
 

Khulisa Whole School Approach 
Learning Focused Evaluation  
Terms of Reference 
 
Summary 
Khulisa seeks an experienced evaluator/team of evaluators with expertise in 
trauma-informed whole school approaches, relational practice and culture 
change to support us to gather learning from our work in this area over the next 3 
years (2021-2023). The evaluation will be focused on our work in 2 schools based 
in London and Manchester - exact schools are TBC. 
 
About Khulisa 
Inspired by our South African sister charity (founded in 1997), Khulisa means ‘to 
nurture’ in Zulu. We have been working in the UK for over 10 years, making prisons 
and schools safer and more nurturing environments, and transforming the lives of 
over 3000 people, empowering them to make positive choices for a lifestyle that 
promotes wellbeing. 
 
Khulisa’s whole school approach 
Over the last 8 years, Khulisa has delivered therapeutically-led wellbeing 
programmes in schools for young people at risk or exclusion, or who have already 
been excluded. However, our new strategy recognises that improving a young 
person’s social and emotional skills will only go so far in improving their life 
outcomes. To create lasting change, we need to ensure all young people are 
cared for by adults who are trauma-informed, and systems that are responsive to 
their social and emotional needs. 

Over the last 3 years Khulisa has developed a whole school approach to 
improving the social and emotional wellbeing of young people. We are continuing 
to refine this approach and aim to produce a blueprint of what effective 
whole-school interventions look like in both mainstream and alternative provision 
settings. 

This approach requires a significant cultural change. The organisation engages in 
a review of knowledge, attitudes, policies, environment, relationships, skills and 
curriculum. This approach seeks to:  

- empower staff with tools & techniques to manage both their own wellbeing                       
and enable effective co-regulation with students 

- engender a sense of collaboration and trust at all levels 
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- create an environment where all individuals experience a sense of physical,                     

emotional and relational safety  
- empower young people to be able to self-regulate and thereby manage                     

their own responses to stress and challenge 
- ultimately provide the best possible environment for young people to be                     

able to take charge of their learning, both academically and practically 

Background and rationale 
After 3 years of piloting this approach, Khulisa is expanding whole school delivery 
to new schools across London and the North West. This evaluation will be focused 
on 2 schools in London/Manchester. As delivery is gradually scaled and continues 
to be piloted, we aim to capture insights on lessons learned to inform our 
methodology and ways of working.  

We have recently adapted our Theory of Change (ToC) and monitoring and                       
evaluation framework and are looking to test and refine our approach to better                         
capture learning. 

Project stakeholders 
Each project involves working with a range of stakeholders, including: 

● young people 
● school professionals 
● school leadership teams 
● wider members of the school community (parents, agencies, governors) 

 
Core outcomes 
We currently look for changes in the following areas: 

● Staff and student knowledge and skills - including key social and                     
emotional skills and understanding of trauma 

● Policies and environment- including trauma-informed and responsive             
behaviour policies and adaptations to the school environment 

● Staff and student actions and behaviour - including integration of                   
regulation rituals, curriculum changes 

● Relationships - including relationships at all levels with and between staff,                     
leadership, students and the wider community 

● School wide improvements - with a focus on both student and staff                       
wellbeing, attainment and a reduction in exclusions 
 

Evaluation purpose and objectives 
This is intended to be a learning focused evaluation. From this work, we aim to 
derive learning around: 
 

● Whether we are targeting the right changes through our approach - 
(through a consultative  review of the Theory of Change); 
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● To what extent our approach is bringing about the desired changes for the 

different stakeholder groups; 
● To what extent our approach is bringing about any unintended changes 

(positive or negative); 
● What enabling factors/barriers exist in bringing about the desired changes 

for the different stakeholder groups;   
● How we can best capture information about outcomes, feedback and 

learning through our monitoring, evaluation and learning systems going 
forward. 
 

We are seeking an experienced evaluator/team of evaluators to assist with the 
following: 
 
Consultation on and refinement of our theory of change (ToC) - we plan to test 
our theory of change with a group of young people and expert stakeholders in the 
education and trauma-informed whole school approach spaces. We would like 
the selected evaluator(s) to co-host this consultation and lead on any revisions to 
the ToC. 
 
Review of our existing data collection and analysis tools and processes - these 
are based on the ToC. Are they fit for purpose? Can we make any improvements?  
 
Devise a suitable approach to evaluation - the selected evaluator(s) will lead on 
the selection of the most appropriate approach to the evaluation, taking into 
account learning goals, level of complexity, capacity and nature of the project. We 
are interested in exploring approaches such as contribution analysis, most 
significant change, outcome mapping, outcome harvesting and institutional 
histories alongside our routine data collection. Participatory approaches are also 
important to us.   
 
Development of an evaluation plan - the selected evaluator(s) will create and 
manage the evaluation plan, ensuring that evaluation activities happen within the 
correct time frame, with support from Khulisa.  
 
Data collection - While Khulisa will lead on routine data collection (including 
baseline and follow-up surveys and feedback questionnaires for example), the 
evaluator(s) will lead on complementary data collection to triangulate different 
perspectives and boost the depth and quality of learning. This is likely to involve 
qualitative data collection with a variety of different stakeholder groups, 
alongside creative approaches to explore causality and attribution. 
 
Data analysis - this includes developing a clear approach to data analysis 
upfront and responsibility for bringing together the various extensive data points 
to respond to the key learning questions as rigorously as possible.  
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Learning workshops - we would like the evaluator(s) to co-lead 2 learning 
workshops alongside Khulisa’s Head of Evidence and Impact: an interim ‘mini’ 
learning workshop mid-way through the evaluation to take stock of progress and 
inform any adaptations to planned delivery and evaluation activities; and a final 
learning workshop to review evaluation findings and inform future whole school 
projects and accompanying MEL design.  
 
Learning synthesis - the development of 2 learning reports: a short interim report 
at project midpoint and a final learning report at project close. Reports should be 
accessible, concise, action-focused and jargon-free so that a wide range of 
audiences can benefit from evaluation findings.  
 
To note: 

 

● We intend to work in an open partnership with the selected evaluator(s) 
and appreciate collaborative and consultative approaches.  

● Khulisa is a small organisation, with a small team of 12 core staff members, 
any approaches must take this into account. 

● We work with young people who have experienced trauma, have low 
literacy and concentration levels and who have very complex needs. Any 
approaches must take these constraints into account - the wellbeing of 
participants is the priority at all times. 

● The schools we work with are under immense pressure and are time-poor. 
Our evaluation processes need to take this into account and be sensitive to 
the difficult operating context in order to be successful.  

● Khulisa’s methodologies are firmly rooted in an assets/strengths-based 
approach and we attempt to mirror this in our evaluation practices. 

● Whole school approach projects can be unpredictable given the length of 
project (up to 3 years) and the busy and highly pressured school context. 
This means that a high degree of flexibility will be required for any 
evaluation, and may mean that evaluation approaches such as outcome 
harvesting or contribution analysis are better suited to this kind of project.  
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Deliverables and indicative schedule  
Please note, the below is an indicative schedule, which may change depending 
on evaluation approach and scheduling. 
 

 
Budget 
The budget available for this work is £15,000 (excluding VAT, but including 
all other expenses) . Proposals will be reviewed against the criteria below, 
as well as being assessed for value for money.  
 
Selection Process 
We’re looking for an evaluator / researcher (or a team) who is/are: 
 

● Pragmatic and realistic - respecting the constraints of working in a 
small organisation in a challenging delivery context; 
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Task/deliverable FY20-21 
FY21-22 

(Apr-Mar) FY 22-23 FY23-24 

 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 

ToC consultation 
workshop End March             

ToC updates              

Data collection tool 
review              

Final evaluation 
approach              

Full evaluation plan              

Data collection (Khulisa)              

Data collection 
(evaluator)              

Data analysis              

Mid-term report       Sep 22       

Mid-term 'mini' 
workshop       Sep 22       

Final report            Dec 23  

Final learning workshop            Dec 23  
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● Innovative in their approach to evaluation; 
● Experienced working with children and young people;  
● Collaborative and happy to work as a team;  
● Experienced with participatory approaches 

 
 
The ideal evaluator / researcher will have advanced knowledge of: 

● The UK education sector 
● Innovative evaluation approaches, including qualitative, quantitative, 

quasi-experimental 
● Whole school and trauma-informed methodologies 
● Relational practice 
● Culture change 
● Social and emotional skills interventions 
● Complexity in evaluation 
● Digital evaluation tools 

 
Suitable candidates are invited to submit the following documents to 
annie@khulisa.co.uk  by 9am UK time on Tuesday 9th March, 2021: 
  

1.    Proposal document of no more than 5 pages containing:  
● Brief summary of how you meet the selection criteria 
● High-level overview of proposed approach for achieving the 

objectives & deliverables outlined in the ToR 
● Financial proposal & breakdown of time required 
● Details of 2 professional referees (Khulisa will not contact 

unless application is successful) 
2.    A relevant example of previous work. 
3.   CVs of the proposed evaluation team 
 

Short interviews are expected to take place W/C March 15th , with an 
anticipated project start date and inception meeting of March 24th .  
 
 Further Information to be Provided to the Successful Applicant 

● Theory of Change  
● Detailed Khulisa methodology 
● Khulisa Core Outcomes / M&E Framework Document 
● Current evaluation tools used by Khulisa 
● Draft plans for the ToC consultation workshop -expected end 

of March/early April, 2021. 
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