouts and deliver component system updates, as needed for critical 
partnership pages namely, “Partner with us,” “Corporate Partners,” and 
“Foundation Partners,” and Case Studies. The designs may emphasize 
compelling visuals and utilize RIF video/interactive content. 

 
If budget allows, we are also considering a second objective and that is to design and 
build an Interactive Map on rif.org (branded donor pages vertical) to replace NAEP 
literacy scores on the site (https://www.rif.org/why-reading-matters)  and to make it more 
visual and informative. 
 
This map with simplicity and clarity should demonstrate both US literacy needs and 
RIF’s impact and be able to tell stories using data, visualization, imagery and location. 
We require that this map integrates with Salesforce or potentially the new Data 
warehouse which will be in-place by around April 2026, to avoid time-consuming manual 
CMS entry. We would be looking for options to be presented to us including out-of-the-
box templates available as well as any customized solutions. 
 
 
Workstream 2 – Literacy Central 
 
Objective:  
 
Literacy Central is a digital education hub (focused on literacy) which primarily 
empowers educators and families—the platform’s primary users—to easily discover, 
curate, and share resources that help children discover the joy of reading. The objective 
here is to empower users with worldclass literacy resources. 

https://www.rif.org/partner-with-us
https://www.rif.org/why-reading-matters
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We want to ensure Literacy Central is optimized for SEO, GEO and enhanced for a 
superior user experience. When re-designing and re-architecting this education hub, we 
encourage the principle of social-first thinking i.e. how do we empower our users to both 
consume and share resources to maximize network effects and build-in principles of 
product-led growth. 
 
While the website experience serves adults, we invite you to consider that the content, 
design decisions, and interaction patterns should reflect the end beneficiary: the child 
and how our users can help a child to read whether at home or at school. We want users 
to find relevant information to help a child in the most intuitive and quickest way possible.  
 
The Literacy Central re-design should deliver superior browsing, search, and 
personalization functionality and integrate an AI-powered resource assistant trained on 
the existing resource library of 20,000+ resources including PDF, PPT, and video 
content. 
 
With the advent of LLMs and content generation tools, we are looking to position 
Literacy Central as a forward-looking, educator- and family-centered tool that advances 
child literacy outcomes. We need to build a platform that is able to a defensible 
position in the age of AI. 
 
Deliverables include: 

1. Conduct analysis in terms of web traffic and engagement to benchmark against 
competitors including Readworks.org and CommonLit.org. 

2. Co-ordinate discovery sessions working with RIF’s internal stakeholders to 
improve and optimize this vertical to achieve stated goals including improving on 
taxonomy, content strategy, content entry experience & design and layout. 

3. Content migration & cleanup for resources and keyword taxonomy. 
4. We envision keeping with the existing theme for Literacy Central but redesigning 

it to be more modern, education-centric and meeting the needs of our priority 
user groups. The design of new page layouts and component system updates 
may be needed to meet stated goals. We are looking for direction on this but our 
assessment indicates new page layouts for: 
• Primary landing page for Literacy Central 
• Audience landing pages (educator, families, volunteer pages) 
• Book & Resources listings page template taking into consideration popular 

content e.g. Reading Passages 
• Book & Resource Detail page templates including an improved book resource 

and support material pages 
• Templates including for Collections, Genre & Interactive Resources 
• Refreshed search results page  
• New support material HTML web format for popular resources (which are 

currently only created and available as PDFs). This is to achieve a better user 
experience as well as for SEO and GEO optimization. 

• Basic page layout and build for other general landing pages 
• Literacy Central Centers template: Examples: https://www.rif.org/literacy-

central/sustainable-futures These are thematic hubs for content like 
Sustainability, Early-Childhood topics etc. Some of these hubs are sponsored 

https://www.rif.org/literacy-central/sustainable-futures
https://www.rif.org/literacy-central/sustainable-futures
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by corporate donors and are revenue raising opportunities for the 
organization. 

• Campaign page template (for marketing purposes) 
 

5. Improve search functionality to deliver more intuitive search results to users. This 
could include delivering an AI-assistant that is trained on RIF’s rich content 
library of web content, PDFs, PPTs and videos etc. to deliver a superior, 
personalized experience for users. 

6. Improved functionality for automated promotion of pre-populated content from 
our library in time for holidays (e.g. Halloween), special events, national events 
(e.g. Super Bowl). 

7. Consideration given to enabling scalable multi-lingual translations for resources 
on Literacy Central. 

8. Consideration given to enabling scalable multi-modal formats for delivery of 
resources e.g. audio, text-to-speech, video etc. 

9. A defined and optimized conversion pathway for registration of new user 
accounts and newsletter sign-ups. How can we leverage new and existing 
resources to incentivize users to create accounts (e.g. Use RIF’s Puzzle Maker 
Tool, Literacy Tracker). 

10. Design a new Professional Development Hub within this vertical including 
migrating all professional development resources (mainly webinars) from Literacy 
Network to Literacy Central. The resources in this hub will be primarily 
video/webinar based and should be built for scale. We envision that with the 
advent of LLMs and content generation tools, our professional development hub 
will serve as an unique value proposition for our users to continue visiting the 
site. 

11. Deliver Single Sign-On solution for Literacy Central, Literacy Tracker and 
Literacy Network. Consider using Google Classroom as an external SSO for 
educators. 

 
 

Workstream 3 – Literacy Network 
 
Objective:  
 
The objective for Literacy Network is to streamline and activate RIF’s program 
implementers, volunteers, and community partners to launch and manage literacy 
initiatives. For example, if a teacher wanted to hold a book distribution event at a school, 
this vertical would function as a self-service source of information from start to finish on 
how to plan, hold and promote that event.  
 
This vertical also is where we share Matching Grants information. This is where RIF 
invites interest from community partners for funding needed for their literacy events. We 
would like to showcase this further as it is a source of traffic and interest. 
 
Deliverables include: 

 
1. We are looking to import the Rif.org (branded donor page vertical) theme into 

Literacy Network but we are open to exploring a slightly different child 

https://www.rif.org/literacy-central/puzzle-creator
https://www.rif.org/literacy-central/puzzle-creator
https://www.rif.org/literacy-central/literacy-tracker
https://www.rif.org/literacy-network/Matching-Grant
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identity/color scheme from Rif.org donor site to provide a delineation between the 
two verticals. 

2. Content migration & cleanup to build a focused and streamlined vertical. 
3. Deliver Single Sign-On solution for Literacy Central, Literacy Tracker and 

Literacy Network. Consider using Google Classroom as an external SSO for 
educators. 

Shared Deliverables (Cross-Vertical) 
 

1. Establish baseline metrics for new and returning users as well as engagement to 
measure project success for all three (3) verticals. 

2. Establish baseline metrics on how users are discovering each vertical (including 
traditional and AI search). 

3. Create and prioritize evidence-based user personas (e.g. educators, parents, 
volunteers, donors) using both external research and limited internal RIF data 
and research. Create priority user journey maps for each vertical. 

4. Conduct site and hosting audits as needed. 
5. Deliver a product roadmap at the end of Discovery clearly delineating “Must-

Haves” vs “Nice-to-Haves” for each vertical, to ensure the project is delivered on 
time and within budget. 

6. Unify design systems where possible.  
7. Deliver copy as needed. 
8. Consideration should be given to whether a unified search across all 3 verticals 

should be implemented for better user experience. 
9. Unify CMS with an easy-to-use content entry and management experience for 

non-technical staff that optimizes for user experience as well as SEO and GEO 
discoverability and which doesn’t create technical or taxonomical debt. 
Functionality such as ability to duplicate pages, mobile/desktop previews, drag 
and drop are encouraged. 

10. Prioritize and execute technical SEO fixes as outlined in a prior SEO audit. 
Deliver SEO and GEO performance optimization including ensuring that all 
verticals are responsive and inclusive. 

11. Create a Page Inventory including pruning of duplicate content, Content 
reorganization and a content migration plan. 

12. Redesign Information Architecture & Sitemap, as needed. 
13. Redesign Navigation & Footer, as needed. 
14. Deliver site in latest version of Drupal e.g. Drupal 11. 
15. Deliver clear documentation and training for engineering and content teams 

including a content governance plan. 
16. Deliver post-launch maintenance plan (30–60 days). 
17. Deliver a Core Web Vitals Performance Report and recommendations for 

enhancements/continuous improvement. 
18. Meet WCAG accessibility requirements. 
19. Deliver QA Test Plans and Perform QA. 
20. Deliver a Security Plan and Recommendation, including bot abuse prevention 

strategies (whilst still allowing for agent access). 
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4. Background Documentation 
Upon the signing of a NDA, we can provide access to the following: 

1. Back-end access 
2. Limited user information and feedback regarding Literacy Central content and 

needs 
3. Literacy Central Audit with Technical and SEO findings for this vertical. We would 

like to leverage the insights from this report as much as possible without 
duplicating items already audited. 

4. Hotjar insights 
5. GA4 insights 

 

5. Evaluation Criteria 
 
Proposals will be evaluated using a weighted scoring system that emphasizes strategic 
understanding, design and technical expertise, and alignment with RIF’s mission. 
 

Evaluation Criterion Weight (%) 
Strategic understanding of the digital landscape in which RIF 
operates in as well as it’s audiences and their needs. This 
includes the ability to communicate and work with RIF’s internal 
stakeholders in communicating the needs and value of this 
project. 

15 

Technical expertise (Drupal, SEO, GEO, Accessibility) 30 
Exceptional UX/UI design, visual and digital storytelling 20 
Cost and timeline feasibility 20 
AI/innovation and implementation experience 15 

 
6. Proposal Submission Instructions 
 
Vendors should submit a comprehensive proposal addressing all aspects of this RFP. 
Proposals must include the following: 

1. Outline your approach to stakeholder and project management including 
specifying whether your team is available to meet in-person/virtual with RIF’s 
stakeholders for at minimum, introduction and discovery sessions. 

2. Overview of the guiding strategic principles informing your approach to this 
project as well as the proposed mythology. Outline your risk management and 
quality assurance approach. 

3. Team bios and relevant project experience including for Drupal development, 
design and AI application development. 

4. Project timeline, milestones, and resource allocation. Include an itemized budget 
per workstream, including QA and any post-launch support options. 

5. Three (3) client references with similar scope and complexity. 
6. 1-2 draft Figma mock-ups of a Literacy Central page template to showcase your 

approach to re-designing Literacy Central. 
7. Samples of CMS backend solutions your team has implemented.  
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8. (Preferable) 1-3 case studies highlighting AI, Drupal, and/or educational platform 
experience. 

 
7. Due Date for Proposal Submission 
 
Proposals must be submitted by 12 PM EST, December 18, 2025 to: 
 
Dannah Hattaway, dhattaway@rif.org 

 
8. Terms and Conditions 
 
Reading Is Fundamental (RIF) reserves the right to accept or reject any or all proposals, 
negotiate with any or all qualified vendors, or cancel this RFP in part or in full if it is in the 
organization’s best interest to do so.  
 
This RFP does not obligate RIF to award a contract or cover any costs incurred in 
proposal preparation or submission. The selected vendor will be required to enter into a 
formal agreement outlining project scope, deliverables, ownership of intellectual 
property, data security, confidentiality, and post-launch maintenance terms. 
 
 
 


