
 
 

 
 
FOR APPROVAL  OF PARA 13-25 
 
 18 December 2006

   
To:  Director General, OED 
   
Through:  Director, OED2 
   
From:  Marco Gatti 

Senior Evaluation Specialist, OED2 
   
Subject:  Special Evaluation Study on the Effectiveness of ADB’s Resident 

Missions—Proposed Evaluation Approach Paper 
 
A. Background and Rationale 
 
1. The preparation of a Special Evaluation Study (SES) on the Effectiveness of ADB’s 
Resident Missions (RM) was assigned to the author of this memo under the Operations 
Evaluation Department (OED) work program for 2007-2009. This would be OED’s tenth 
evaluation related to an ADB policy or strategy.1  
 
2. The main objective of the SES is to assess the effectiveness of resident missions (RM) 
in delivering services to clients. Originally slated for 2008 work program, the SES  has been 
advanced for 2007 completion, in light of the recently commenced review of the RM Policy by 
the Strategy and Policy Department (SPD) and the Budget, Personnel and Management 
Systems Department (BPMSD) with a view to provide inputs into the SPD-BPMSD Review.  
 
3. There have been significant changes to the business environment and procedures since 
the RM Policy was formulated in 2000. In terms of ADB’s internal operating environment, the 
number of fully functioning RMs has grown from 13 in 2000 to 23 by December 2006.2 Between 
2000 and 2006, authorized staff positions in RMs grew from 162 (8.1% of total ADB staff) to 447 
(18.2% of ADB staff). Over the same period, operational expenses tripled from $12.9 million to 
$38.5 million and administrative expenses increased from $4.3 million to $7.3 million. In line with 
the increase in the number and size of RMs, they have also progressively been delegated a 
greater number of responsibilities and authority to undertake their work than before. RM 

                                                 
1  Previous policy/strategy evaluations include: ADB. 2000. Special Evaluation Study on Policy Impact of Involuntary 

Resettlement. Manila; ADB. 2001. Special Evaluation Study on Gender and Development. Manila; ADB. 2005. 
Special Evaluation Study on Asian Development Bank Policy for the Health Sector. Manila; ADB. 2006. Special 
Evaluation Study on the Fisheries Policy. Manila; 2006. Special Evaluation Study on Urban Sector Strategy and 
Operations. Manila; ADB. 2006. Special Evaluation Study on Environmental Safeguards. Manila; ADB. 2006. 
Special Evaluation Study on Involuntary Resettlement Safeguards. Manila; ADB. In addition, there are two ongoing 
policy evaluations for review of ADB’s energy policy and its indigenous people’s policy. 

2  This includes 19 RMs, one country office (Philippines), one liaison and coordination office (Australia), one special 
office (Timor-Leste) and one subregional office (Fiji). In addition to these offices, there are currently four satellite 
offices (Kerala, Tamilnadu, Sumatera and Banda Aceh), two liaison offices (Turkmenistan and Armenia), and three 
representative offices (Europe, USA and Japan). 
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operations have become a critical and integral part of ADB’s operations and external relations, 
particularly since the 2002 reorganization.  
 
4. Some RMs have also played roles in responding to emergency situations and facilitated 
establishment and operations of extended missions. Recently, non-regional departments have 
or are planning to out-post staff to RMs to boost direct- and country-based collaboration. 
Reflecting the changes in the internal business environment, a number of policy papers, 
strategies, evaluation studies, action plans, and other reports have made recommendations for 
action that are RM-specific and recommending more substantive role in disaster management, 
safeguards implementation, governance reform, external relations, public communications, 
poverty reduction, and decentralized project administration.  
 
5. Recent operations evaluation reports have recommended that (i) an adequate number of 
international staff members should be stationed at RMs to cover the key areas selected in the 
country strategy and program (CSP); (ii) institutional flexibility is needed to reduce the staff in 
areas that are not selected as priorities in CSPs, and to redeploy them in other areas; and (iii) 
there is a need to allocate more experienced staff to RMs to facilitate faster responses and 
better understanding of country characteristics and complexities. 
  
6. The external development challenges faced by ADB and the DMCs in the regions have 
also evolved since the RM Policy was formulated in 2000. These development challenges are 
reflected in the greater attention given to middle-income countries and to DMC issues and 
challenges; increasing demand for ADB’s private sector operations from DMCs; greater support 
for disaster management and post-conflict management; the new directions and priorities 
emanating from ADB’s Medium Terms Strategy II; and ADB’s competitiveness vis-à-vis other 
multilateral development banks, the DMC domestic private sector, and the international private 
sector.  
 
7. Given the above developments, it is considered an opportune time to take stock of and 
evaluate the accomplishments of the RMs to date and to draw conclusions for improving current 
and future RM operations.  
 
B. RM Policy and RM Development 
 
8. 2000 RM Policy. The RM Policy approved in February 20003 reviewed the evolution of 
ADB’s RMs, presented the status of the RMs at that time, compared ADB’s RMs with field 
offices of other multilateral development banks, and justified the need for a change in ADB 
policy. The RM Policy recommended that, in principle, ADB should have an RM in each 
borrowing DMC where it is practicable. The review of the implementation of the policy was to 
take place one year after Board approval of the R-paper, and the results of pilot testing after two 
years. The new RM Policy’s mission statement was: “the RM provides the primary operational 
interface between ADB and the host DMC and strives to maximize the efficiency, effectiveness, 
and impact of ADB operations in the DMC.” The new objectives and functions for RMs are 
shown in Box 1. 

                                                 
3  ADB. 2000. Resident Mission Policy. Manila. 
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Box 1: Objectives and Functions of RMs under the 2000 RM Policy 
 
The RM Policy contains the following strategic objectives:  

(i) promote the implementation of ADB’s overarching goal of poverty reduction and related objectives 
in the DMC;  

(ii) enhance policy dialogue with the DMC by providing high quality and timely advice; 
(iii) be a recognized and intellectual resource and knowledge base on development issues in the DMC; 
(iv) enhance the visibility of ADB and its activities in the DMC. 

 
and partnership objectives: 

(i) create strong partnerships with DMC development stakeholders including government, the private 
sector, and civil society;  

(ii) enhance ADB’s responsiveness to local needs and issues; 
(iii) take leadership in aid coordination here possible, and build strong relationships with other funding 

sources; and 
(iv) promote subregional cooperation. 

 
The standard RM functions are the functions an RM must perform as ADB’s principal representative in the field. They 
include:  
 (i) government, civil society, and private sector relations; 
 (ii) policy dialogue and support; 
 (iii) country reporting; 
 (iv) aid coordination; and 
 (v) external relations and information dissemination. 
  
The specific RM functions relate more directly to the delivery and implementation of ADB’s products. They include: 
 (i) country programming; 
 (ii) project and TA processing; 
 (iii) portfolio management and project administration; and 
 (iv) economic and sector and analytical work. 
  
 
9. 2001 OED SES Interim Report. In 2001, OED started an interim special evaluation 
study (SES) on ADB’s RMs.4 The SES focused mainly on (i) evaluating the standard and 
specific roles that RMs had fulfilled; (ii) assessing the roles of RMs in portfolio management, 
project administration, and support to Headquarters; and (iii) formulating a set of performance 
indicators for evaluating RMs. The study also included a questionnaire survey of all RM staff 
and headquarters staff involved with RMs on their perception of RM policy and RM 
effectiveness. The Study was not completed due to the impending 2002 reorganization and the 
decision to advance the 2002 SPD-BPMSD RM Review. Another important reason for the report 
not being completed was that OED felt that more work was on the costs of RMs, and specifically 
on cost effectiveness analysis. The SES’s provisional recommendations were: 
 

(i) Resident Mission Objectives and Functions. The primary interface concept of the 
2000 RM Policy should be supported by giving the RMs more authority, steadily 
increasing the number of delegated projects, providing more budget flexibility and 
autonomy so that RMs can make more of their own decisions on allocations, and 
clarifying lines of authority. 

 

                                                 
4  ADB. 2001. Special Evaluation Study [Interim Report] on Asian Development Bank Resident Missions. 

Manila. Draft interim report dated July 2001.  
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(ii) Facilities and Resources. Resources should be allocated to RMs on cost 
effectiveness grounds, not merely on purely cost grounds. The real incremental 
costs of implementing the 2000 Policy should be calculated by considering cost 
savings—both actual and potential—at Headquarters engendered by the 
movement of staff and functions to the RMs. Such cost savings should be 
planned for and realized.  

 
(iii) Staff and Staffing. Training program for all professional staff in RMs should be 

expanded to cover personnel management, budgeting, and accounting as 
applied in RMs, as well as representational roles in more detail, especially media 
relations and interface with NGOs. Training in the language and culture of the 
host country should be made mandatory for service at most RMs.  

 
(iv) Performance Indicators. ADB’s strategic goals, together with the typology of RM 

functions (as presented in the RM Policy) be adopted as the bases for 
performance indicators, with the criteria themselves couched to reflect ADB’s 
overarching goal of poverty reduction.  

 
10. 2002 SPD-BPMSD RM Policy Review. In 2002, SPD and BPMSD carried out a review 
of the RM policy.5 The objective of the review was to assess whether the objectives and the 
expectations of the RM Policy were being achieved, what issues and constraints to effective 
implementation had emerged, and how these could be addressed. The Review confirmed the 
feasibility and desirability of full-fledged transfer of the standard and specific functions to RMs. 
The following were the main recommendations of the Review: 
 

(i) Expand Country Programming: Regional departments should consider delegating 
this function to more RMs given the successful pilot.  

 
(ii) HQ to Retain Lead in Project Processing: The review noted the complexity of 

loan processing from RMs, and recommended retention of this function primarily 
at Headquarters, with RMs becoming active and integral parts of project teams.  

 
(iii) Expand Portfolio Implementation by RMs: More projects should be delegated, 

and greater use of local staff considered, with some increase in professional 
staff.  

 
(iv) Improve Communications: Proactive communications strategy needed for the 

local context, and staff with necessary skills. Give greater attention to language 
skills, and invest in communication facilities.  

 
(v) Integrate into Knowledge Work: Involve RMs more in sector and thematic 

networks, and expand RMs’ role in ‘knowledge’ work.  
 
11. The Review also highlighted staffing as a key issue and made the following 
recommendations: (i) performance of functions required more than two Headquarters staff in an 
RM; (ii) one- or two-person RMs could only absorb a limited number of functions; and (iii) staff 
skills mix to meet specific country requirements must be addressed. 
 

                                                 
5  ADB. 2002. Review of Progress in Implementation of the Resident Mission Policy. Manila. 
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12. In addition, perceptions of ADB’s effectiveness in addressing the needs of its clients 
have also to be taken into account. Boxes 2 and 3 below show the key findings of two recent 
perception surveys. Both rate ADB performance favorably but highlighting also the areas where 
its performance could be better. 

 
 

Box 2: Findings of 2006 MOPAN Surveya 
 
(i) ADB plays a central role in policy dialogue with the its DMC governments, but there is room for further 

improvement; 
(ii) ADB’s performance in terms of capacity development and the promotion of government ownership 

varies significantly; 
(iii) ADB’s technical advice is generally of good quality; 
(iv) ADB contributes actively to private sector participation in its policy dialogue; 
(v) ADB is less active in promoting NGO participation, but actively consults civil society on its own work; 
(vi) ADB is generally well aligned with government development priorities and strategies, but little progress 

is seen towards alignment with national procedures; 
(vii) ADB does quite well with regard to information sharing with other development partners, but there is 

room for further improvement; 
(viii) ADB plays an active role in local donor coordination activities, but it could take the lead more often and 

should do more to avoid overlaps with others; 
(ix) ADB takes harmonization seriously in its policy dialogue with other donors, however little progress is 

seen at the operational level; and 
(x) ADB country offices cannot take any significant decision without referring back to headquarters, 

however, the country offices are receptive to other donors’ views. 
 
a  Multilateral Organisations Performance Assessment Network (MOPAN). 2006. The Annual MOPAN Survey 
2006: Donor Perceptions of Multilateral Partnerships at Country Level – Synthesis Report.  

 
 

 
Box 3: Findings of 2006 ADB Perception Surveya 

 
(i) ADB is considered effective and largely successful; 
(ii) ADB is recognized for financial and human resource strengths; 
(iii) identified weaknesses are procedures, capacity and accountability; 
(iv) poverty reduction requires high priority; 
(v) poverty reduction requires broad-based approach; 
(vi) performance in operational areas above average or average – not often poor; 
(vii) ADB clients and knowledgeable opinion leaders generally more positive; 
(viii) Communications somewhat good; publications have some influence; and 
(ix) Governments take responsibility for development but challenges persist. 
 
a  Princeton Survey Research Associate International. 2006. ADB Perceptions 
Survey: Multinational Survey of Opinion Leaders 2006.  

 
C. Proposed Special Evaluation Study 
 
 1. Objective, Scope, and Research Questions 
 
13. The main objective of the SES is to assess the effectiveness of RMs in delivering 
services to clients. The RMs’ clients include both in-country clients as well as clients in ADB 
Headquarters. 
 
14. In terms of its scope, the SES will (i) review and assess the role and sustainability of 
RMs in delivering services to DMC clients; (ii) review and assess the role and sustainability of 
RMs in delivering services to internal ADB clients; (iii) assess the relevance of the RM Policy’s 
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strategic and partnership objectives and the degree to which these objectives have been 
achieved; (iv) assess the relevance, effectiveness and efficiency of the standard, specific and 
newly emerged RM functions being undertaken by RMs; (v) review and assess the role of field 
offices of other aid agencies, in particular the World Bank; (vi) draw lessons for enhancing 
ADB’s operations and development effectiveness through RMs, and (vii) recommend practical 
steps to be taken by ADB and DMCs towards improving the effectiveness of RMs. 
 
15. The SES seeks to find answers to several questions: 
 

(i) Resident Mission Objectives and Functions: Were the RM Policy’s stated 
objectives and functions internally consistent and did they reflect the strategic 
development goals of ADB at the time? How has the rapid increase in the 
number and size of RMs and the progressive delegation of operational 
responsibilities and authority affected RMs? Do RMs perform better than 
Headquarters units in delivering services to internal and external clients? How 
well have the RMs utilized resources (budget, staff, time, etc.) or inputs to 
undertake activities and achieve intended outcomes? Do the RM Policy’s 
procedures give sufficient flexibility to determine new functions as they emerge?  

(ii) Portfolio Performance/Project Management: Have projects delegated to RMs 
performed better than projects implemented from Headquarters? Are projects 
delegated to RMs implemented with fewer resources and in a more timely 
manner than projects implemented from Headquarters? Has the progressive 
delegation of operational responsibilities and authority to RMs led to a decrease 
in transaction costs?  

(iii) Constraints: What are the main constraints faced by RMs in the effective and 
efficient implementation of their RM functions and how are these being 
addressed? What are the main constraints faced by other aid organizations with 
field offices and how are they addressing these constraints? 

(iv) Lessons. What positive and negative lessons can be learned from ADB’s 
experience of implementing the RM policy since 2000 in terms of relevance and 
sustainability the RM Policy in general, and effectiveness and efficiency of the 
assigned RM functions in particular. 

 
16. The evaluation questions and the research required to answer them are elaborated in 
the draft evaluation design matrix in Attachment 1. 
 
2. Approach and Methodology 
 
17. The SES will be carried out through a combination of studies, interviews, and document 
review to be conducted in the field and at ADB Headquarters. Preliminary details of study 
components are summarized below: 
 

(i) retrospective analysis of RM operational developments; 
(ii) evaluation of RM functions; 
(iii) comparator assessment; 
(iv) before and after assessment; 
(v) questionnaire surveys of key informants; and  
(vi) strategic options analysis. 
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The first four components will be examined using ADB’s operational data, and interviews with 
selected ADB, client government and development partner officials. Further details of linkages 
between study components and research questions are shown in Attachment 1.  
 
18. The SES’s approach to performance assessment and rating will draw flexibly upon 
OED’s guidelines for preparation of country assistance performance evaluations (CAPE). The 
basic methodology will consist of a bottom-up assessment of the RMs’ efforts to operationalize 
the RM functions assigned to them with respect to relevance, effectiveness and efficiency 
criteria. The SES will attempt to rate at an aggregated level the performance of the RMs in 
operationalizing the functions assigned to them and for this purpose will draw on the study 
component findings (para. 14). As part of the assessment of sustainability of the RM Policy, a 
strategic options analysis is proposed to look at the ways to address the constraints currently 
facing RMs and those that are likely to be faced by RMs in the future. The methodology for the 
strategic options analysis is still not determined, but tentatively it is considered that either a 
strength-weaknesses-opportunities-threats (SWOT) analysis or a balanced scorecard approach, 
or a combination thereof, would be appropriate. The proposed evaluation approach and 
methodology is considered preliminary and will be further refined at the inception phase in 
January 2006. 
 
 3. Coordination between the SES and the RM Policy Review 
 
19. OED’s SES will be closely coordinated with the planned work by SPD and BPMSD on 
the 2007 RM Policy Review. As mentioned above, the SES will mainly focus on assessing the 
relevance, effectiveness, efficiency and impact of RMs in delivering services to clients. As such, 
the SES will be mainly retrospective in nature. By contrast, the SPD-BPMSD Review will focus 
on the efficiency and cost effectiveness of the RM’s operations, as well as the implications of 
the changes in ADB’s internal business environment and the external development challenges 
for RM operations. In this sense, the SPD-BPMSD Review will be more policy-related and 
forward-looking than the SES. The terms of reference for the SPD-BPMSD Review, which are 
currently under preparation,6 foresee the submission of a Board Information Paper in October 
2007. To ensure proper coordination and sequencing of activities on the two studies, the SES 
task manager will liaise frequently with SPD and BPMSD staff. 
 
 4. Limitations 
 
20. The SES will: 
 

(i) cover the entire period 2000–2006, corresponding to the period since the 2000 RM 
Policy was approved. Some study components (such as the retrospective 
assessment of RM operational developments and the before and after comparison 
of RMs) will selectively assess pre-2000 developments;  

(ii) cover the 23 resident missions,7 four satellite offices of resident missions,8 and two 
liaison offices 9  existing in December 2006. Representative offices will not be 
covered under the study; and 

                                                 
6  SPD is taking the lead in formulating the terms of reference and will have primary responsibility for drafting 

the final report. 
7  These being the 19 RMs in Afghanistan, Azerbaijan, Bangladesh, Cambodia, People’s Republic of China, India, 

Indonesia, Kazakhstan, Kyrgyz Republic, Lao People’s Democratic Republic, Mongolia, Nepal, Pakistan, Papua 
New Guinea, Sri Lanka, Tajikistan, Thailand, Uzbekistan, and Viet Nam, plus the Philippine Country Office, the 
South Pacific Subregional Office in Fiji, Pacific Coordination and Liaison Office in Australia, and the Special 
Liaison Office in Timor-Leste. 
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(iii) be mainly retrospective in nature and focus principally on assessing the 
effectiveness (e.g., in terms of relevance, effectiveness, efficiency and 
sustainability) of RMs in delivering services to clients.  

 
D. Resource Requirements and Schedule 
 
21. Deskwork has already begun by the Headquarters-based team, including the SES task 
manager (author of the evaluation approach paper), evaluation officer, and evaluation assistant. 
A detailed partner opinion survey questionnaire has been prepared and will be selectively pilot-
tested during the forthcoming CAPE missions to PRC, India and Sri Lanka. In addition to 
guiding the Headquarters team, the SES task manager will coordinate closely with the SPD-
BPMSD team preparing the Policy Review and provide them with inputs at various stages, 
participate in the fieldwork, undertake the before and after RM case studies, and take the lead 
in the preparation and delivery of the SES. 
 
22. The SES will be carried out in two distinct phases. Phase 1 will cover the period 
January-March 2007 and will include preparation of a detailed work program in mid-December, 
commencement of data collection and survey work, systematic  desk review of the internal 
requirements and actual experience of the RMs, and field missions to selected DMCs. Phase 2 
will cover the period April-June 2007 and will consist of completion of the data collection and 
survey work commenced during Phase 1, analysis of all of the available data, finalization of 
each of the study components, and writing of the SES report. Specific activities in this phase will 
be influenced by the progress achieved in Phase 1. In case of poor survey response rate, 
additional survey work may be carried out and/or additional missions fielded to the DMCs to 
supplement the existing survey results. 
 
23. The recruitment of the external consultant team for Phase 1 will be done as soon as 
possible, and the fieldwork is expected to commence in January 2007. The external consultant 
team will comprise a combination of two international consultants (evaluation specialist and 
strategic management specialist) and two domestic consultants (survey specialist and data 
management specialist). They will cover the following activities/study components: (i) inception 
work to refine the evaluation methodology and take into consideration strategic issues, finalize 
the work plan, select field visit destinations and fine-tune survey questionnaires, (ii) preparation 
and conduct of key informant surveys/interviews and analysis of results (iii) retrospective 
analysis of RM operational developments, (iv) RM functions assessment, (v) comparator 
assessment, (vi) before and after assessment, (vii) strategic options analysis, (viii) 
dissemination of initial results, and (ix) report preparation.  Table 1 shows the area of expertise 
and the time required from each consultant. Brief terms of reference (TOR) for the consultant 
work are provided in Attachment 2, and detailed TOR will be provided at recruitment and 
workplan will be finalized during the international consultant’s inception mission. 
 
 
 
 

 
 
 

                                                                                                                                                          
8  These satellite offices include the two extended missions in Kerala and Tamilnadu, India; the extended mission in 

Sumatera, Indonesia; and the Project Management Office in Banda Aceh, Indonesia. 
9  The liaison offices are in Turkmenistan and Armenia and are financed from small-scale advisory technical 

assistance grants. 
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Table 1: Consulting Requirements 

 (weeks) 
International Consultants Domestic Consultants 

Activity/Study Component Manila/Field Home Total Activity/Study Component Manila Total 
Phase 1    Phases 1 and 2   
Evaluation Specialist    Survey Specialist   
1.  Inception – workplan, surveys, etc. 2  2.00 1.  Inception 2 2.00 
2.  Surveys/Interviews 2  2.00 2.  Surveys 10 10.00 
3.  Retrospective Analysis of RMs 2  2.00    
4.  RM Functions Assessment 2  2.00 Data Management Specialist   
    1.  Inception 2 2.00 
Strategic Management Specialist    2.  Retrospective Analysis 6 6.00 
1.  Inception – Strategy, methodology 1  1.00 3.  RM Functions Assessment 6 6.00 
    4.  Comparator Assessment 4 4.00 
    5.  Before and After Assessment 2 2.00 
Phase 2    6.  Report Preparation 2 2.00 
Evaluation Specialist       
1.  Surveys/Interviews 1  1.00    
2.  RM Functions Assessment 1  1.00    
3.  Report Preparation 2  2.00    
       
Strategic Management Specialist       
1.  Comparator Assessment 1  1.00    
2.  Strategic Options Analysis 2  2.00    
3.  Dissemination of Initial Results 1  1.00    
4.  Report Preparation 3  3.00    
       
             Total   20.00   36.00 
 
24. An earlier version of the evaluation approach paper was circulated for peer review and 
was also discussed with SPD and BPMSD. The paper has been finalized taking into 
consideration the comments received on the earlier version. Contingent on the Governments’ 
agreements on the proposed timing of field visits and consultations, as well as fast turnaround 
in receiving comments, the tentative schedule for the SES has been developed as follows: 
 
 Evaluation Approach Paper Preparation   November 2006 
 Approach Paper Approval by Director General  December 2006 

Mobilization of Consultants     January 2007 
 Desk Research      January – February 2007 

Operations Evaluation Missions    February - March 2007 
 SES Storylines      March 2007 
 Consultant Report Preparation and Finalization   March-April 2007 
 Consolidation of Consultant Reports/Draft 
     SES Preparation      April 2007 
 OED Internal Review      II May 2007 
 Interdepartmental Review     IV May 2007 
 Regional Consultation      I June 2007 
 DG-level Meeting of the SES Recommendations  II June 2007 

Draft to Editor       III June 2007 
 Submission to OED Director General   I July 2007 
 Circulation of the SES Report to DEC   II July 2007 

Proposed DEC Discussion     II August 2007 
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Note: Informal Board Seminar on SPD/BPMSD Review  June 2007 
SPD/BPMSD provides input to Work Program Budget  
    Framework 2008-2010     June 2007 

 SPD/BPMSD provides input for 2008 Budget  September 2007 
Board Information Paper     October 2007 

 
Attachments: 
1. Draft Evaluation Design Matrix 
2. Outline Terms of Reference for the SES Team 
 
 
 
 
cc: Directors General, EARD, CWRD, PARD, SARD, SERD; Directors, CWAE, CWGF, CWID, CWOC, CWOC, 

CWSS, EAAE, EAEN, EARG, EASS, EATC, OED1, SAEN, SAGF, SANS, SAOC, SATC, SAUD, SEAE, 
SEGF, SEID, SEGF, SEOC, SESS; Country Directors, AFRM, AZRM, BRM, CARM, INRM, IRM, LRM, 
NRM, KARM, KYRM, MNRM, PLCO, PNRM, PRCM, PRM, SLRM, TJRM, TRM, URM, VRM; E. Gozali, I. 
Matsumoto, BPBM; V. Reppelin-Hill, SPMS; OED Central Files 

 
MG/iig 
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DRAFT EVALUATION DESIGN MATRIX 

ISSUES EVALUATION QUESTIONS INFORMATION REQUIRED INFORMATION SOURCES STUDY COMPONENT 

1. Relevance of the Resident 
Mission (RM) Policy’s 
stated objectives and 
functions in terms of 
achievement of strategic 
development goals of Asian 
Development Bank (ADB) 
and developing member 
countries (DMC). 

Were the RM Policy’s stated objectives and 
functions internally consistent and did they 
reflect the strategic development goals of ADB 
at the time?  
 
What was the external environment in which 
the objectives and functions were formulated? 
 
What was the added value of the 2000 RM 
Policy vis-a-vis the earlier RM policies? 
 
What are the changes in ADB’s internal 
business environment since 2000 that have 
implications for the RM Policy?  
 
Do the RM Policy’s objectives and functions 
conform to international “best practices”? 
 

Comparison of RM-related objectives 
and functions with ADB’s strategic 
development goals.  
 
Comparison of RM-related objectives 
and functions with those of earlier RM 
policies.  
 
Comparison of recommendations 
contained in ADB internal documents 
relating to RMs and how these 
recommendations have evolved over 
time.  
 
Relevance of RM Policy’s objectives 
and functions as perceived by key 
DMCs central government agencies 
and executing agencies, 
nongovernment organizations, RM 
staff and Headquarters operational 
staff.  
 
Impartial view of ADB’s performance 
(including RMs) provided by 
independent perception surveys. 
 
Collection and comparison of RM 
policies (as well as their respective 
objectives and functions) of other aid 
organizations. 
 
 
 
 

Review of long- and medium-
term strategies and comments 
on 2000 RM Policy made by 
departments and 
Management. 
 
Review of 1986 RM Policy and 
2002 RM Policy Review. 
 
Policy papers, strategies, 
evaluation studies, action 
plans, and other reports 
containing recommendations 
for actions that are RM-
specific. (see Attachment 3) 
 
Interviews with ADB staff who 
were involved in drafting of the 
2000 RM Policy, the 2001 
Interim SES, and the 2002 RM 
Policy Review. 
 
Surveys by the Multilateral 
Organizations Performance 
Assessment Network (2006) 
and Princeton Survey 
Research Associate 
International (2006) and 
others. 
 
Questionnaire survey of in-
country development partners 
(including staff of central 
government agencies, 
executing agencies, 
nongovernment organizations, 
and other development 
agencies), RM staff and 
Headquarters operational staff. 
 
Consultations with in-country 
development partners on the 
relevance of RM policies and 
procedures. 
 
RM policies of other aid 
organizations 

Retrospective Analysis 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Questionnaire Surveys  
 
 
 
 
 
 
 
 
 
Comparator Assessment 
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ISSUES EVALUATION QUESTIONS INFORMATION REQUIRED INFORMATION SOURCES STUDY COMPONENT 

2. Effectiveness of the RMs 
in delivering services to 
their clients. 

Do RMs perform better than Headquarters 
units in delivering services to internal and 
external clients? 
 
To what extent have RMs fulfilled the functions 
assigned to them in the RM Policy? 
 
To what extent have RMs fulfilled the other 
functions assigned to them in the RM 
establishment Board papers? 
 
How have RM functions evolved since the RM 
policy was adopted? What are the new 
functions that have been added since the 
Policy was approved? 
 
How has the rapid increase in the number and 
size of RMs and the progressive delegation of 
operational responsibilities and authority 
affected RMs? 
 
Have projects delegated to RMs performed 
better than projects implemented from 
Headquarters? 
 
What are the main constraints faced by RMs in 
effective implementation of the assigned RM 
functions and how are these being addressed? 
 
What are the main constraints faced by other 
aid organizations with field offices and how are 
they addressing these constraints? 
 
How effective have the RMs been in carrying 
out the specific functions compared to other 
aid organizations with field offices? 
 
If ADB had not opened an RM, would the 
country have been as satisfied with ADB’s 
service delivery? 
 

Evidence for improvement, or lack 
thereof, in service delivery to clients 
over time in accordance with the RM 
policy, particularly before and after 
promulgation of the 2000 RM Policy. 
 
Comparison of the evolution of the 
assigned functions for each of the RMs 
against what was set out in the Board 
establishment papers and any 
subsequent RM plans. 
 
Comparison of the new functions that 
have emerged in RMs that were 
neither foreseen in the RM Policy, nor 
in the Board establishment papers. 
 
Comparison of the degree of 
delegation of operational 
responsibilities in each of the RMs. 
 
Comparison of the degree of 
delegation of authority 
in each of the RMs. 
 
Comparison of project-related 
indicators. For example, numbers 
projects at risk, project performance 
ratings, economic internal rates of 
return of individual projects, 
percentage of contract awards, etc. 
 
Constraints faced by RMs in fulfilling 
their assigned functions as perceived 
by key DMCs central government 
agencies and executing agencies, 
nongovernment organizations, RM 
staff and Headquarters operational 
staff. 
 
Constraints faced by other aid 
agencies in fulfilling the functions 
assigned to their field offices. 
 
Data over two points in time showing 
external client satisfaction with RMs 
vis-à-vis the pre-existing arrangement. 
 
 

Desktop research of RM 
establishment Board Papers, 
RM annual/monthly reports 
showing assigned functions 
over time. 
 
Desktop research of RM 
establishment Board Papers, 
RM annual/monthly reports 
showing delegation of 
operational responsibilities 
over time. 
 
Desktop research of RM 
establishment Board Papers, 
RM annual/monthly reports 
showing delegation of authority 
over time. 
 
Desktop research of project 
ratings data, including ratings 
in PCRs, TCRs, project 
performance evaluation reports 
(PPERs), TA performance 
evaluation reports /TPERs), 
special evaluation studies, and 
other evaluation reports. 
  
Questionnaire survey of in-
country development partners, 
RM staff and Headquarters 
operational staff. 
 
Consultations with in-country 
development partners, 
especially other aid 
organizations to better 
understand the constraints 
faced by field office staff in 
fulfilling their assigned 
functions. 
 
Identification of survey results 
on client satisfaction that would 
permit before and after 
comparison of service delivery. 
 

RM Functions 
Assessment 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Questionnaire Surveys 
 
 
 
 
Comparator Assessment 
 
 
 
 
 
 
 
 
Before and After 
Assessment 
 

3. Efficiency in terms of 
inputs, activities and 
outcomes. 

In general, how well have the RMs utilized 
resources (budget, staff, time, etc.) or inputs to 
undertake activities and achieve intended 
outcomes? 

Staffing levels in RMs (including 
international, national officer, 
administrative, and contractual staff) 
and their evolution over the study 

Desktop research of personnel 
and budget documents, RM 
annual/monthly reports 
showing staffing and budget 

Retrospective Analysis 
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ISSUES EVALUATION QUESTIONS INFORMATION REQUIRED INFORMATION SOURCES STUDY COMPONENT 

 
What is the staff incentive structure for staff 
working in RMs and how has this evolved over 
time? 
 
What is the mix of staff expertise in RMs and 
how has this changed over time? 
 
Has the large increase in number and size of 
RMs since 2000 led to a reduction in the 
transaction costs for ADB to deliver services to 
clients? 
 
Has the progressive delegation of operational 
responsibilities and authority to RMs led to a 
decrease in transaction costs? 
 
Do projects delegated to RMs take less 
resources to implement compared to those in 
Headquarters? 
 
Do projects delegated to RMs take less time to 
implement compared to those in 
Headquarters? 
 
What are the main constraints faced by RMs in 
the efficient implementation of the assigned 
RM functions and how are these being 
addressed? 
 
What are the main constraints faced by other 
aid organizations with field offices and how are 
they addressing these constraints? 
 
How efficient are ADB’s RMs compared to the 
field offices of other aid organizations? 
 
 

period, including evolution of RM 
vacancy rates. 
 
RM budgets (both operational and 
administrative) and their evolution over 
the study period.  
 
RM staff incentives and their evolution 
over time. 
 
Comparison of indicators of process 
efficiency. For example, average time 
from loan signing to effectiveness; 
percentage of loans with extensions to 
active effective loans; disbursements 
(actual vs. projected); disbursement 
delays in terms of disbursement ratio; 
undisbursed loan amount; delays in 
counterpart funding; average time for 
Government signature of loan 
agreements, TA letters, JFPR letters, 
etc.; turnaround time in response to 
emergency situations, etc. 
 
Comparison of indicators of 
productivity. For example, number of 
reports prepared per year by RM, 
number of projects handled by RM 
international staff per year, percentage 
of national officers handling project 
administration responsibilities, etc. 
 
Constraints faced by RMs in utilizing 
available resources to best effect, as 
perceived by key DMCs central 
government agencies and executing 
agencies, nongovernment 
organizations, RM staff and 
Headquarters operational staff. 
 
Constraints faced by other aid 
agencies in utilizing their field office 
resources. 
 

resources over time. 
 
Desktop research of personnel 
and budget documents 
showing incentives faced by 
RM staff, including 
remuneration/ benefits, career 
opportunities, etc.  
 
Desktop research of reports 
produced by RMs, including: 
country strategy and programs 
(CSP), CSP updates, reports 
and recommendations to the 
president, technical assistance 
papers, project completion 
reports (PCRs), TA completion 
reports (TCRs), etc. 
 
Desktop research of data 
prepared by Central 
Operations Services Office, 
Controllers Department 
showing procurement, 
disbursement data for RMs.   
 
Questionnaire survey of in-
country development partners, 
RM staff and Headquarters 
operational staff. 
 
Consultations with in-country 
development partners, 
especially other aid 
organizations to better 
understand the constraints 
faced by field office staff in 
efficiently utilizing their field 
office resources. 
 

 
 
 
 
 
 
 
 
 
RM Functions 
Assessment 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Questionnaire Surveys 
 
 
 
 
Comparator Assessment 
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ISSUES EVALUATION QUESTIONS INFORMATION REQUIRED INFORMATION SOURCES STUDY COMPONENT 

4. Sustainability of the RM 
Policy’s procedures. 

Are the RM Policy’s mission statement and 
recommendation that “ADB should have an 
RM in each borrowing DMC where it is 
practicable” supported by the findings of the 
SES? Should this recommendation be 
qualified or altered? 
 
Do the RM Policy’s procedures give sufficient 
flexibility to determine new functions as they 
emerge?  
 
Is the out-posting of staff by non-regional 
departments a sustainable way to boost direct- 
and country-based collaboration? 
 
What is best way to alleviate the constraints 
currently faced by RMs? 
 
The sustainability of the RM Policy depends on 
the demonstration of continued benefit to 
clients of the RM operations. What is the best 
way to enhance this benefit to clients? 
 

Assessment of the emergence and 
evolution of new functions, such as 
support to Headquarters missions, 
local capacity building, private sector 
operations, promoting subregional 
cooperation. 
 
Assessment of constraints faced by 
RMs and review of possible options to 
alleviate these constraints. 
 
Assessment of options to enhance the 
benefits RM’s provide to clients. 
 
Experience from other aid agencies. 

Desktop research of RM 
establishment Board Papers, 
RM annual/monthly reports 
showing evolution of newly 
emergent functions over time. 
 
Results of RM Functions 
Assessment regarding 
constraints faced by RMs 
 
Results of Comparator 
Assessment of constraints 
faced by field office staff of 
other aid agencies 
 

Retrospective Analysis 
 
 
 
 
 
Strategic Options 
Analysis 

5. Lessons learned from the 
experience of implementing 
the RM Policy so far. 

What positive and negative lessons can be 
learned from ADB’s experience of 
implementing the RM policy since 2000 in 
terms of relevance and sustainability the RM 
Policy in general, and effectiveness and 
efficiency of the assigned RM functions in 
particular. 
 
 

Main issues and problems 
encountered during the implementation 
of the RM Policy as reported by ADB 
staff and in-country partners. 
 
Experience from other aid agencies. 

Questionnaire survey and 
interviews of in-country 
development partners, RM 
staff and Headquarters 
operational staff to obtain their 
assessment of the main issues 
and problems faced by RMs. 
 
Consultations with in-country 
development partners, 
especially other aid 
organizations on main issues 
and problems faced by their 
field offices. 
 

All study components 
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Attachment 2 
 

OUTLINE TERMS OF REFERENCE FOR THE PHASE 1 SES TEAM 
 
A. Task Manager – Senior Evaluation Specialist 
 
1. The task manager is responsible for the overall preparation of the Special Evaluation 
Study (SES) report. Specific tasks of the task manager include the following: 
 
(i) Plan, coordinate and lead activities related to the preparation and fielding of operations 

evaluation missions (OEM), preparation of the SES report, and consultations with the 
Government and its agencies. 

(ii) Review relevant ADB documents produced by various ADB departments/offices, 
including OED’s 2001 Special Evaluation Study [Interim Report] on ADB Resident 
Missions (RM), (Strategy Policy Department/Budget, Personnel and Management 
Systems Department) SPD/BPMSD’s 2002 Review of Progress in Implementation of the 
Resident Mission Policy, and other procedures, policies and guidelines relating to RMs. 

(iii) Discuss with staff of the Strategy and Policy Department (SPD), the Budget, Personnel 
and Management Systems Department (BPMSD) and operational departments to collect 
views, and experience with RMs and also to coordinate the SES work with SPD-
BPMSD’s work on the 2007 RM Policy Review and the work of other operational 
departments (e.g., Pacific Department’s planned review of its RMs in the Pacific region). 

(iv) Further refine the preliminary evaluation approach and methodology in SES evaluation 
approach paper. Devise emergent evaluation approaches as the need arises during the 
course of the evaluation. 

(v) With assistance from the international evaluation specialist, prepare “before and after” 
RM case studies to assess how closely client satisfaction is linked to presence of ADB 
RMs in a developing member country. For this purpose, undertake necessary desk 
studies and surveys (including email, fax and/or field surveys). DMCs to be visited for 
the case studies will be determined at inception stage. 

(vi) Guide and supervise team members in performing their tasks, and integrate the tasks of 
the team to meet the purpose and scope of the SES. 

(vii) Assess the relevance, effectiveness and impact of RMs in delivering services to clients. 
This includes (i) the relevance of the RM Policy’s objectives and the degree to which 
these objectives have been achieved, and (ii) the effectiveness with which RMs have 
operationalized the standard and specific functions assigned to them, and (iii) the overall 
impact of the RMs in delivering services to both internal and external clients.  

(viii) Lead selected OEMs to developing member countries (DMCs), including discussions 
with (i) RM staff, (ii) government representatives and staff of executing agencies; (iii) 
stakeholder consultations; and (iv) consultations with development partners. DMCs to be 
visited for the case studies will be determined at inception stage. 

(ix) Provide guidance and feedback to all team members including consultants, review their 
draft reports, and ensure a teamwork environment for the preparation of the SES report. 

 
B. Senior National Evaluation Officer 
 
2. The Senior National Evaluation Officer will assist the task manager with the SES 
process and report preparation, particularly on matters related to (i) data and information 
gathering and analyses derived from ADB’s information systems on the assigned RM functions, 
evolution of actual RM functions, extent of delegated operations, staffing, and budget; (ii) 
portfolio performance of RMs; (iii) assist with the conduct of the questionnaire surveys and initial 
analysis of the survey results, and (iv) assistance and support to the SES team. Specific tasks 
include (but not limited to) the following: 
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(i) Collect data on the functions assigned to RMs in Board papers and any changes to 
these functions over 2000-2006. 

(ii) Collate data on the evolution of actual RM functions and the extent of delegated 
operations for each of the RMs during 2000-2006 adopting the matrices suggested by 
the SPD. 

(iii) Undertake a preliminary analysis of the data in (i) and (ii) to determine how successful 
the RMs have been in fulfilling there assigned functions and delegated tasks. Prepare 
tables, charts and other visual aids to display clearly the above data. 

(iv) Collect data on portfolio performance of the RMs over the period 2000-2006. 
(v) Collect detailed data on RM budget and staffing during 2000-2006, as well as other data 

that may be relevant for the assessment of the effectiveness and efficiency of RMs. 
(vi) Assist the international evaluation specialist and the domestic evaluation analyst in the 

preparation and conduct of the surveys. In particular, assist the specialist in the setting 
up of the initial contact database and, for this purpose, liaise with staff of the Office of 
Information Systems and Technology expert in computer software for surveys. 

(vii) Liaise regularly with national officers in SPD, BPMSD to share data and results of the 
SES and to ensure that the respective works on the SES and SPD-BPMSD Review are 
coordinated. 

(viii) Process requests for recruitment and mobilization of consultants, and perform 
administrative tasks related to the monitoring and variations of consultants’ contracts.  

(ix) Perform other tasks as required by the Team Leader in the context of providing support 
to other team members. 

 

C. Operations Evaluation Assistant 
 
3. The Operations Evaluation Assistant will support the SES team as follows: 

(i) Assist in searches of ADB documents, publications from external and internal sources, 
and miscellaneous references. 

(ii) Perform tasks related to the SES report preparation to comply with the ADB’s Handbook 
on Style and Usage, including typing, formatting, collation of drafts and integration of 
illustrations (charts, figures, tables etc.) for the SES report, and incorporation of editorial 
changes for finalization of the report. 

(iii) Assist the task manager to comply with administrative processes and procedures for the 
draft SES report circulation for internal peer review, interdepartmental review, OED’s 
approval, Management Response, the Development Effectiveness Committee, and the 
Board of Directors. 

(iv) Provide administrative and logistical support for missions, including clearances and 
travel arrangements. 

(v) Assist the task manager in all aspects of packaging and dissemination of the findings 
and lessons of the SES.  

 
D. Evaluation Specialist (international consultant) 
 
4. The international consultant, under the guidance of the task manager will have, among 
others, the following responsibilities: 

 

(i) Review relevant ADB documents produced by various ADB departments/offices, 
including OED’s 2001 Special Evaluation Study [Interim Report] on ADB Resident 
Missions, SPD/BPMSD’s 2002 Review of Progress in Implementation of the Resident 
Mission Policy, and other procedures, policies and guidelines relating to RMs.  

(ii) Analyze the SES methodology and approach, and refine it as required based on the 
inception mission/initial investigations. 
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(iii) Undertake the preparation and conduct of questionnaire surveys of key informants and 
analyze the results of the surveys. In formulating the final survey design, take into 
account results of the 2006 Multilateral Organizations Performance Assessment Network 
(MOPAN) Survey and the 2006 ADB Perceptions Survey. Guide the work of the 
domestic consultant in setting up the initial survey contact databases and analysis 
databases. Together with task manager, liaise closely with SPD and BPMSD to ensure 
that the surveys cover their respective areas of concern.  

(iv) Visit two RMs (possible RMs that may be visited during the first phase include India, 
Indonesia, Mongolia, Sri Lanka, Lao PDR, Maldives and Fiji) to discuss with RM staff, 
concerned executing agencies/implementing agencies and other stakeholders on the 
strengths and weaknesses of the RMs.  

(v) Carry out the field survey, gather field data and interpret results to assess overall 
performance in each RM visited. Prepare a summary of findings for each of the countries 
visited. 

(vi) Assess the relevance, effectiveness and impact of RMs in delivering services to clients. 
This includes (i) the relevance of the RM Policy’s objectives and the degree to which 
these objectives have been achieved, (ii) the effectiveness with which RMs have 
operationalized the standard and specific functions assigned to them, and (iii) the overall 
impact of the RMs in delivering services to both internal and external clients.  

(vii) Assess the current role and functions of resident offices of other funding agencies, in 
particular the World Bank, in the DMCs concerned through literature review and field 
visits (as part of the field visits to selected RMs). 

(viii) Prepare a draft final SES of acceptable quality to ADB for submission to OED 
management, and undertake revisions as required. 

(ix) Other assignments as required by the OED task manager. 
 
E. Strategic Management Specialist (international consultant) 
 
5. The international consultant, under the guidance of the task manager will have, among 
others, the following responsibilities:  
 

(i) Review relevant ADB documents produced by various ADB departments/offices, 
including OED’s 2001 Special Evaluation Study [Interim Report] on ADB Resident 
Missions, SPD/BPMSD’s 2002 Review of Progress in Implementation of the Resident 
Mission Policy, and other procedures, policies and guidelines relating to RMs.  

(ii) Meet with relevant management-level staff to better understand the strategic and 
underlying issues that need to be addressed in the SES. Meetings may be with staff 
from Vice President’s offices, Regional Departments, the Strategic Policy Department, 
the Budget, Personnel and Management Systems Department, and other relevant 
departments. 

(iii) Review the preliminary SES methodology and approach, and make suggestions for 
improving same. 

(iv) Prepare a short briefing paper for submission to OED management, highlighting the 
strategic issues that need to be taken into consideration during the SES process; 

(v) Using data collected by the domestic management specialist and other information, 
undertake a brief comparator assessment of resident offices of other aid agencies, in 
particular the World Bank, in the DMCs concerned and draw relevant lessons for ADB’s 
RMs; 

(vi) Taking account of the results of the retrospective analysis of RMs, RM Functions 
Assessment, Comparator Assessment, Before and After Assessment and 
survey/interview results, analyze the strategic options facing ADB in ensuring continued 
effectiveness of RMs. Based on this analysis, formulate appropriate lessons and 
recommendations. 

"WORK-IN-PROGRESS: NOT FOR QUOTATION" 



(vii) Assist task manager to develop SES storylines and present these storylines to internal 
ADB stakeholders (including staff of OED, SPD, BPMSD, Regional Departments, and 
RMs) through meetings, brownbag seminars, video conferences, etc. 

(viii) Assist to prepare the issues, lessons and recommendations section of the draft final 
SES for submission to OED management, and undertake revisions as required. 

(ix) Other assignments as required by the OED task manager. 
 
F. Survey Specialist (domestic consultant)  
 
6. The Philippine domestic consultant will undertake the following activities: 
 
(i) Develop the contact databases for each of the three surveys (partner, RM and 

Headquarters operational staff). 
(ii) Take the lead in the dissemination, follow-up and collection of survey questionnaires. 
(iii) Develop a database of survey results, and update the same based on received survey 

returns. 
(iv) Analyze the survey results and prepare a draft survey appendix complete with summary 

survey tables. Based on the survey appendix, prepare tables, charts and figures for the 
SES main text. 

(v) Assist OED staff on other study-related activities, as appropriate. 
 
G. Data Management Specialist (domestic consultant)  
 
7. The Philippine domestic consultant will undertake the following activities: 
 
(i) Assist the international consultant and headquarters team in identifying, gathering and 

reviewing alternative sources of information for the study. 
(ii) Contribute to the Retrospective Analysis by prepare profiles of RMs for use by the 

international consultant and provide specific data on organization, performance 
indicators, standard/specific functions, non-lending operations, institutional aspects, and 
lessons learned. 

(iii) Contribute to the RM Functions Assessment by developing the rating spreadsheets 
based on the evaluation criteria, subcriteria and indicators. 

(iv) As part of the Comparator Assessment, research on RMs of World Bank and other key 
multilateral banks and prepare a draft comparative study based on key areas to be 
identified (i.e., functions, staff strength, etc). 

(v) Contribute to the Before and After Assessment by preparing tables and charts showing 
the change in RM functions in selected countries for the case studies. 

(vi) Assist the international consultant and OED staff in preparing the draft and final SES 
report on the effectiveness of the ADB’s RMs. 

(vii) Assist OED staff on other study-related activities, as appropriate. 
 
 
H. Others 
 

8. The terms of reference for other consulting services will be determined later as the 
evaluation progresses. The scope of work for additional work for consultants and OED staff will 
be tailored to meet emergent requirements. 
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