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The Japan Platform is a system to provide emergency relief in natural disasters and refugee situations more effectively and quickly.
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The Japan Platform is a system to provide emergency relief in natural disasters and refugee situations more effectively and quickly.
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The Japan Platform is a system to provide emergency relief in natural disasters and refugee situations more effectively and quickly.
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Peace Winds Japan
Save the Children

Save the Children Sri Lanka

Save the Children Japan
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United Nations
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Summary

Chapter 1 Evaluation Outline

This report evaluated a total of 34 projects with 15 NGOs including 9 needs—assessment
missions and 25 aid projects out of all 40 humanitarian projects implemented in Japan
Platform (herein after ‘JPF’ ) humanitarian aid programme for Sumatra Earthquake/Tsunami
victims. It only excludes the projects conducted by JPF-NGO Unit for monitoring,
evaluation and so forth. This evaluation covered the period from the project startup
immediately after the earthquake and Tsunami to the termination of all projects (2004/12
- 2006/02).

Funds were disbursed over 4 project terms with the total amount of 720M Yen. The grant
from Japanese Government covered 23 projects implemented by 11 NGOs with the amount of
490M Yen in total, and private donations covered 17 projects implemented by 10 NGOs and
with the amount of 230M Yen in total (including projects of JPF-NGO Unit).

The JPF-NGO assistance projects commenced with needs assessment by 7 NGOs and food and
non—food item distribution by 1 NGO as its initial response.

The initial response was followed by the Phase 1(early emergency phase), in which about
half of the NGOs were involved in distribution of non—food items. Other assistance projects
in the Phase 1 included health (clinical care, hygiene education), infrastructure (brisk
removal, road/irrigation repair), housing (shelter construction), and communication
(radio, radio station).

The Phase 2 (late emergency) projects supported livelihood, income generation
(agriculture, dairy and fishery), psychosocial care, vocational training, living
condition reconstruction, support to women activity and education in addition to those
supported in the Phase 1.

The Projects in the Phase 3 included agriculture skill assistance, repair of sanitation
facility, vocational equipment provision, support to fishery such as fishing net provision,
forestry, community reorganization support, public facility reconstruction and financial
cooperation.

Since these projects were implemented in several countries, unlike previous JPF
emergency aid programmes for natural disaster victims, comparative evaluations for damage
conditions and aid activities in each country were conducted as well.

The main purposes of this evaluation report are to: 1) report the results of the programme
to JPF stakeholders to fulfill its accountability, 2) give lessons learned and

recommendations for JPF aid scheme, 3) give recommendations to improve capacity of JPF
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and NGOs.

The evaluation was conducted from 2006/03/02 to 2006/08/25 (field study in Sri Lanka:
04/15-04/21, in Indonesia: 05/11-05/19) following the termination of all projects in
2006/02.

Chapter 2 Evaluation Procedures

This evaluation worked on the individual aid projects and JPF aid scheme itself in the
programme.

The aid projects were individually evaluated in terms of Relevance/Appropriateness,
Participation, Coordination, Cooperation, Efficiency, Effectiveness, Impact, and
Sustainability in addition to an overall evaluation of the assessment missions. It also
focused on a general evaluation of the programme from the viewpoints of Regional
Distribution, Fund Disbursement, Phasing, and Sector.

JPF aid scheme was evaluated by participant NGOs in terms of planning, strategy, a
security system, public relations support from JPF and so forth.

Most of the information for the evaluation was collected through interviews with
participant NGO staffs both in Japan and project sites, beneficiaries, government
officials, UN officials and local NGO staffs during the site visits, and JPF staffs

Because of the structure of JPF scheme, however, this evaluation was planned to launch
after the termination of all projects. Therefore, there existed the constrains to obtain
information from beneficiaries regarding the detailed circumstances at the time of the
projects implemented. As a result, the memory and record by the implementing party of

humanitarian aid became the main component of the entire report

Chapter 3 Evaluation Results
1 Evaluation of Individual Projects

All 25 aid projects from Initial Assessment Phase (Phase 0) to Emergency Relief
Assistance Phase (Phase 1, 2, 3) were individually evaluated. This evaluation also
includes an aid project for victims of Nias Island Earthquake and Tsunami occurred on 28
March 2005.

As to the assessment missions, an overall evaluation was conducted for all 9 missions;
7 for an initial assessment, 2 for a project designing assessment. For the NGOs that

formulated the humanitarian project for the first time after the natural disaster happened,
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those assessment missions were definitely an indispensable step to recognize needs on the
ground, establish a project implementation system, and avoid duplication of aid

activities.

2 Overall Evaluation of the JPF Programme
1) Evaluation on Distribution of Projects

As to the distribution of the aid projects on the country level, of all 25 projects
12 were implemented in Sri Lanka and only 9 in Indonesia that suffered the biggest damage
among the affected countries. This is mainly because it was easier for NGOs to implement
aid projects in Sri Lanka than other countries in terms of accessibility and partnership
with local NGOs. This tendency was outstanding especially in the initial phase

Regarding distribution of projects within each country, NGOs showed good mobility by
providing aid activities to the areas where it was difficult for people to obtain aid
This was possible since NGOs implemented the aid projects alone or in a partnership with
local NGOs. However, participant NGOs hardly coordinated their activities with other
participant agencies in this programme. As a result, there was little synergy effect among
the aid activities in the overall JPF programme: each aid project stands alone and did
not link each other to cover wider areas
2) Evaluation on Fund Disbursement to NGOs

Looking into the amount of fund disbursement for each NGO on the approval basis, 25%
of the total budget was spent by JCCP with 4 projects and 22% by PWJ with 4 projects
resulting nearly 50% of the budget spent by these two organizations. This has happened
because these two organizations were able to implement their projects in early stage and
continue them in a long—term since they possessed project base in Sri Lanka (JCCP) and
Indonesia (PWJ) when the earthquake occured. Furthermore, the facts such as, the
characteristics of JPF aid scheme that disburse the fund on the application basis by NGOs,
participation of some NGOs in the middle of the project phase such as Phase 2 or 3, and
continued operations of projects by some NGOs with non—JPF fund, also resulted in the
difference in the ratio of fund disbursement among NGOs
3) Evaluation on Phasing

Project phases were divided into three phases (initial responses, emergency aid, and
reconstruction aid). Each of these phases was applicable to project phases defined by JPF;
initial responses (Initial Assessment Phase), emergency aid (Phase 1, 2), and
reconstruction aid (Phase 3) respectively. Even though project contents and conditions
vary depending on situations, it is concluded that each project has succeeded in meeting

the needs required in each phase. Moreover, some NGOs successfully provided seamless aid

XVil



by conducting their projects in the same or neighboring area continuously through Phase
1 to 3, responding to the needs of each phase and utilizing their lessons learned from
their activities to the next phase. However in Phase 3, when JPF fund was terminated,
some NGOs fell short of beneficiaries’ expectations due to their lack of project funds

insufficient project handover to local NGOs or local governments. Appropriate exit
strategies needed to be developed for these cases

4) Evaluation by Sector

When areas of aid activities were decided, the following aspects were taken into
consideration: local needs in each phase, coordination with other international aid
organizations in each area, and capacity and expertise of each NGO.

Majority of aid projects, 7 out of 14 NGOs, carried out the projects for distribution
of non—food supplies. Afterwards, these were followed by the projects such as providing
jobless victims with machinery and materials, income generation with vocational training
and workshops, rehabilitation of local industries, and psychosocial care for mentally
unstable people. On the other hand, there were few NGOs that implemented the projects such
as shelter construction, hygiene education, health, and education since those projects
often require high level of expertise, experience, and long—term commitment. Still it
could be said that there were various aid activities implemented both on hardware and
software aspects as the JPF programme whole
5) Other Crosscutting Issues

[Community Participation]

In many projects, community participation by community representatives and community
members themselves was ensured in beneficiary selection and aid item distribution.
However community participation in project formulation and monitoring was insufficient
This must be because the expected project period was too short and NGOs put their priority
on rapid formulation and implementation of the projects

[Capacity Building]

It was quite rare that NGOs, those who conducted the aid project for the first time and
those who continued their project through Phase 1 to 3, cooperated in capacity building
like PEN and PWJ did. In terms of project experience, however, it seems that NGOs succeeded
in strengthening their capability since they came in project sites individually and worked
in the circumstances where they were required to show the capability much more than they

have at the moment

3 Evaluation of JPF Aid Scheme

Views of the 16 participant NGOs against JPF aid scheme varied. This may be because JPF
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coped with the NGOs differently depending upon sites, scales, and contents of their
projects.

The points that received good reputations are: 1) declaration of priority areas, 2) rapid
fund disbursement, 3) flexibility in fund usage, 4) PR activity in Japan, 5) a joint
campaign with private business companies for aid, and so forth.

On the other hand, the NGOs pointed out several issues such as: 1) JPF’ s ambiguous
overall strategy, 2) rigid project periods, 3) complicated application forms, 4) an
insufficient security system, 5) capacity building for NGOs, and so forth.

Also, there were other requests such as: 1) putting more efforts on the reconstruction
and development phase, 2) classification and discussion regarding roles and functions of

JPF, 3) clarification of budgeting standards such as one for personnel costs.

Chapter 4 Recommendations
1 Recommendations to Aid Projects
1) Planning Stage

To make aid activities in an emergency phase more effective, desired is a structure that
enables swift start-up of initial responses after a disaster happens, such as securing
human resources and preparation of logistics. In addition, in order to provide
result-oriented aid activities rather than commitment—-oriented, project plans should be
carefully prepared, by examining processes to achieve objectives, mid-term goals and
impacts after achieving the goal.

There were some aid projects suddenly terminated when JPF fund stopped. Since emergency
aid has uncertainness in many aspects, it is important to incorporate sustainability,
connectedness, and an exit strategy into project planning.

2) Implementation Stage

To enhance the project efficiency, it is necessary to have a consensus on project
objectives and implementation strategies among the project staff and to establish a strong
project implementation and management structure to avoid problems on fundamental project
management such as fund management, coordination with local organizations, management of
project supplies.

Besides, to improve effectiveness, it is crucial to promote community participation in
the project planning phase, and to have good coordination to avoid duplication of project
activities and foster synergy effects by closely monitoring local needs and trends of aid
projects of other international aid agencies through active participation in coordination

meetings at the project site.
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3) Reporting Responsibility

NGOs should submit project reports on time with clear descriptions on sustainability
after the project termination. Also, even in a summarized version, they should make a
report in English and submit it to local authorities, aid organization, community
representatives in terms of ensuring connectedness and public relations
4) Strengthening Cooperation among Participant NGOs, Building Up a Joint Implementation
Structure

In an emergency situation, NGOs often face difficulty in sharing information at their
project sites. In fact, during the project period, some participant NGOs were unable to
notice other participant NGO’ s existence although their project sites were close enough.

For instance, it should be discussed in advance how cooperation among participant NGOs
can be done depending upon types of emergency aid; Extremely Localized (Iran: Aid for Bam
Earthquake Victims), Single Country (Humanitarian Aid for Afghanistan), Multiple
Countries (Aid for Sumatra Earthquake Victims), Slow on set (Humanitarian Aid for Sudan).
In case natural disaster aid is extremely localized, NGOs in the same area may be able
to have project cooperation complementing different sector each other. On the other hand,
in case a project area is quite broad, NGOs implementing the same sector could get together
and cooperate by sharing their resources and information. Also, NGOs should seek
possibility to conduct joint assessment in an initial or project designing phase
5) Strenghthening PR Activity

Currently NGOs simply participate in the PR activities led by JPF. This shows
participant NGOs put little attention on PR activities of JPF. For an emergency aid
activity in the future, a framework of strategic PR activities should be prepared in

advance.

2 Recommendations to JPF Aid Scheme
1) Clarifying Project Policy and Strategy

While it is effective in terms of rapid implementation and flexibility for participant
NGOs to develop their aid activities with their own policies and strategies, sharing those
of JPF is important to clarify the significance as JPF programme. JPF’ s policy on fund
disbursement after an emergency phase strongly affects exit strategies of NGOs.
Furthermore, in case an aid programme reaches multiple areas such as the programme for
Sumatra earthquake victims, JPF is able to clarify its stance to donors by setting priority
areas after discussions with NGOs early on.
2) Supporting Aid Activity

In case of a large-scale disaster like this time, improving rapidness and flexibility

XX



in fund disbursement is the most important support for NGOs. Also, JPF should discuss
with NGOs regarding the current rigid project period and the gap between the emergency
phase and the reconstruction or development phase since these issues may greatly influence
aid activity

Moreover, JPF should contribute to improve the quality of aid activities of NGOs through
active participation in such as building up a rapid support structure by participating
in needs assessment in the project formulation period, improving contents of aid projects
by sharing objectives of JPF monitoring activities with NGOs, and enabling transparent
evaluation by sharing the content of evaluation activities with NGOs
3) Strengthening Back Up Support

JPF should improve its back up supports such as listed below taking into consideration
opinions of NGOs since they are necessary for NGOs to smoothly implement their aid
activities: 1) improving document forms such as a form of a project document, an application
form for modification, and a project report, 2) making framework for strategic PR
activities except for media conferences, 3) promoting partnerships with donors by setting
up joint campaigns with business companies, 4) supporting a security system, 5) supporting
capacity building for NGOs through seminars or workshops
4) Capacity Building for JPF itself

To improve JPF aid scheme, capacity of JPF itself needs to be raised significantly. A
particular attention should be given on improving the coordination capability of JPF.
This capability is very important not only for its operations inside Japan but also on
the level of project sites and a global level when dealing with other international aid

organizations
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@ Bridging to the recovery

(JAPAN PLATFORM_2006.08.25 )

The Japan Platform is a system to provide emergency relief in natural disasters and refugee situations more effectively and quickly.



