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Project evaluation is commonly undertaken during the implementation period, or ex post, i.e. some times after the
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Evaluation ‐ why?: 
Evidence based decisions – or trial and error? 



Evaluation – how? 
Single or double loop learning



Plan

Do

Check

Adjust

SINGLE LOOP LEARNING

Assume

Think again

DOUBLE LOOP LEARNING

Evaluation ‐ how: 
Single or double loop learning



Single loop learning: 
Challenger launch 1986

Findings:
Minor technical defect caused
complete breakdown

Decision:
Modify and proceed with the
program



Double loop learning: 
Challenger launch 2003

Findings:
The conceptual solution is not 
viable for a number of reasons

Decision:
Terminate the entire program



The problem: conceptually, 
complete madness

• 3000 tons to lift 25 tons to a low orbit
• Accelleration 5G (+1), speed:

1600 km/h after 8 seconds
28 000km/h after 8 minutes

• Energy expenditure equivalent: 
Hiroshima Fat Boy/4

• Weight composition:
Fuel > 90 %
Vessel < 10 %

• Reentry speed: 30 000 km/h
• Cost per launch: 500 million dollar



The answer:
• Cargo and personnel to be 

dispatched in separate shuttles
• Commission services from private 

contractors
• Develop smarter concepts that

are simpler, less expensive and 
cheaper

• Engines that can run on fuel with
higher energy/weight ratio

• Etc.



Evaluation, when?: 
Ex Post – as a post mortem autopsy



Evaluation, when?: 
or Ex Ante – as prenatal care



The answer: Both. 

Purpose:
to promote healthy projects.



Evaluation of Norwegian megaprojects



Ex Ante singel loop evaluation

Front‐end Project Operation

Ex Ante evaluation 1

• Needs analysis

• Possibilities study

• Strategy analysis

• Requirements
analysis

• Cost estimation

• Alternatives 
analysis

QA1

Ex ante evaluation 2

• Overall strategy

• Uncertainty analysis

• Cost/benefits
estimation

• Management 
strategy

QA2

Final report 

• Cost
• Quality
• Progress

Yr 0

Ex Post evaluation

• Efficiency
• Effectiveness
• Impact
• Relevance
• Sustainability
• Benefit/Cost

Yr 3 ‐ 5
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The OECD/EU analysis

Relevance

Efficiency
Effectiveness Sustainability

Impact

Needs/
priorities

Goal PurposeInputs Outputs

Project

Project Benefits

Other impacts

Costs

Cost/Benefit

Cost/Benefit analysis

Ex Post and Ex Ante evaluation



Evaluation 
criterion

Border control
Facility South

Rail track
Asker‐Sandvika

E18 Momarken 
‐ Sekkelsten

MTB vessel
Skjold Class 

Effectiveness 4 3 5 4
Impact 4 4 4 3
Relevance 5 5 5 2
Sustainability 5 5 5 2
Benefit/cost 4 3 5 2
Strategic 
success

Cost frames
and costs

Border control
Facility South

Rail track
Asker‐Sandvika

E18 Momarken 
‐ Sekkelsten

MTB vessel
Skjold Class 

Budget 305 4165 611 5658
Cost deviance ‐ 2 % ‐ 11 % + 5 % ‐ 17 %

Efficiency 6 5 2 4
Operational
success



Single loop learning

Examples

Double loop learning

Rail track Asker‐Sandvika

Cost frames and 
costs (MNOK)

Border control
Facility South

Rail track
Asker‐Sandvika

E18 Momarken 
‐ Sekkelsten

MTB vessel
Skjold Class 

Budget 305 4165 611 5658
Cost deviance ‐ 2 % ‐ 11 % + 5 % ‐ 17 %

Efficiency 6 5 2 4
Operational
success

Evaluation 
criterion

Border control
Facility South

Rail track
Asker‐Sandvika

E18 Momarken 
‐ Sekkelsten

MTB vessel
Skjold Class 

Effectiveness 4 3 5 4
Impact 4 4 4 3
Relevance 5 5 5 2
Sustainability 5 5 5 2
Benefit/cost 4 3 5 2
Strategic 
success



No. Project Sector Operational
success

Strategic 
succsess

Budget 
(MNOK)

Budgetary
deviation % Evaluation

1 Asker‐Sandvika Rail 4165 10 External

2 Sandnes‐Stavanger Rail 1517 ‐60 External

3 E16 Kløfta‐Nybakk Road 660 ‐13 External

4 E18 Momarken ‐ Sekkelsten Road 490 ‐19 Internal 

5 E6 South‐east Road 964 12 External

6 Eiksund coastal road Road/tunnels 1145 7 External

7 Halden Priston Buildings 1566 14 External

8 Halden high school center Buildings 663 16 External/internal

9 Lofoten (LOFAST) Road 1500 8 External

10 NAV IKT Basis ICT 1180 27 External

11 PERFORM ICT 1287 23 External

12 Training facilities East Defence 2113 15 External

13 Rv. 519 Finnfast Road 706 13 External

14 Skjold‐class MTB Defence 5412 8 External

15 Border facility Svinesund Buildings 290 11 External/internal

16 Svalbard science park Buildings 400 20 Internal

Projects evaluated as per today:  Ex Ante   82
Ex Post    16



No. Project Sector Operational
success

Strategic 
succsess

Budget 
(MNOK)

Budgetary
deviation % Evaluation

5 E6 South‐east Road 964 12 External

11 PERFORM ICT 1287 23 External

12 Training facilities East Defence 2113 15 External

15 Border facility Svinesund Buildings 290 11 External/internal

6 Eiksund coastal road Road/tunnels 1145 7 External

16 Svalbard science park Buildings 400 20 Internal

3 E16 Kløfta‐Nybakk Road 660 ‐13 External

7 Halden Priston Buildings 1566 14 External

4 E18 Momarken ‐ Sekkelsten Road 490 ‐19 Internal

10 NAV IKT Basis ICT 1180 27 External

8 Halden high school center Buildings 663 16 External/internal

1 Asker‐Sandvika Rail 4165 10 External

13 Rv. 519 Finnfast Road 706 13 External

2 Sandnes‐Stavanger Rail 1517 ‐60 External

9 Lofoten (LOFAST) Road 1500 8 External

14 Skjold‐class MTB Defence 5412 8 External

Projects evaluated as per today:  Ex Ante   82
Ex Post    16



Degree of success Number Per cent
Strategic 9 56

Operational 11 69

Both strategic and operational 8 50

Unsuccessful none 0

Delivered under budget 12 75

Total cost «savings» BNOK 1,5  6

Projects evaluated as per today:  Ex Ante   82
Ex Post    16



Evaluation scores
(scale 1‐6)

Low score 
(1‐2)

Medium 
(3‐4)

High score
(5‐6)

Efficiency 0 7 9

Effectiveness 0 6 10

Relevance 0 6 10

Sustainability 1 3 12

Impact 0 10 6

Sosioeconomic viability 1 9 6

Projects evaluated as per today:  Ex Ante   82
Ex Post    16



Evaluation results
on the web

Front page



Portfolio overview
mode

Evaluation results
on the web



Projects snapshot 
mode

Evaluation results
on the web



Project level

Evaluation results
on the web



Project level

Evaluation results
on the web



Evaluation criteria
level

Evaluation results
on the web



Methodology, advice and guidelines



Some lessons and advice

• The OECD and CBA methodologies in combination ensures a 
comprehensive understanding of the feasibility of large projects.

• Evaluation criteria shold be standardized in order to draw lessons
across projects, but not standardized indicators

• Evaluation teams need to be multidisciplinary. Social science a must

• Deficiencies in project logic and formally agreed objectives need to be 
sorted out up front

• To be performed 3‐5 years into the operation phase

• Etc. 



Thank you for your attention



Evaluation to make sound decisions

Thank you for 
your attention



Front‐end Project Operation

Ex ante evaluation 1

• Needs analysis
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• Cost estimation
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QA1
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Ex Post – Ex Ante double loop evaluation



Ex Ante evaluation



Ex Ante evaluation

Front‐end

Final report

Project Operation

Ex post 
evaluationEx ante evaluation 1

• Needs analysis

• Possibilities study

• Strategy analysis

• Requirements
analysis

• Cost estimation

• Alternatives 
analysis

QA1

Ex ante evaluation 2

• Overall strategy

• Uncertainty analysis

• Cost/benefits
estimation

• Management 
strategy

QA2



P50

P85

P100

Base estimate

Agency’s steering frame

Parliament’s cost frame

Expected additions

Contingency reserves

Cost

Probability

Reduction list

Expected
cost

Stochastic cost
estimation



Ex Post evaluation

Front‐end Project

Ex ante evaluation 2

• Overall strategy

• Uncertainty analysis

• Cost/benefits
estimation

• Management 
strategy

Ex ante evaluation 1

• Needs analysis

• Possibilities study

• Strategy analysis

• Requirements
analysis

• Cost estimation

• Alternatives 
analysis

Operation

QA1 QA2

Final report 

• Cost
• Quality
• Progress

Yr 0

Ex Post evaluation

• Efficiency
• Effectiveness
• Impact
• Relevance
• Sustainability
• Benefit/Cost

Yr 3 ‐ 5



Ex ante evaluation

Operation

QA1 QA2

Ex Ante 1

Front‐end Project

Ex Ante 1 Final report 

• Cost
• Quality
• Progress

Ex Post evaluation

• Efficiency
• Effectiveness
• Impact
• Relevance
• Sustainability
• Benefit/Cost
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