
ASPIRE
AN OLAM PROGRAMImproving ethical practices

This spectrum is one of several tools and resources offered by OLAM’s 

Aspire program, which is aimed at improving ethical practices in 

international development. The spectrum pinpoints four stages along 

a continuum of ethical practices. While few organizations will fit neatly 

into any one stage, the spectrum allows them to identify potential areas 

for improvement, and to clarify specific actions they can take to reach 

the next stage.

Ethical Practices
Spectrum Tool  
Monitoring &  
Evaluation

Below you will find “Ten Commandments” of ethical practices in monitoring and evaluation. 

Like the biblical Ten Commandments, these are overarching core principles. The complexities 

of the issues involved in this spectrum make it impossible to include all elements and relevant 

information. Please see OLAM’s ethical practices resource list to learn more, and for various types 

of “leading” examples.

TEN COMMANDMENTS

Learn more about the Aspire program.

https://olamtogether.org/ethical-practices-resources/
https://olamtogether.org/ethical-practices-in-international-development-and-global-service/
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1
Conduct monitoring and evaluation on all 
projects
Conduct both regular monitoring and evaluation of all projects, when relevant. This

will help you understand what is and is not working, and why, and how to provide the

most impactful interventions.   

JUST BEGINNING

JUST BEGINNING

MOVING ALONG

MOVING ALONG

WELL ON THE WAY

WELL ON THE WAY

LEADING

LEADING

Organization does not have
an M&E plan or policy in
place for any of its projects.

Organization does not
do any monitoring or
evaluation on its projects.

Organization has
an M&E plan for all
projects, but most of
the plans don’t include
all components.

Organization does both
monitoring and evaluation
on some, but not all,
projects.

Organization has an M&E
plan for some, but not all,
projects.

Organization does
either monitoring OR
evaluation (but not
both) on some, but not
all, projects.

Organization has a complete and comprehensive M&E plan for every project.

Organization does both monitoring and evaluation on all of its projects. 
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2
Plan and budget for M&E from early stages
Develop a plan for M&E at the design stages of a project, so that it is intentional and

you have the means to conduct M&E even before you begin implementing a project.

(Standard practice in international development is to allocate 3-5% of the project’s

total budget towards M&E.) For each project, assign staff members who are trained on

ethical practices to carry out the M&E work.

JUST BEGINNING

JUST BEGINNING

MOVING ALONG

MOVING ALONG

WELL ON THE WAY

WELL ON THE WAY

LEADING

LEADING

M&E is not at all included in
the project design.

Organization does not have
any staff members that are
knowledgeable about M&E
or that are assigned to a
project’s M&E work.

Organization allocates 
time and money for M&E 
from the design stage, 
but does not allocate a 
sufficient amount, and 
needs to include more 
funding at a later point in 
the project.

Organization has staff
members who are
knowledgeable about M&E,
but they are not trained on
ethical practices.

Organization does M&E
only when issues arise,
or when additional funds
become available.

Organization has staff
members who are
knowledgeable about
M&E, but are not given
guidance on how to carry
it out.

Organization adequately allocates time and money for M&E from the beginning stages of
project planning.

Organization has staff members who are trained in ethical M&E practices, have guidance on
how to carry them out, and are assigned to specific projects at their design stages.
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3
Involve community in all stages
Include community members and other local stakeholders in all stages of M&E — from 

design, to implementation, to dissemination — in order to ensure that the M&E plan is 

culturally relevant, takes into account community structure and sensitivities, and will 

lead to a sustainable positive impact on the community. Use local expertise and hire 

local practitioners from the community wherever possible.  

JUST BEGINNING

JUST BEGINNING

JUST BEGINNING

MOVING ALONG

MOVING ALONG

MOVING ALONG

WELL ON THE WAY

WELL ON THE WAY

WELL ON THE WAY

LEADING

LEADING

LEADING

Organization designs, 
implements, and 
disseminates an M&E 
plan without consulting 
community members and 
other local stakeholders.

Organization uses the same 
M&E model for all projects, 
regardless of the cultural 
and political setting of the 
community.

All M&E is carried out by 
non-local staff (expatriates) 
that travel to the project 
location to conduct the 
research, or conduct the 
research virtually.

Organization gets input 
from community members 
for some, but not all, 
projects, or for only some 
aspects of its projects. 

Organization does M&E 
through a culturally-
specific lens, but there 
is limited participation 
of local practitioners in 
leading the work.

Local researchers are 
positioned as field 
assistants, but once the 
field research is completed, 
non-local researchers take 
the lead in writing the 
expected outputs and are 
credited with the work. 

Organization has a plan 
in place to involve the 
community but does not, 
or rarely, acts on it.

Organization is aware 
of culturally appropriate 
M&E models, but does 
not implement them.

Some pieces of the M&E 
plan are transitioned to 
local capacity.

Organization gets input from and involves community members and other local stakeholders in M&E  
at various stages of the evaluation design, implementation, and dissemination — for all projects.

Organization has meaningful consultation with the community about M&E so that the work is 
done in a culturally appropriate way and addresses dynamics in the community. 

Funders and the organization invest in local researchers, use local capacity, or build local 
capacity and expertise when possible to conduct M&E.
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4Ensure diversity of voices in data collection
Do everything possible to ensure that all types of people in the community have 

an opportunity to express themselves and provide feedback, so that data collected 

during M&E reflect a holistic picture. Pay particular attention to historically 

vulnerable populations, such as women and girls, people with disabilities, refugees 

and migrants, and ethnic/religious/gender minorities. Provide settings that are safe, 

secure, and private, and utilize the right methodology (e.g., one-on-one interviews 

vs. focus groups).

JUST BEGINNING

JUST BEGINNING

MOVING ALONG

MOVING ALONG

WELL ON THE WAY

WELL ON THE WAY

LEADING

LEADING

Organization only seeks to 
collect data from prominent 
community leaders or 
government officials - those 
with the most power in the 
community.

Organization collects data 
using the same methods in 
all projects, regardless of 
the specific community and 
location norms. 

Organization collects 
data from diverse groups 
of people, but some 
groups/individuals are still 
marginalized or left out of 
the process.

Organization adjusts 
data collection methods 
according to the specific 
local norms, but does not 
make the extra effort to 
ensure that everyone’s 
voices are equally heard. 

Organization collects 
data from diverse groups 
of people, but the 
information they provide 
does not carry much (or 
any) weight. 

Organization adjusts 
data collection methods 
according to the specific 
local norms, but there 
are barriers that prevent 
people from speaking 
comfortably, such as 
discomfort with the 
facilitator (due to gender, 
religion, etc.) or privacy 
concerns. 

Organization takes into account cultural dynamics and power imbalances within the 
community when choosing who to interview, and actively collects data from diverse groups 
of people. All efforts are made to include marginalized populations. The information shared 
by the various people are all taken into account.

Organization uses tools and processes that are in line with local community norms and create 
a safe space that encourages people to speak honestly. If some people’s voices still can’t be 
heard, efforts are made to allow for more appropriate settings.
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5
Get informed consent
When speaking to stakeholders, be honest and transparent about your intentions 

with how data or information collected will be used. Take all precautions to ensure 

that participants understand that they have an option to take part in — or opt out 

of — M&E, and that they feel comfortable to speak honestly if they do participate. If 

consent forms are used, they should be prepared in the appropriate local language.

JUST BEGINNING

JUST BEGINNING

MOVING ALONG

MOVING ALONG

WELL ON THE WAY

WELL ON THE WAY

LEADING

LEADING

Organization does not 
request or receive consent 
during data collection, or it 
gets consent but does not 
abide by it.

All written or verbal consent 
requests are conducted in 
the native language of the 
organization rather than of 
the community, and/or the 
forms or requests are not 
coherent.

Consent is requested, in 
writing or verbally, for all 
M&E interventions, but 
the participants are given 
partial information and are 
not fully informed of the 
process.

Consent is requested 
through forms that are 
written in the language 
of the community, but 
not all M&E participants 
are literate/able to 
understand what is 
written. 

Consent is requested but 
participants do not feel 
safe or comfortable to 
opt out of M&E, or they 
believe that opting out 
may affect whether they’ll 
benefit from the project.

Consent scripts are long-
winded and not easily 
understood.

Organization gets informed consent from participants after explaining why it’s collecting 
information, how long it will take, how the information will be used, and what is on/off the 
record.

Organization lets community members know that they don’t need to participate or can 
withdraw their consent at any time, and asks if participants are comfortable if organization 
takes notes.

All consent forms are available in a language that the community understands. If requesting 
consent verbally, someone trusted from the community is the one to facilitate that 
conversation in their native language.

There is a clear and realistic process to follow if issues or concerns arise around consent.
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Be respectful of participants’ time and
capacity
Treat community members as you would want to be treated: Understand that their 

time, capacity, and perspectives are valuable and that they do not owe you their 

participation. Set clear expectations with community partners about the M&E plan 

and compensate participants appropriately.   

JUST BEGINNING MOVING ALONG WELL ON THE WAY

LEADING

Organization interviews 
the same group of people 
over and over again.* Data 
collection is scheduled 
without considering the 
participants’ schedules 
and availability. There 
is no coordination on 
data collection between 
organization’s projects.
(*For some projects, 
interviewing the same people 
is required for successful 
M&E due to the design of 
the study, e.g., longitudinal 
studies.)

Organization has a 
plan in place for data 
collection, data collection 
is largely coordinated 
between projects, and 
decisions on timing are 
made with communities. 
Organization, however, 
is not always consistent 
about time considerations 
across all of its programs. 

Organization uses very 
long data collection 
methods (e.g., surveys for 
1+ hours).

There is some 
coordination of data 
collection between 
projects, and some 
consideration of 
participants’ time.

Not all of the collected 
data is analyzed and 
used.

Organization only surveys participants when necessary, it involves the community in deciding 
on timing of data collection, and asks only the critical questions. Organization clarifies the 
purpose of the evaluation, how it plans to carry it out, and how the results will be used. 

6

JUST BEGINNING MOVING ALONG WELL ON THE WAY

LEADING

Organization does not 
provide any compensation, 
financial or otherwise, 
(e.g., covering cost of 
transportation or a meal) 
for participants’ time in 
M&E activities. Organization 
compensates government 
officials or others who hold 
power, which may go against 
government ethics laws or 
can be viewed as bribery.

Organization compensates 
participants for their 
time, but compensation is 
uneven among community 
members and others 
involved.

Compensation is provided 
but the amount or type, 
and who receives it, is not 
informed by local laws 
and ethical practices.

Organization compensates M&E participants appropriately, and according to local laws. 
Compensation is given either as monetary payment or in-kind (e.g., covers costs of 
transportation or meals), particularly to those who are not employed by the organization. 
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7 Treat information with appropriate
confidentiality
You are responsible for any potential safety issues — physical or emotional — that 

result from the participation of community members in your M&E work. Ensure privacy 

when collecting data, keep data protected and confidential, and anonymize data when 

relevant. This is particularly important when working with vulnerable populations, 

those who have experienced trauma, or those who may be put at risk for sharing 

information.

JUST BEGINNING

JUST BEGINNING

MOVING ALONG

MOVING ALONG

WELL ON THE WAY

WELL ON THE WAY

LEADING

LEADING

Organization does not 
learn about or take into 
account sensitivities in the 
community during data 
collection (e.g., people who 
have been through trauma). 
Organization uses non-
local and/or untrained data 
collectors. 

Organization does not 
make an effort to learn local 
data protection rules, or 
disregards/defies them.

Organization takes 
sensitivities and security 
into account during 
data collection and data 
protection procedures are 
in place, but procedures 
are not consistently 
applied.

Organization follows the 
data protection rules of 
either the project’s funders 
or the project’s country, 
but not both. 

Organization takes 
sensitivities into account 
when collecting data, but 
does not have a data-
protection procedure to 
handle personal data. 
“Personally Identifiable 
Information” may be 
shared.

Organization follows 
some, but not all, data 
protection rules. 

Organization takes sensitivities and security into account during data collection by providing 
privacy when appropriately needed, choosing a suitable data collector, having an adult from 
the local community present when dealing with minors, de-identifying/anonymizing/securing 
personal identifying information if needed, etc. If surveying trauma victims, those collecting 
data are trained on how to do so.

Organization is aware of data protection rules — of both the project’s country and the 
project’s funders — and utilizes them when relevant. 
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9

Elicit feedback, continuously learn, and be
adaptive
Include a ‘feedback loop’ in your M&E plan to ensure accountability to the 

communities with which you work throughout the project’s life cycle. Put in place 

systems and incentives for easily receiving feedback from stakeholders. Your 

organization should make needed adjustments in real time rather than waiting until 

the next project to implement lessons learned. 

Tell the whole truth: both the positive and
negative
When disseminating the M&E results, share both the positive and negative aspects 

of the project. Share outcomes (what worked and what didn’t) in addition to outputs 

(number of trainings, number of participants, etc.). Full transparency allows for more 

honest adjustments to the project, and builds trust with the community and funders.

JUST BEGINNING

JUST BEGINNING

MOVING ALONG

MOVING ALONG

WELL ON THE WAY

WELL ON THE WAY

LEADING

LEADING

Organization does not seek 
feedback from stakeholders 
throughout the project life 
cycle.

Organization does not 
share evaluation results 
with any stakeholders. 

Organization seeks 
feedback from stakeholders 
and reviews that feedback, 
but only makes adjustments 
according to some 
feedback, particularly 
suggestions that are  
easiest/cheapest  
to implement. 

Organization shares only the 
positive or only the negative 
results of the research, 
which give an incomplete 
picture of the project’s 
outcomes.

Organization seeks 
feedback from 
stakeholders, but 
does not have a 
straightforward system 
for them to share 
feedback and does not 
allocate time to review or 
act on that feedback.

Organization shares 
evaluation results, but 
manipulates data to 
provide a specific picture 
that is not holistic.

Throughout the M&E process, the organization continuously seeks feedback from project 
stakeholders, reviews the feedback, and adjusts the project according to the lessons learned. 
There is a straightforward system in place that allows people to easily provide feedback and 
stakeholders are incentivized to do so.

Organization is transparent about the findings of the evaluation and shares honest results 
from the project evaluation, including both positive and negative aspects. 
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JUST BEGINNING MOVING ALONG WELL ON THE WAY

LEADING

Organization is accountable 
to its funders above all and 
follows M&E guidelines from 
them, without regard to 
the needs and norms of the 
communities. M&E results 
are only shared with funders. 
Organization has no strategy 
for communicating results 
with affected stakeholders. 

Organization has a 
plan to share data 
with communities and 
implements it across 
projects, but communities 
are not active participants 
in the implementation of 
subsequent action plans 
regarding how to best use 
the results. 

Organization has a plan 
to share information 
about M&E results 
with communities, but 
does not consistently 
implement it across its 
projects. 

Organization dedicates time to share results of M&E with community members — especially 
the individuals who provided data — as well as with funders and other relevant stakeholders. 
The results are shared in a language/way that is understood by the community. Community is 
involved in developing an actionable plan on how to use the results in order to best serve the 
community needs.

10
Be accountable to community and local
stakeholders
Be accountable to the communities with which you work (especially to 

the people who provided you with data), as well as to your funders. Share 

evaluation results with your community partners and others who have a stake 

in your project’s success. 

9 Tell the whole truth: both the positive and
negative cont.
When disseminating the M&E results, share both the positive and negative aspects 

of the project. Share outcomes (what worked and what didn’t) in addition to outputs 

(number of trainings, number of participants, etc.). Full transparency allows for more 

honest adjustments to the project, and builds trust with the community and funders.

JUST BEGINNING MOVING ALONG WELL ON THE WAY

LEADING

M&E is designed to only 
measure outputs (number 
of trainings, number of 
participants, etc.) and there 
are no outcomes (what 
worked, what didn’t, and 
why) to report about. 

Organization sends reports 
on both evaluation outputs 
and outcomes to either 
funders or community 
members, but not to both.

Organization measures 
both outputs and 
outcomes of the 
evaluation, but reports 
only on outputs, not 
outcomes.

M&E is designed to measure both outputs and outcomes, and the organization reports about 
both, to funders and to the community.


