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A summary of learnings
from the prototyping process
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The RINGO Project partners with change agents
across civil society to move from ideas to action.

The RINGO prototypes were selected through a rigorous co-
design process with the RINGO Social Lab. As a portfolio, these
innovations address areas of opportunity in our four quadrants

of transformation: Accountability and Risk; Leadership and

Governance; Solidarity and Partnership; and Resource Flows.
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Pledge for Change Accountability
and Learning Mechanism (PALM)

An innovative and decolonised framework for
mutual accountability and collaborative learning

The PALM provides an innovative and decolonised new framework for mutual
accountability and collaborative learning in the sector by shifting the
accountability equation towards the needs of local and national civil society
organisations (CSOs), rather than international non-governmental organisations
(INGOs) and donors. The innovation aims to hold INGOs accountable to the local
and national civil society organisations (CSOs) they support or partner with, in
addition to wider civil society. The success of the model is demonstrated through
majority world actors taking the lead in defining accountability measures and
processes.

WHAT IS THE PALM?

PLEDGE FOR CHANGE ACCOUNTABILITY AND LEARNING MECHANISM
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Host Organisation and Partners

Pledge for Change (convened by Adeso) is hosting the PALM innovation. The
Pledge for Change is a series of three commitments aimed at re-imagining the role
of INGOs in the global humanitarian aid and development system. By signing on to
the Pledge for Change — as a signatory or supporter — the goal is to shift the power
more directly to local organisations in the global south while building a stronger
aid ecosystem based on the principles of solidarity, humility, self-determination,
and equality.

Pledge ‘Signatories’ are INGOs who are ready to work on radically altering their
fundamental business models and operational, programmatic and other practices.
Pledge ‘Supporters’ are local and national CSOs, networks, funders and initiatives
that work with the Signatories to ensure positive progress towards achieving the
three pledges.

West Africa Civil Society Institute (WACSI) is a Pledge Supporter and is leading on
the partner and local feedback element of the PALM.

How might we design a system that also

holds INGOs and donors accountable to

the local/national CSOs they support or
partner with?




Pledge for Change Accountability
and Learning Mechanism (PALM)

PALM is designed to track the progress of INGOs, hold them accountable, and
facilitate continuous learning across all the Pledge initiatives. The PALM measures
the progress of the INGO Signatories towards the three pledges that underpin the
vision of Pledge for Change:

e Pledge 1 - Equitable partnerships
e Pledge 2 - Authentic storytelling
e Pledge 3 - Influencing wider change

PALM suggests a diverse set of ways to monitor, measure and describe these
changes as they relate specifically to the INGO Signatories’ policies and practice.
PALM combines self-reporting by INGOs with assessments and reviews designed,
managed and undertaken by Pledge Supporters and agencies/organisations based
in the Majority World to help analyse the progress made by INGO Signatories on
the three pledges.

To provide a full picture of how change is happening, the PALM applies a mixed
method approach to data management:

e Quantitative metrics should allow for active and accurate analysis of whether
INGOs have changed their policies and practices to meet the pledges. While
quantitative data capture cannot stand on its own, it is important that there
are concrete markers of progress to provide the confidence that the Pledge is
changing organisational behaviour.

e Qualitative analysis of the perceptions of organisations that
partner with Signatory INGOs is fundamental to assessing ‘

whether the changes made by Signatory INGOs are making a
difference in terms of shifting power to local organisations. These
perceptions can be gathered in a number of different ways,
recognizing that triangulation will strengthen the analysis.




Pledge for Change Accountability
and Learning Mechanism (PALM)

The PALM collects data from three sources:

Partner and local feedback:

e Survey: an independent partner survey gathers feedback from local, national,

and other civil society organisations working with INGO Signatories in relation
to their performance towards the three Pledge commitments. The West Africa
Civil Society Institute (WACSI)_led the co-creation of the partner survey with
five organisations from the Majority World. The co-creation process was to
ensure that the language and questions reflected the experiences of Majority
World partners, fostering inclusivity and strengthening accountability within
the Pledge for Change initiative.

Video: a longitudinal video filming a few key partners reporting over time
about any changes they have seen in how their partner INGO is implementing
the three Pledge commitments will also ensure local voices are holding the
Signatories to account.

Digital platform: The Pledge will provide partners of INGO Signatories an
avenue to give feedback to the Signatory leadership, through an independent
platform called Talk to Loop, at any time. This will give Pledge Signatories
additional qualitative information in real time and anonymised. Using Talk to
Loop will help to address power dynamics in the partnership process, giving
partners choice and agency to raise their concerns, suggestions, or issues, thus
helping to build trust and a commitment to listening by Signatories, and
creating a channel for them to reply if appropriate. Aggregate, anonymised
reporting of annual trends in the data will complement the other data sources
monitoring progress on the three pledge.

digital platform from 2025.

Pledge For Change will work on the longitudinal videos and the ‘



https://wacsi.org/the-partners-survey-co-creation-building-a-collective-and-collaborative-accountability-mechanism/
https://wacsi.org/the-partners-survey-co-creation-building-a-collective-and-collaborative-accountability-mechanism/
https://talktoloop.org/

Pledge for Change Accountability
and Learning Mechanism (PALM)

INGO self-reporting and reflection:

e Signatory INGOs are reporting on progress made and actions taken to advance
the Pledge commitments against an agreed set of measurable metrics on a
rolling basis

e The Pledge secretariat is conducting ongoing discourse analysis of retreat
agendas/minutes (retrospective and going forward) and other conversations
between Pledge for Change and Signatories, to assess changes in
organisational culture and intent

Southern led assessments:

e Pledge 2 is about authentic storytelling, so to assess whether Signatories are
adhering to this pledge, an ‘Authentic Storytelling Review Panel’, including
representatives of the Southern-led Pledge Supporters as well as from other
civil society experts, are conducting a (remunerated) audit of the 10 most
seen/representative communications and fundraising products

e The Global Advisory Group, which is made up of representatives of the Pledge
Supporters together with key Southern-led eco-system leaders, are
undertaking an annual curated review conversation with each of the
Signatories, to discuss the findings in the self-assessment report, partner
surveys, communications product audits, creating a space for reflection and
dialogue between Signatories and Supporters for genuine accountability and
learning. This should also contribute to jointly identifying areas where
signatories should focus their efforts in the following year.

Data gathered through the data collection methods will be used for
the following three purposes: Dialogue and peer learning, decision
making for improvement and influencing wider change.



https://adeso178.sharepoint.com/:w:/s/Pledgeforchange/EelecAfkizNDj73sCPEaly0Btovbr92RCsGRndKpC1tBtA?e=sjvc1N

Pledge for Change Accountability
and Learning Mechanism (PALM)

The PALM strives to apply a decolonised approach to data collection. There are
multiple different ways of knowing, however, current approaches on data
management in the aid sector have a strong Euro-colonial influence with a heavy
emphasis on written and counted data. Understanding how power is experienced
as part of measurement and accountability is central to creating a new paradigm.
For this reason, the PALM is actively hoping to complement traditional data
collection with other means of data analysis, such as videos, voice notes and
audio recordings of people expressing their personal views, analysis of
relationships and meetings, using examples and case studies etc. Pledge for
Change will place an emphasis on using Southern-led values and expertise to
design data collection methodologies, decide whose voices will be heard, and
assess the data gathered in the different ways, to keep the balance of
accountability with Southern-led perspectives.

Knowledge of what has worked within the realm of the Pledge to shift power in aid
relationships, and how progress has been made, will provide evidence needed for
wider advocacy initiatives. The importance of going beyond anecdotal or
aspirational examples, and being able to use hard numbers and solid examples,
cannot be underestimated when it comes to evidence-based advocacy.

For instance, an encouraging observation from the first round of
self-reports is the noticeable commitment towards more positive
partnership policies and practices among Pledge signatories; this
presents an opportunity for localisation programmes to deepen
progress and consolidate on gains.




Pledge for Change Accountability
and Learning Mechanism (PALM)

Accountability is about more than funding. INGOs need to be accountable not
just for the money they receive and spend, but also for the outcomes they claim
to achieve. These outcomes include improvements in partnerships and
relationships with local partners and communities but most of the feedback they
gather is at project level and not at the level of organisational strategy, or in a
form of "presence reviews" when they overstay their welcome in contexts and
compete with local organisations.

This is evidently reflected in the co-creation phase of the WACSI partner survey.
WACSI have shared the following key lessons for INGOs and development
practitioners from the process of co-creating the partner survey:

¢ Inclusive collaboration leads to meaningful outcomes. Engaging stakeholders,
particularly those directly impacted by an initiative demonstrates the value of
creating spaces for inclusive collaboration. This not only strengthens
accountability but also fosters trust and ownership among partners. INGOs
can ensure their tools and strategies are relevant and impactful when they
prioritise input from those the initiative seeks to serve.

e Transparency, time and flexibility enhances collaboration
and engagement. The transparent approach adopted during
the co-creation of the partner survey allowed partners to
review and suggest changes to the draft questionnaire via an
accessible tool like Google Docs a week ahead of the session.
This allowed partners enough time to go through the survey ‘
at their convenience and made it easy for participants to
provide thoughtful feedback. For INGOs, this highlights the
importance of clear and open communication channels
during any collaborative effort. Also, it shows the importance
of allowing enough time for partners to contribute to a
mutually beneficial initiative. Development practitioners
should note that transparent processes encourage active
participation, uncover critical insights, and improve the
quality of outcomes. Flexibility in co-creation ensures that
even busy stakeholders can contribute effectively, ultimately
enriching the final product.



https://wacsi.org/the-partners-survey-co-creation-building-a-collective-and-collaborative-accountability-mechanism/
https://wacsi.org/the-partners-survey-co-creation-building-a-collective-and-collaborative-accountability-mechanism/

Pledge for Change Accountability
and Learning Mechanism (PALM)

¢ Valuing feedback strengthens accountability mechanisms. This co-creation
phase underscored the importance of actively valuing and incorporating
stakeholder feedback. For development practitioners, responsive mechanisms
build credibility and trust while ensuring that accountability tools are
practical, meaningful and aligned with shared goals. INGOs can also employ
this co-creation approach to create systems that truly reflect the needs of
their partners and drive lasting impact.

e By definition, the PALM is trying to disrupt or subvert some norms in the
system by having a more holistic view of accountability. This feels
counterintuitive or counter-cultural to some of the partners. There can
be a tension between the ‘need for speed, and results’ and the
importance of a process that is aware of those norms and intentional
about creating alternative pathways to change. This can be discouraging,
because it requires a lot of energy to explain and ‘defend’ that a different
approach is needed if we want to envisage a different possible outcome.
And due to the iterative nature of the work, we’re not sure what that is
yet!

e The slow pace of institutional change in signatory organisations,
organisational barriers all around, plus some level of territoriality among
organisations working on similar issues can be challenging.

e Building a community around this kind of innovation also
requires a lot of patience and a lot of repetition. New
people bring new questions, which is good, and integrating
these can feel frustrating for those who’ve been along for ‘
longer.

o [t takes areally long time to build shared meanings and gain
consensus, particularly around harmonised indicators and
metrics. There is a trade off of how much time and energy
goes into getting to consensus, and actually ‘doing’ -
testing/failing together. This is a part of the INGO complex.

e Securing independent funding to bring more independence
to the accountability and learning mechanism was
challenging, largely because funders see this as falling
within INGO territory.




How to take this innovation forward:

The Pledge are continuing to test the model by conducting self reports, partner
surveys and review panels, and will report back on their findings later in 2025. Any
organisation can join the movement. Contact pledgeforchange@adesoafrica.org
for the latest updates.

The Talk To Loop platform provides a way for independent, multidirectional,
accessible and long-term feedback and reporting, which can be integrated with
other accountability tools.

Tools, resources, further information

Summary video on PALM

PALM webpage

Talk to Loop

WACSI blog on the Partners’ Survey

Recording of the PALM Innovative Edge session at the RINGO Learning Festival

2022



https://talktoloop.org/
https://pledgeforchange2030.org/wp-content/uploads/2024/07/PALM-1080p-240704-1.mp4
https://pledgeforchange2030.org/metrics-accountability/
https://talktoloop.org/
https://wacsi.org/the-partners-survey-co-creation-building-a-collective-and-collaborative-accountability-mechanism/
https://ringoproject.org/innovative-edge-session-the-pledge-for-change-accountability-and-learning-mechanism/
https://ringoproject.org/innovative-edge-session-the-pledge-for-change-accountability-and-learning-mechanism/

