
Chapter 2 Ex-post Evaluations 

This report brings together the findings of a series of ODA ex-post project evaluations. To 

provide a more comprehensive picture of the ODA ex-post evaluation process, this year the 

report discusses the activities and findings of evaluations conducted by MoFA, JICA, and OECF. 

Currently, ODA projects are subject to two types of evaluation: terminal evaluations that are 

timed to the end of project operations, and ex-post evaluations that are conducted at a certain 

interval after project operations have been brought to a close. This report discusses only the 

findings of the ex-post evaluations conducted by the three institutions cited above. Terminal 

evaluations are performed only by JICA; although their relevance is briefly described in the 

section of this chapter that deals with evaluation frameworks, they are not discussed at all in any 

of the following chapters. 

Further, each of MoFA's aid agencies issues its own evaluation report. OECF publishes 

"Post-Evaluation Report for OECF Loan Projects", whereas JICA publishes Project Evaluation 

Reports that document the findings of both terminal and ex-post evaluations. 

1. History of the Framework for Ex-post Evaluations 

Ex-post evaluations of Japanese ODA projects have been conducted on a regular basis since 

1975. Today those evaluations are conducted by MoFA as the government ministry responsible 

for ODA policy affairs, and by JICA and OECF as the agencies responsible for ODA project 

implementation. 

MoFA established an Economic Cooperation Evaluation Committee within its Economic 

Cooperation Bureau in FY1981, thus setting the stage for a more organized and systematic 

approach to the evaluation process. In 1984, MoFA created a Research and Programming Division 

with jurisdiction over aid policy formulation, surveys, and project evaluations. In June 1990, this 

division was complemented with an Evaluation Division responsible exclusively for 

evaluation-related activities. That division now handles ex-post evaluations for Japanese ODA 

projects of all types. 

In 1986, MoFA established the AID Evaluation Reviewing Panel of outside experts. As an advisory 

body on evaluation affairs, the Reviewing Panel (i) studies evaluation frameworks, methods, and 

implementation plans, (ii) reviews MoFA's Annual Evaluation Report on Japan's Economic 

Cooperation, and (iii) conducts its own ODA project evaluations. 

The AID Evaluation Reviewing Panel 



Established in 1986 in the interest of strengthening the third-party perspective behind ODA 

evaluations, the Reviewing Panel is chaired by outside experts and has the mission of studying 

and reviewing MoFA evaluation-related policies and programs. Meeting twice a year, it examines 

evaluation-related issues with the goal of contributing to the implementation of more effective 

evaluation activities. 
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JICA conducts evaluations of its projects from its position as an agency for the implementation of 

ODA-based technical cooperation projects as well as the implementation and promotion of 

execution of grant aid. In July 1981, JICA established an Evaluation Study Committee to assess 

the current and desired system of JICA project evaluation. Accordingly, JICA developed its 

evaluation method and issued evaluation guidelines. In April 1988, JICA also set up a division 

exclusively concerned with the evaluation function, and today as the Office of Evaluation and 

Post-Project Monitoring, conducting various kinds of ex-post evaluations of various its projects. 

As the agency for implementation of ODA loan projects, OECF became involved in ex-post 

evaluation activities in 1975. A special section was established in 1981 to exclusively deal with 

the ex-post evaluation studies, following a surge in the number of completed ODA loan projects. 

After a series of organizational reshuffles, the task of performing ex-post evaluations was 

assigned to Post-Evaluation Group, one of four groups composing Research Institute of 

Development Assistance. 

To date, each institution has made continuing efforts to disclose its evaluation findings. MoFA 

began producing and releasing its report in 1982, followed by OECF in 1991 and JICA in 1995. 



Organizational Chart of Evaluation-related Posts within Each Institution 

 

2. The Objective of Ex-post Evaluations: a Constructive 

Approach 

2.1 Objectives of MoFA Ex-post Evaluations 

MoFA evaluations are driven by three principal objectives, as follows: 

 Determine whether Japanese ODA projects are being implemented on an efficient and 

effective basis. 

 Apply evaluation findings to the task of improving aid project management, formulating 

future aid policies, and achieving gains in ODA quality. 

 Heighten public awareness of ODA affairs through the disclosure of evaluation findings. 



It is understood that evaluation findings will be harnessed for qualitative gains in future ODA 

undertakings. In other words, the point is not to bring past failures into question, but to utilize the 

lessons that can be gleaned from past successes and failures for a more constructive approach 

that will lead to more effective and efficient ODA. 

ODA projects are implemented in collaboration with recipient countries characterized by a 

diversity of political, economic, societal, and cultural settings. Accordingly, the benefits of ODA 

cannot be maximized unless counterpart institutions in Japan and the recipient country strive for 

effective cooperation backed by a mutual understanding of each other's circumstances. Also, as 

evaluations show, it is sometimes impossible to maximize the benefits of ODA because of 

bottlenecks posed by changes in natural conditions, political and economic trends, and other 

unpredictable external factors. 

By the same token, evaluation findings can typically highlight the strengths as well as the 

weaknesses inherent in ODA projects that have already been planned or implemented. Indeed, 

applying the lessons of past experience to similar settings is often just as crucial to the task of 

boosting the overall quality of ODA as it is to finding solutions to specific problems. 

This is why MoFA enlists evaluations in a constructive manner to lift the quality of future ODA; 

namely, by identifying project strengths and weaknesses and utilizing the feedback to apply the 

strengths to future projects while working to resolve the weaknesses. 

MoFA strives to promote better public awareness and understanding of ODA affairs by disclosing 

its evaluation findings and publicizing the realities and benefits of ODA. Another goal of disclosure 

is to encourage more citizens to participate in the search for solutions to ODA difficulties and 

problems uncovered by the evaluation process. 

2.2 Objectives of JICA and OECF Ex-post Evaluations 

Ex-post evaluations by JICA and OECF have been driven by a constructive aspect as well. They 

also share the goal of improving the quality of ODA by utilizing the findings as feedback for future 

aid projects. 

One noteworthy structural difference, though, is that whereas MoFA is concerned primarily with 

ODA policy, JICA and OECF have been assigned roles in the arena of implementation. Hence, 

whereas MoFA evaluations tend to deal with ODA affairs in general, JICA evaluations focus on 

projects in technical and grant aid, and OECF evaluations, on projects in loan assistance. MoFA 

evaluations are strongly influenced by the necessity of obtaining feedback for the ODA 

policymaking process and demonstrating accountability to the public. Though JICA and OECF 

evaluations are also influenced by an element of accountability, finding ways to improve the 

implementation of ODA projects is their chief priority. 



Objectives of Evaluations by JICA and OECF 

 Objectives of JICA ex-post evaluations 

JICA employs evaluation to determine the effectiveness of specific cooperation projects, 

assess the extent to which they have achieved sustainable and self-reliant development, 

ascertain the impact of its cooperation, and, if necessary, provide follow-up assistance to 

the project in need of it. Evaluation also has the additional purpose of reflecting the 

findings and lessons learned into the project cycle. JICA thus employs evaluation in order 

to reflect the results in the form of improvements to its projects. 

 Objectives of OECF ex-post evaluations 

OECF ex-post evaluation compares the implementation and operation of the ODA loan 

project with the original plan, and examines whether or not the project is fielding the 

anticipated benefits. 

The objective of this examination work is to gain an understanding of the factors behind 

successes and problems of each project in implementation, operations and maintenance 

and effects. 

From this understanding, lessons are drawn out for feedback to the formation, appraisal, 

implementation, post-monitoring of new projects. 

3. The Evaluation Framework  

MoFA only conducts ex-post evaluations; it is the Evaluation Division that has the role of 

supervising evaluation affairs in general. Although the Evaluation Division also manages the 

implementation of most evaluations, in some cases that role is assigned to Japanese diplomatic 

offices abroad. The findings of MoFA evaluations are chiefly utilized as feedback for the 

policymaking stage, the discovery and formulation stages of the project cycle, and the project 

management stages handled by recipient countries. 

MoFA evaluations include broad-based country evaluations and evaluations driven by specific 

themes as well as project evaluations that examine outcomes at a certain point beyond project 

completion. Though all evaluations mainly strive to provide feedback for the policymaking and 

project discovery and formulation stages, project evaluations in particular are also designed to 

contribute to the self-sustainability of completed projects in the management stages handled by 

recipient countries. 

Whenever project evaluations turn up a problem considered to warrant follow-up assistance, 

MoFA pursues essential countermeasures through close collaboration with JICA and OECF while 

encouraging the recipient country to pursue self-reliant actions of its own. 



JICA performs ex-post evaluations in addition to "terminal evaluations" and "post project 

monitorings". *1 Although its Office of Evaluation and Post-Project Monitoring is the entity with 

central jurisdiction over JICA evaluation affairs, different types of evaluations are actually 

implemented by different JICA sections. Whereas ex-post evaluations and post-project 

monitorings are handled by the Office of Evaluation and Post-Project Monitoring and JICA 

overseas offices, terminal evaluations are conducted by the concerned operational departments 

or overseas offices directly involved in project affairs. 

*1: This report deals only with ex-post evaluations. Consequently, terminal evaluations and post 

project monitorings are not discussed by the analytical summary of evaluation findings in Chapter 

3 or elsewhere. However, to provide a general overview, they are discussed briefly in this section. 

Of all the different evaluations performed, JICA's ex-post evaluations are the chief source of 

feedback for the formulation of JICA country programs, and for the discovery and formulation of 

new projects. Terminal evaluations are conducted at the conclusion"*1 of a project to determine 

whether it is achieving its original objectives; This allows the plans and contents of cooperation to 

be revised or the project duration to be extended as necessary. Ex-post project monitoring is 

conducted to periodically monitor the conditions of a project at a set interval after completion. 

Their findings are utilized to determine the necessity for the additional provision of assistance 

including the assignment of experts and the supply of parts for repair purposes. 
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Note: 

Feedback for the project cycle was limited to those stages more directly amenable to 

feedback. Although evaluation findings also provide lessons of value to the implementation 

stage for new projects, their influence as feedback for other stages of the project cycle is 

less direct, and was therefore excluded from the flow chart. 

*1: The timing for terminal evaluations varies with the type of assistance involved: for ventures in 

project-type technical cooperation, six months prior to completion; for training programs, one 

year prior to completion; for specialist assignment programs, four to six months prior to 

completion; and for capital grant aid, within one year following completion. 

Types of Evaluations and Monitoring Activities Conducted by Each Institution 

  
Terminal 

Evaluations 

Ex-post 

Evaluation 
Post Monitoring 



MoFA   All Types   

JICA 
Terminal 

evaluations 
All Types Post Project monitoring 

OECF   All Types 

Special Assistance for Project 

Sustainablity(SAPS) 

Completed project follow-up syrvey 

Note: 

Each column constitutes a category of evaluation actually conducted, not a theoretically 

defined category, per se. 

In addition to its ex-post evaluation, OECF also conducts post monitoring of completed projects 

and provides Special Assistance for Project Sustainability (SAPS)" *1 While OECF ex-post 

evaluation is the jurisdiction of Post-Evaluation Group, post monitoring is that of other sections. 

Ex-post evaluations are conducted mainly by Post-Evaluation Group"*2 The findings of those 

evaluations are reflected in implementation policies for loan assistance, and utilized as feedback 

for the study and appraisal at the project formation stage or for ex-post monitoring during the 

project operation and maintenance stage. If ex-post evaluation identifies problems impeding 

sustainability and improvement of project benefits SAPS is implemented. Although, it is 

fundamental for recipient countries to handle the project operation and maintenance by 

themselves, SAPS proposes measures for improvements or solutions, based on assessments of 

the necessity or urgency of aid. Finally, completed project follow-up surveys"*3 are conducted to 

understand accurately the status of actual maintenance and operation. 

*1: This report deals only with ex-post evaluations. Consequently, post monitoring activities are 

not discussed in the analytical summary of evaluation findings in Chapter 3 or elsewhere. 

However, to provide a general overview, they are discussed briefly in this section.  

*2: Of the different types of ex-post evaluations conducted by OECF, "third-party evaluations" 

are performed by experts outside OECF, and "evaluation by representative offices" are namely 

conducted by OECF staff at overseas representative offices. 

*3: Completed project follow-up surveys are the questionnaire-based status surveys to which all 

projects financed by OECF are subject in the third and seventh year after completion. Some 

surveys, however, conduct the field survey. 
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