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EXECUTIVE SUMMARY 
 

The approach of the Asian Development Bank (ADB) to resident missions has been closely 
linked to its strategic framework and organization, which since 2000 has aimed at ensuring ADB’s 
strong country focus. ADB initially established resident missions in a narrow context of project 
administration, with an efficiency objective. When ADB changed its strategic orientation in 1999 
toward poverty reduction, a new policy framework for field offices and a new organizational 
structure were then required to strengthen ADB’s country focus. ADB’s Resident Mission Policy 
from 2000 gave resident missions a more strategic role and supported the expansion of the 
network. It provided a flexible framework for determining the functions of resident missions.  

 
Earlier reviews in 2002 and 2008 and formal evaluations in 2007 and 2013 of resident 

mission operations found the Resident Mission Policy successful and recommended that ADB 
further strengthen resident missions. This review proposes directions to strengthen ADB’s 
resident mission operations to implement ADB’s corporate strategy—Strategy 2030. ADB’s 
approach to its field presence rests on the premise that client orientation and proximity are 
essential to increasing development impact. The review of ADB’s organization in the field is driven 
by two factors: the need to implement Strategy 2030’s new directions, and the need to look back 
at the accumulated experience and changes since the last similar review in 2008.  

This review covered all field offices directly supporting operations. It finds that the broad 
objectives of the Resident Mission Policy are being met. The policy proposal to establish, where 
practical, a resident mission in each borrowing developing member country is being followed. 
Resident missions have substantially contributed to ADB’s development impact, country focus, 
responsiveness for sovereign operations, organizational effectiveness, and cost-efficiency. Their 
role in developing ADB’s knowledge of local development issues has strengthened the institution. 
Developing member countries appreciate the role resident missions play in developing strong 
relationships with ADB.  

The review identifies several areas for improvement to address challenges and introduce 
measures that would help implement Strategy 2030. These include strengthening collaboration 
among departments on country issues and better connecting resident missions with headquarters; 
sharpening the country focus of private sector, advisory, and knowledge operations; improving 
internal resource management processes; increasing organizational agility through human 
resources initiatives; and providing more efficient support to resident missions.  
 

The review’s recommendations are made under a prudent budget approach, and within 
ADB’s current organizational structure. The recommendations are principles-based to guide 
resident mission operations in future changing contexts. No changes to the Resident Mission 
Policy are proposed. Recommendations in the five reform agendas should be considered as a 
package in combination with other ongoing corporate initiatives. Taken together, they will 
strengthen resident mission operations for Strategy 2030. The recommendations incorporate 
early insights from ADB’s response to the ongoing coronavirus disease pandemic. 
 

Culture of Collaboration. ADB will implement a new governance framework for resident 
missions to facilitate collaborative work among operations departments on crosscutting 
development issues and integrated solutions, and to enable resident missions to function as a 
single window for all departments in headquarters. The reforms will (i) facilitate coordination of all 
ADB operations in a country and enable support from the resident mission for this joint agenda; 
(ii) empower country directors to represent all ADB departments and act as an integrator, with a 
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stronger connection to the Private Sector Operations Department; (iii) hold all country team 
members accountable for developing the best solutions, including integrated ones; and (iv) better 
integrate local staff in resident missions with those in headquarters to improve knowledge flows. 

 
Quality of Engagement. ADB will pursue a higher quality of engagement with developing 

member countries. The reforms will (i) focus and empower the resident missions in their 
programming, client relationship, and communication roles for all ADB operations; (ii) deepen 
ADB’s country diagnostics, particularly of crosscutting issues, so that resident missions are in a 
better position to offer the most effective solutions; and (iii) improve the country focus of private 
sector, advisory, and knowledge operations so that they better support the country engagement 
led by the resident mission.  

 
Responsiveness. ADB will continue strengthening its resident missions to respond more 

effectively to client needs. Resident missions will continue to be the foundation of service delivery 
to public and private country clients. Where practical and efficient, ADB will consider moving more 
task management to resident missions and rebalance expertise between resident missions and 
headquarters. Cross-support between resident missions will be encouraged, including instances 
where a staff member is posted to one location but working on two or more countries. Resident 
missions’ work will be enhanced by concentrating more staff in hub locations, including staff with 
cutting-edge expertise from key sectors and technical support staff. In parallel, ADB will empower 
staff in the field. ADB will maintain its long-standing prudent and cost-effective approach to using 
its resources. ADB’s presence will be determined by business needs, rather than top-down targets. 
To optimize the use of resources, ADB will improve internal resource management processes by 
handing managers (i.e. heads of departments and directors—under delegation from heads of 
departments) greater flexibility to deploy their workforce in the field. 

 
Agility. ADB will implement an ambitious package of human resources measures to 

enhance organizational agility and help resident missions deliver upon these reform agendas. 
The review’s proposed directions will be examined through separate ADB-wide initiatives, as 
consistency is needed in ADB’s human resources framework. ADB will modernize its approach 
to local staff employment by considering flexible contract terms, a staffing approach that 
dissociates staff functions from contract terms (particularly for international and local staff), and 
broader use of third-country nationals. The approach will also encourage local staff to take on a 
regional role. Career management and support for international staff mobility will be improved to 
attract staff to where ADB has business needs. A greater share of operations in the field will make 
these positions more attractive for international staff. ADB will use its contingent workforce more 
effectively by empowering long-term consultants. 

 
Efficient support. ADB will strengthen and professionalize support for field operations, 

while modernizing business processes to meet the needs of decentralized operations. Reforms 
will (i) improve the governance and efficiency of resident missions’ finance and administration, (ii) 
strengthen and better coordinate headquarters support, and (iii) shift responsibility for IT support 
and resident mission facilities management to headquarters departments to improve delivery of 
these highly specialized services. 

 
 

 

  



 

 
 

I. REVIEW OBJECTIVES AND APPROACH 
 
1. This review proposes directions to strengthen resident mission operations of the 
Asian Development Bank (ADB) to implement ADB’s corporate strategy—Strategy 2030.1 
This paper reviews ADB’s experience with operations of resident missions and other field offices 
directly supporting operations. It identifies changes needed in ADB’s organization in the field, 
country operation processes, resource management and workforce approaches, and corporate 
headquarters support for field operations to implement the strategy.  
 
2. The review covers all field offices directly supporting operations and looks back at 
ADB’s experience since the last review in 2008. 2 The review covers 2008–2020, starting from 
the 2008 review. It focuses on 40 field offices supporting operations, 28 of which are identified as 
“resident missions”—field offices with a resident country director or regional director. These 
include 25 resident missions proper, the Philippines Country Office, the Pacific Liaison and 
Coordination Office (PLCO) in Sydney, and the Pacific Subregional Office (SPSO) in Suva. In 
2020, ADB also opened the ADB Singapore Office, as well as the 11 Pacific country offices, which 
are dependent offices of a subregional office or a headquarters division.3 Although representative 
offices are also physically separate from ADB headquarters, they are not included in the scope of 
the review, as they serve different operational needs.4  
 
3. ADB’s approach toward its field presence rests on the premise that client orientation 
and proximity are essential to increasing development impact. This understanding, affirmed 
in the Resident Mission Policy from 2000,5 remains valid in 2020. Within 20 years, resident 
missions have become an essential part of ADB’s value proposal. ADB provides a unique regional 
perspective combined with a strong country presence and client relationships built over many 
years of engagement. 
 
4. The need to review ADB’s organization in the field arises from two factors: 

(i) With Strategy 2030, ADB affirmed new guiding principles for its operations: 
delivering integrated solutions, country-focused approaches, and promoting 
innovative technology. These principles present challenges and opportunities for 
ADB’s organization, particularly in the field. The strategy affirms that ADB will 
maintain a strong country presence. It also indicates that resident missions should 
function as a single window for all ADB operations. 

(ii) The last similar review was carried out in 2008. Since then, ADB has significantly 
expanded its field presence while gaining further experience in operating a network 
of field offices. Country contexts have changed while technological developments 
have opened new opportunities for decentralized work. 

 

 
1  ADB. 2018. Strategy 2030: Achieving a Prosperous, Inclusive, Resilient, and Sustainable Asia and the Pacific. 

Manila. 
2 ADB. 2008. Review of Resident Missions’ Operations. Manila. 
3  List of ADB field offices is in the Appendix 1. Satellite offices of a resident mission in the same country were 

considered part of their resident mission. During the study period, ADB also maintained one special office in Timor-
Leste, several liaison offices, and extended missions. By 2020, all had either been terminated (e.g., extended 
missions created to support disaster recovery) or upgraded to become a permanent resident mission or a Pacific 
country office. 

4  ADB has three representative offices: the Japanese Representative Office in Tokyo, the North American 
Representative Office in Washington, DC and the European Representative Office in Frankfurt. 

5  ADB. 2000. Resident Mission Policy. Manila. 
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5. The review analyzes experiences with field operations and identifies changes needed 
to implement Strategy 2030. The review questions are:  

(i) To what extent has ADB strengthened resident missions?  
(ii) Has this strengthening met its objectives by contributing to ADB’s efficiency, 

country focus, and responsiveness?  
(iii) What issues have emerged since the 2008 review?  
(iv) What needs to change to implement Strategy 2030 and is the policy framework 

adapted to deliver these changes?  
 

6. From this analysis, the review proposes general operational principles as well as short- to 
medium-term actions that aim to strengthen resident mission operations to successfully 
implement Strategy 2030. 
 
7. The analysis and recommendations draw from data analysis and consultations with clients, 
staff, and development partners. A joint team from the Strategy, Policy and Partnerships 
Department (SPD) and the Budget, People and Management Systems Department (BPMSD) 
carried out the study with the support from a resource group comprising senior staff.  

(i) Desk review. The desk review analyzed 10 years of results, operational, staffing, 
and budget data (2009–2018 with selected 2019 data). It also reviewed formal 
evaluations of country and sector assistance during the same period.  

(ii) Benchmarks. The main comparators used were the African Development Bank, 
the European Bank for Reconstruction and Development, the Inter-American 
Development Bank (IDB),6 and the World Bank Group.7  

(iii) Field visits. The team visited half of ADB’s resident missions. During visits, the 
team consulted with ADB staff in focus group meetings, representatives of key 
government agencies, development partners, and private sector clients. The team 
also visited the headquarters of the IDB and the World Bank in Washington, DC. 

(iv) Surveys. Two surveys were conducted. A survey of resident missions aimed to 
identify specific practices and issues faced by resident missions. A staff survey 
sought to validate some of the review’s findings, test possible solutions, and gather 
views and suggestions from staff. The staff survey, which targeted all operations 
staff and selected staff from non-operations departments, was answered by 1,200 
staff (two-thirds of those targeted). 

(v) Consultations. The team developed recommendations with the senior staff 
resource group. Findings and draft recommendations were discussed with country 
directors, each department, and the staff council.  

 
8. This review was finalized during the coronavirus disease (COVID-19) pandemic. 
During the last 6 months of the review, headquarters and most resident missions were closed or 
partially opened to staff. The pandemic did not halt the review, nor did it halt ADB’s essential work 
with clients, particularly the work of resident mission staff. ADB staff working from home, some 
outside of their duty station, quickly embraced digital technology and new collaboration tools. 
These new interactions of people and technology will help shape ADB’s post-pandemic work. The 
review’s recommendations incorporate early insights from ADB’s response to the ongoing 
pandemic. 
 
 

 
6  The team held discussions with the IDB and the private arm of the group—IDB Invest. 
7  The team held discussions with the World Bank and the private arm of the group—the International Finance 

Corporation. 
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II. EVOLUTION OF ADB’S APPROACH TO RESIDENT MISSIONS  
 
9. ADB’s approach to resident missions has been closely linked to ADB’s strategic 
framework and organization. ADB initiated a field presence in the 1980s to improve operational 
efficiency. Formal reviews of the setup for field operations were conducted in the contexts of ADB-
wide strategic reorientations and reorganizations. In 1999, ADB declared poverty reduction its 
overarching agenda. The associated pursuit of a stronger country focus and country ownership 
created a need for the Resident Mission Policy and the subsequent reorganization of ADB in 
2002.8 With the approval of Strategy 2020 in 2008 and an expanding lending capacity, ADB 
emphasized the need to become more responsive to clients, partly through a larger field presence. 
ADB now has a mature network of 40 field offices supporting operations (Table 1). 
 

Table 1: Four Decades of ADB Operations in the Field 
 Selected Organizational Changes New Field Offices 

19
80

s 

1982 
Establishment of a Bank Resident Office in 
Bangladesh 
 
1986 
Policy on Establishment of Bank Resident 
Offices in DMCs 

1982 
Bangladesh 
1984 
South Pacific Regional 
Mission 
 

1987 
Indonesia 
1989 
Nepal  
Pakistan 
 

19
90

s 

1995  
Reorganization of ADB into two regional vice-
presidencies (West and East) 

1992 
India 
1996 
Cambodia 
 

1997 
Sri Lanka  
Viet Nam 
1998 
Kazakhstan 
Uzbekistan 

20
00

s 

2000 
Resident Mission Policy 
 
2002 
Reorganization of the Asian Development 
Bank. ADB reorganizes into regional 
departments, following which programming 
shifts to resident missions. 
 
2002 & 2008 
Reviews of the implementation of the Resident 
Mission Policy 
 
2007 
Strategy 2020. The strategy indicates ADB will 
consider further decentralization of the 
organization. 

2000 
People’s Republic of 
China 
Kyrgyz Republic 
Philippines Country Office 
Lao People’s Democratic 
Republic 
2001 
Mongolia 
2003 
Afghanistan 
Papua New Guinea 
Tajikistan 

2004 
Azerbaijan 
Pacific Subregional Office  
2005  
Thailand 
Pacific Liaison and 
Coordination Office 
2008  
Armenia 
Georgia 
 

20
10

s 

2014 
Midterm Review of Strategy 2020. The review 
targets an empowering of resident missions. 
 
2018 
Strategy 2030. The strategy envisions a 
strengthening the resident missions. 

2010 
Turkmenistan 
2012 
Bhutan 
2013 
Timor-Leste 
 

2014 
Myanmar 
2018-2020 
Pacific Country Offices 
(11) 
2020 
Singapore Office 
 

ADB = Asian Development Bank, DMC = developing member country. 
Source: Strategy, Policy and Partnerships Department. 
 

 
8  ADB. 2001. Reorganization of the Asian Development Bank. Manila. 
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A. The Resident Mission Policy from 2000: Strengthening ADB’s Country Focus 
 
10. Resident missions were initially established in a narrow context of project 
administration, with an efficiency objective. Article 37 of the Agreement Establishing the Asian 
Development Bank (the Charter) indicates that ADB’s principal office is in Manila, and that the 
bank may establish agencies or branch offices elsewhere. ADB established the Bangladesh 
Resident Office in 19829 on an experimental basis with narrow objectives: to strengthen working 
relations with the government, support ADB project implementation and disbursements, and 
facilitate aid cooperation. In 1984, a South Pacific Regional Mission was established in Vanuatu.10  
 
11. Building on these first experiences, in 1986 ADB issued a policy on Establishment of 
Resident Offices in DMCs.11 The policy set narrow criteria for their establishment, i.e. only in 
countries with large ADB lending and portfolios. The need to facilitate disbursements was a 
primary consideration. Resident missions’ own functions were limited to monitoring projects but 
could be called upon to support any headquarters task. While nine other offices were established 
under the 1986 policy, only three met its criteria. Others were justified by special circumstances, 
suggesting that the 1986 policy had lost part of its relevance. 
 
12. In 1999, ADB declared poverty reduction its overarching goal, and a new policy 
framework for field offices and a new organizational structure were required to strengthen ADB’s 
country focus. ADB issued a poverty reduction strategy and began preparing its first long-term 
strategic framework.12 To move away from a narrow “project and sector focus” and advance the 
poverty agenda, the strategy recognized that ADB had to develop a country focus. ADB needed 
offices in active DMCs to develop in-depth knowledge of country issues, shape a country-specific 
poverty agenda, and secure country ownership of this program. ADB’s organization needed 
realignment for country considerations and priorities to drive sector and project decisions. 
 
13. ADB’s Resident Mission Policy gave resident missions a more strategic role and 
supported the expansion of the network. The policy premise was that client orientation and 
proximity were essential to increasing development impact, and therefore that the resident 
missions’ roles must be geared to such a client orientation. The policy established the principle 
that ADB will have a resident mission in each borrowing DMC. The mandate of resident missions 
is to provide the primary operational interface between ADB and the host DMC while striving to 
maximize the efficiency, effectiveness, and impact of ADB’s operations in the DMC.  
 
14. The Resident Mission Policy established the following objectives for resident missions: 

(i) Strategic objectives:  
(a) promote the implementation of ADB’s overarching goal of poverty 

reduction and related strategic objectives in the DMC;  
(b) enhance policy dialogue with the DMC by providing high quality and timely 

advice;  
(c) be a recognized and intellectual resource and knowledge base on 

development issues in the DMC; and  
(d) enhance the visibility of ADB and its activities in the DMC.  

(ii) Partnership objectives:  

 
9  ADB. 1981. Establishment of a Bank Resident Office. Manila. 
10  ADB. 1983. A Review of Bank Operations in the South Pacific Developing Member Countries. Manila. 
11  ADB. 1986. Establishment of Bank Resident Offices in DMCs. Manila.  
12  ADB. 2001. Moving the Poverty Reduction Agenda Forward: The Long-Term Strategic Framework of the Asian 

Development Bank (2001–2015). Manila. 
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(a) create strong partnerships with DMC development stakeholders including 
government, the private sector, and civil society;  

(b) enhance ADB’s responsiveness to local needs and issues;  
(c) take leadership in aid coordination, where possible, and build strong 

relationships with other funding sources; and  
(d) promote subregional cooperation. 

 
15. The Resident Mission Policy also provided a flexible framework for determining the 
functions of resident missions. Standard functions are those functions resident missions must 
perform as ADB’s principal representatives in the field, including (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. Specific functions refer to delivery and 
implementation of ADB’s products and services, including (i) country programming, (ii) project 
and technical assistance (TA) processing, (iii) portfolio management and project administration, 
and (iv) economic and sector work.  
 
16. ADB’s subsequent 2002 reorganization enabled the transfer of programming tasks to 
resident missions. The last major ADB reorganization (effective 1 January 2002) led to the 
creation of regional departments. These integrated the former programming divisions, project 
divisions, and resident missions. The country team concept was important for the functioning of 
the regional departments. Each country would have a country team consisting of staff from 
throughout the regional department. The country team’s objective was to maintain a country focus 
for all operations, to collectively prepare the country program of assistance, and to regularly 
review country operations.  

 
17. In the same year, a first review of the Resident Mission Policy confirmed the feasibility and 
desirability of a deeper transfer of functions to resident missions. 13 In particular, it became 
necessary to transfer the programming authority vested with the operations coordination division 
directors to the country directors. The 2002 review noted the complexity of processing loans from 
resident missions and recommended retaining this function primarily at headquarters, with 
resident mission staff playing a supportive role. The review highlighted staffing as a key issue in 
terms of numbers, skills, and integration with headquarters. Additional investment in information 
and communication technology facilities were needed to ensure the integrated functioning of 
resident missions within ADB.  
 
B. Strategy 2020 and the 2008 Resident Missions’ Operations Review: Enhancing ADB’s 
Responsiveness 
 
18. In the late 2000s, ADB embraced a strategic agenda emphasizing responsiveness, 
prompting a review of ADB’s organization in the field. ADB approved in 2008 a new long-term 
strategic framework, Strategy 2020, which reaffirmed the overarching goal of poverty reduction.14 
Under Strategy 2020, ADB focused on the three complementary agendas of inclusive growth, 
environmentally sustainable growth, and regional integration; as well as five drivers of change: 
private sector development, gender, governance, knowledge solutions, and partnerships.  
 
19. In parallel, ADB scaled up its lending operations, supported by the Fifth General Capital 
Increase in 2009. Lending volumes increased from $5 billion to $6 billion annually during 2000–

 
13  ADB. 2002. Review of Progress in Implementation of the Resident Mission Policy. Manila. 
14  ADB. 2008. Strategy 2020: The Long-Term Strategic Framework of the Asian Development Bank 2008–2020. Manila.  
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2005, to $11 billion in 2007 and 2008, and to $13 billion–$14 billion during 2010–2014. Delivering 
this increased lending required ADB to be more responsive to clients and more efficient internally. 
 
20. A Review of Resident Missions’ Operations in 2008 concluded that ADB could 
implement its new strategic framework within the existing policy framework. The review 
concluded that the broad objectives of the Resident Mission Policy were being met and suggested 
a positive impact of decentralization on ADB’s sovereign operations. It noted that the policy had 
successfully reoriented the work of resident missions from being primarily concerned with project 
administration to a much wider range of functions involving all aspects of sovereign operations.  
 
21. The 2008 review identified three adjustments—within the prevailing policy framework—
needed to implement Strategy 2020: enhancing the role of resident missions in knowledge 
production and dissemination, strengthening resident mission skills in private sector development 
and nonsovereign operations,15 and clarifying their roles regarding regional cooperation and 
integration. 
 
22. The 2008 review recommended that for ADB to be more responsive, it should further 
develop the coverage and roles of resident missions. ADB opened new offices in Armenia, 
Georgia, and Turkmenistan, and increased field presence in selected Pacific DMCs. A key 
element was to develop and strengthen integration between headquarters and resident missions, 
and gradually expand their roles. The review established a classification of resident missions as 
large, medium, and small to guide delegation of responsibilities and resource allocation. In 2010, 
a BPMSD memorandum16 formally linked this classification with country director and deputy 
country director positions. It also set a framework for delegating authority, strengthening the 
finance and administration function, and optimizing the use of staff resources by strengthening 
the role of national staff in the resident missions. 
 
23. Regional departments were to maintain the resident missions’ leading role in programming; 
continue to delegate project administration, with an emphasis on traditional projects; and expand 
resident mission economic, thematic, and sector work in selected countries, targeting middle-
income countries first. Sovereign project processing was to remain a mainly headquarters-based 
activity, but with increased contributions from the resident mission staff.  
 
24. ADB further strengthened resident missions in the 2010s, as it continued to expand 
its lending operations. ADB reviewed its strategic alignment under the 2014 Midterm Review of 
Strategy 2020, which concluded that the general framework of Strategy 2020 remained valid.17 
However, the region had been changing rapidly, and ADB had to adapt. The midterm review 
defined priorities to rebalance ADB’s operations to the changing context, and to increase ADB’s 
capacity and responsiveness. The merger of ADB’s Asian Development Fund and ordinary capital 
resources balance sheets (approved in 2015, effective in 2017) expanded ADB’s lending capacity 
further. Supported by an agenda of a “stronger, better and faster ADB,”18 lending volumes rose 
to $19 billion–$21 billion by 2017–2019.  
 

 
15 In this document, “nonsovereign operations” refers to the provision of any loan, guarantee, equity investment, or 

other financing arrangement without a government guarantee. The terms “private sector operations” and 
“nonsovereign operations” are used interchangeably. 

16 ADB (Budget, Personnel and Management Systems Department). Proposed Enhancement in Span of Control and 
Operational Structure of Resident Missions. Memorandum. 8 November (internal).  

17  ADB. 2014. Midterm Review of Strategy 2020: Meeting the Challenges of a Transforming Asia and Pacific. Manila. 
18  ADB. 2015. Scaling-Up for Sustainable Development in Asia and Pacific: Stronger, Better and Faster ADB. Opening 

Address by President Takehiko Nakao at the 48th Annual Meeting. Baku, Azerbaijan. 4 May. 
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25. Guided by the Midterm Review of Strategy 2020, ADB implemented actions in resident 
missions during 2015–2017 that aimed “to increase client responsiveness and deliver value for 
money by empowering resident missions.” This action plan was particularly successful at 
strengthening resident missions in project administration, increasing ADB’s footprint, and 
improving the effectiveness of ADB’s use of local staff.  
 
C. Development of ADB’s Network of Field Offices 
 
26. ADB quickly expanded the network of resident missions after the Resident Mission 
Policy was approved. ADB had opened 11 resident missions before 2000, in about one-third of 
borrowing DMCs. Resident missions were in countries with large ongoing programs, except for 
the South Pacific Resident Mission in Port Vila, Vanuatu, which had a regional mandate. The 
Resident Mission Policy had affirmed the principle that ADB would open a resident mission in 
each borrowing DMC. This principle is “subject to operational and logistical considerations,” so 
each proposal was to be rigorously examined to ensure resources were well used. ADB opened 
12 new resident missions between the approval of the Resident Mission Policy and the 2008 
review.19 ADB then had a permanent field presence in 23 countries, about two-thirds of its 
borrowing DMCs.  
 
27. Between the 2008 review and 2020, ADB opened 17 more field offices. Their 
establishment followed three distinct rationales. 

(i) Confirming ADB’s commitment to DMCs with special circumstances, i.e. for 
Timor-Leste, where ADB elevated in 2013 the Special Office for Timor-Leste to 
resident mission status;20 and for Myanmar, where—following the international 
community’s reengagement in 2012—ADB established in 2014 the Myanmar 
Resident Mission.21  

(ii) Better engaging with DMCs with limited operations, which reflected a growing 
recognition within ADB of the importance of having feet on the ground, particularly 
in fragile and conflict-affected situations (FCAS).22  
(a) To address needs in the Caucasus and Central Asia ADB approved in 2008 

a proposal to create three smaller resident missions (Armenia, Georgia, 
and Turkmenistan).23  

(b) In Bhutan, ADB opened in 2013 a resident mission initially staffed with two 
local staff reporting to headquarters.24 To elevate ADB’s representation as 
operations expanded, ADB appointed the first country director in 2017 and 
increased staffing.  

(c) In the Pacific, ADB in 2008 started setting up small liaison offices staffed 
with consultants. In 2015, ADB established extended missions on a pilot 
basis in four DMCs, which showed the benefits of a permanent staff 
presence. Based on this successful experience, ADB approved in 2018 the 
establishment of 11 Pacific country offices staffed with a small complement 
of local staff reporting to either regional offices or headquarters. 25 

 
19 People’s Republic of China, etc. ADB closed the South Pacific Regional Mission in 2005 after opening the PLCO. 
20  ADB. 2013. Establishment of a Resident Mission in Timor-Leste. Manila. The Special Office for Timor-Leste was 

already considered among the 23 offices by the 2008 review. 
21  ADB. 2013. Establishment of a Resident Mission in Myanmar. Manila. 
22  Notably, an Independent Evaluation Department study identified that improved field presence and supervision 

contributed to greater effectiveness. ADB. 2010. Special Evaluation Study: Asian Development Bank’s Support to 
Fragile and Conflict-Affected Situations. Manila.  

23  ADB. 2008. Establishment of a Regional Hub and Office Network for the South Caucasus and Central Asia. Manila.  
24 ADB. 2012. Bhutan: Establishment of a Resident Mission. Manila. 
25 ADB. 2018. Establishment of Pacific Country Offices. Manila.  
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Considering the need for cost efficiency, the Board paper establishing 
these offices indicates that Pacific country offices are unique arrangements 
that are not equivalent to a resident mission and do not include provisions 
for creating new country director positions.    

(iii) Expanding private sector operations and knowledge sharing in a regional 
financial center. ADB inaugurated the ADB Singapore Office on 5 March 2020.26 
The office aims to mobilize private sector capital from markets and help bring the 
latest technologies and management skills to development projects across the 
region in the infrastructure and social sectors. Singapore hosts many leading 
companies and financial institutions working in ADB’s core focus areas including 
infrastructure, health care, agribusiness, private equity, and insurance. By placing 
staff in a regional financial hub, in proximity to clients and markets, ADB will 
deepen relationships with clients and more easily engage with project sponsors, 
contractors, advisors, financiers, and professional service providers. The office 
reports to ADB’s Private Sector Operations Department (PSOD) and Southeast 
Asia Department (SERD) and may support the activities of the Office of Public–
Private Partnership (OPPP), the Information Technology Department (ITD), the 
Sustainable Development and Climate Change Department (SDCC), and other 
regional departments.  

 
28. As of 2020, ADB has almost met the Resident Mission Policy’s principle to establish 
an office in each borrowing DMC. ADB has 40 members classified as borrowing DMCs, out of 
which 38 have a field office.27 ADB does not have an office in Malaysia, which is classified as a 
DMC but last borrowed from ADB in 1997. ADB also does not have a field office in Maldives but 
is looking at options for establishing a field presence to support stronger engagement under the 
new country partnership strategy (CPS).28   
 
D. Corporate Evaluations 
 
29. Formal evaluations of resident mission operations found the Resident Mission Policy 
successful and recommended that ADB further strengthen resident missions. The first evaluation 
in 2007 found that the Resident Mission Policy was highly relevant and sustainable, while the 
resident mission-related operations were effective and efficient. 29  Improvement in resident 
mission effectiveness and efficiency could be achieved through more delegation of responsibility 
and accountability commensurate with the necessary budget and human resources.  
 
30. A second review in 2013 noted that resident missions performed all functions required in 
the 2000 policy as well as several additional functions specified in their Board establishment 
papers. 30  The study found anecdotal evidence that suggested a correlation between 
decentralization and operational effectiveness and efficiency, but was not able to establish a firm 
causality. It recommended furthering empower resident missions with more core business 
activities, responsibilities, and authority. 
 

 
26 ADB. 2019. Establishment of an ADB Office in Singapore. Manila.  
27 The PLCO and the Singapore Office are field offices in non-DMCs. 
28 ADB. 2020. County Partnership Strategy: Maldives, 2020-2024—A Resilient and Sustainable Island Life for All 

Maldivians. Manila. On 30 September 2020, ADB approved financing under technical assistance for a Maldives 
Coordination Office staffed by consultants and with intermittent staff presence.  

29  IED. 2007. Special Evaluation Study. Resident Mission Policy and Related Operational Delivering Services to Clients. 
Manila.  

30  IED. 2013. Corporate Evaluation Study on ADB’s Decentralization: Progress and Operational Performance. Manila.  
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III. ASSESSMENT OF RESIDENT MISSION OPERATIONS 
 
31. ADB has substantially increased its field presence but maintains most of its 
international expertise concentrated in headquarters. ADB’s field footprint is substantial and 
has been gradually increasing, both in volume and as a share of ADB’s total. Comparisons with 
development partners do not suggest that ADB’s staffing is insufficiently decentralized, except for 
private sector operations. However, ADB’s international expertise remains concentrated in 
headquarters, which limits ADB’s responsiveness and effectiveness as a knowledge provider. 
 
32. Resident missions significantly contributed to ADB’s country focus and 
responsiveness for sovereign operations. As their staffing grew, resident missions assumed 
more operational tasks for sovereign operations (Figure 1). ADB’s developing member countries 
appreciate the strong relationship developed with ADB and associated with the resident missions’ 
strategy and programming functions. To be more effective, the related resident mission roles in 
sovereign project identification and portfolio management could be strengthened. While 
management of projects in the field has been generally efficient, it has been done in a context of 
limited integration of local staff with headquarters. This has created a widening gap in the project 
cycle between sovereign project processing and implementation. In parallel, sovereign project 
processing continues to be mostly done in headquarters. The growing experience with sovereign 
loan processing in the field by outposted staff appears positive and appreciated by clients, as the 
adoption of digital technologies reduced obstacles to the practice.   
 

Figure 1: Increasing Role of Resident Missions in Sovereign Operations

 
COBP = country operations business plan, CPS = country partnership strategy, HQ = headquarters, PCR = project 
completion report, RM = resident mission, TRTA = transaction technical assistance. 
Source: Strategy, Policy and Partnerships Department. 
 
33. Greater organizational integration will enable ADB to deliver integrated approaches 
and maximize the benefits of ADB’s increasing private sector staff field presence. Resident 
missions have been increasingly proactive in supporting ADB’s advisory and private sector 
operations and identifying business opportunities. The scope of this support is limited by skills 
gaps and the structural separation of resident missions from advisory and private sector 
operations. In parallel, the increasing private sector staff presence in the field has been associated 
in some locations with business growth, greater selectivity, and new synergies with public, 
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advisory, and private sector operations. Cooperation between resident missions, advisory, and 
private sector operations is improving but remains far from the fully institutionalized collaboration 
needed to share scarce resources, achieve joint visions in countries, and deliver integrated 
approaches.  
 
34. Resident missions’ role in developing ADB’s knowledge of local development issues 
and integrating knowledge solutions in ADB’s country operations has strengthened. 
However, there are some gaps in ADB’s sector and thematic diagnostics, linked to limited resident 
mission staff skills or resources and to decreased investment by headquarters divisions. It is 
important that ADB examines local issues from an independent perspective and explore areas 
where demand may not exist yet, considering global development agendas. However, feedback 
from the field is that ADB’s knowledge activities are excessively supply-driven and detached from 
operations, while resident missions often identify an unmet demand. While ADB dedicates 
substantial resources for knowledge activities, there is scope to improve their effectiveness 
through better integration in country programs. Similarly, the review finds that the role of resident 
missions in ADB’s communications should be strengthened. 
 
35. Resident missions have positively contributed to ADB’s organizational effectiveness 
and cost efficiency. Sovereign projects managed in the field have been more successful, while 
their administration by ADB is generally more cost efficient.  
 
36. The review finds areas for improvements in ADB’s current approach to strengthening 
resident missions. Building the staffing and authority of individual resident missions can 
strengthen silos and reduce ADB’s organizational agility, while placing an excessive number of 
tasks on country directors. At the same time, resident missions are part of regional departments, 
which are responsible only for sovereign operations and some knowledge work. This constrains 
ADB’s efforts to scale up private sector and advisory operations and better integrate public, 
private sector, and advisory operations and knowledge.  
 
37. In addition to a need to connect resident missions better with private sector operations, 
advisory, and knowledge departments, 31  the review’s organizational and staffing analysis 
suggests several paths for improving ADB’s approach to field operations:  

(i) Outposting staff. The practice can be an agile way to strengthen and invigorate 
resident missions through the knowledge and experience of a diverse workforce. 
This workforce needs to be better integrated in resident mission teams.  

(ii) Hubs. ADB has successfully used various hub arrangements, but at a small scale. 
Greater use of hubs could improve efficiency and responsiveness. 

(iii) Integration of local staff with the rest of ADB. Local staff tend to be isolated 
from the rest of ADB, which limits flow of information, the scope of tasks they can 
fulfill, and ADB’s agility to respond across countries.32  

(iv) Leadership. As operations in the field grow in volume and in complexity, ADB 
needs the best people for country director roles; proper selection and training of 
country directors is critical.  

(v) Resource management. ADB has been enhancing the productivity and efficiency 
of its field presence with more flexible position management and could improve 
and expand this approach to cover management of all resources. 

 
31  In this report, SDCC and the Economic Research and Regional Cooperation Department are designated as 

knowledge departments.  
32 Local staff includes national and administrative staff.  
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(vi) Delegation of authority. The review did not find much scope to increase resident 
missions’ (as organizational units) formal authority over operations. The focus 
should now be on directly empowering staff in the field.  

(vii) International staff mobility. Further attention to career opportunities, particularly 
reentry, is required. ADB’s mobility support is generally adequate. Some limited 
adjustments could improve incentives, while greater cost effectiveness in postings 
in attractive locations could be pursued if ADB intends to place substantially more 
staff there. 

(viii) Local staff employment. ADB’s approach to local staff employment does not 
make the best use of the talent available, while creating barriers between staff. It 
is out of sync with other development partners’ practices. As ADB will need to rely 
even more on its local staff for value-adding tasks, it should consider how to 
improve the approach.   

(ix) Agility. The more ADB expands operations, the greater it needs agility in human 
resources management. Under the current approach, most staff are under open-
ended contracts and most local staff only work in one country. The use of 
contingent workforce is limited and there are limitations to the tasks consultant and 
contractual staff can perform. This approach appears inflexible and is out of sync 
with other development partners’ practices. 

 
38. ADB’s approach to finance and administration has not kept pace with the scale of 
ADB’s field operations. ADB’s capacity to run operations in the field depends upon the 
professional support provided by its local finance and administration teams. Under the current 
procedures, country directors have all supervision responsibility with limited expertise, time, and 
support from headquarters. This approach creates inefficiencies and governance risks. Also, the 
review finds that some specialized tasks are managed by resident missions with insufficient 
technical capacity and limited support from headquarters—particularly information technology (IT) 
support in the field and facility management. Other development partners have adopted 
centralized oversight of these functions, for better efficiency and consistency in support. 
 
39. Resident Missions in the Coronavirus Disease Context. The COVID-19 pandemic has 
created both challenges and opportunities for organizations worldwide. Like many organizations, 
ADB has erased some boundaries, streamlined some processes, and fostered collaboration like 
never before. ADB quickly adapted to the new environment by implementing bank-wide work-
from-home arrangements. The issue of organizational resilience has become more relevant, and 
IT issues have been thrust to the forefront. Business travel was reduced significantly, shifting staff 
to virtual engagement with clients and encouraging project teams to search for innovative 
alternatives to physical due diligence. The value of resident missions in supporting clients has 
been reinforced.  
 
40. Organizational resilience. The pandemic highlighted the importance of enhancing ADB’s 
ability to prepare for and respond and adapt to sudden disruptions. Several recently implemented 
actions under ADB’s organizational resilience program helped it operate smoothly during the 
pandemic. Past IT investments enabled ADB to cope with the mass work-from-home arrangement 
during the pandemic. Further devolution of functions from headquarters will be necessary to 
enhance organizational resilience in case of future disruptions. 
 
Altogether, ADB has shown that it is capable of rapidly evolving and transforming. ADB will need 
to maintain a skilled and empowered workforce in the field, while adjusting its processes and 
organization to encourage the agility and collaborative attitude it has demonstrated during the 
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pandemic. These changes are also required to implement Strategy 2030, as discussed in the next 
chapters. 

IV. CHANGES NEEDED TO IMPLEMENT STRATEGY 2030 
 
41. In July 2018, ADB’s Board of Directors approved a long-term corporate strategy, Strategy 
2030, which sets out a broad vision and strategic response to the evolving needs of Asia and the 
Pacific. Strategy 2030 seeks to sustain ADB’s efforts to eradicate extreme poverty and expand 
its vision for a prosperous, inclusive, resilient, and sustainable Asia and the Pacific.  
 
42. Strategy 2030 sets directions for strengthening its country-focused approach and 
deepening its country presence through stronger resident missions. Greater field presence, 
especially in FCAS and small island developing states, will be needed for all ADB support, 
including public and private sector operations, advisory services, and knowledge. Resident 
missions are to function as the single window for all ADB products and services.  

 
43. Strategy 2030 focuses on the need for closer collaboration among staff from various units 
across institutions. ADB will institute a One ADB approach (Box 1), bringing together disparate 
expertise and knowledge across the institution. Error! Reference source not found. presents a 
preliminary theory of change for the One ADB approach under Strategy 2030. Its premise is that 
ADB’s value proposition lies in transforming ADB’s global and regional knowledge into country-
focused approaches. By bringing all its capabilities together, ADB can achieve higher impacts 
and bring more value to its clients, combining finance, knowledge, and partnerships. 
 

 
 
44. Successful accomplishment of Strategy 2030 objectives will also require enhancing human 
resources. It calls for expansion of the talent pool, investment in staff training and development, 
commitment to diversity in the workplace, strengthening of the performance management system, 
and improving staff mobility across departments and between resident missions and 
headquarters.  
 

Box 1: One ADB in Strategy 2030 
 
Instituting a One ADB approach. To deliver on the directions set in Strategy 2030, the Asian 
Development Bank (ADB) will reinforce a One ADB approach, bringing together expertise and 
knowledge in a range of areas across the institution. Staff working on public and private sector 
operations will work closely together in planning operations, jointly identifying and working on 
bottlenecks to development results, and processing projects. ADB will develop integrated solutions 
incorporating advanced technologies, with support from sector and thematic groups. Research functions 
will help enhance the analytical base of operations and policy dialogue with clients. The One ADB 
approach will be supported by staff mobility and recognition through performance management.  
 
Source: ADB. 2018. Strategy 2030: Achieving a Prosperous, Inclusive, Resilient, and Sustainable Asia 
and the Pacific. Manila. 
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Figure 2: Preliminary One ADB Theory of Change 

CD = country director, CPS = country partnership strategy, CRF = corporate results framework, DEfR = development 
effectiveness review, DMC = developing member country, KMAP = knowledge management action plan, NSO = 
nonsovereign operations, OM = Operations Manual, OP = Operational Priority, OPM = operational performance 
metrics, PR = performance review, PSO = private sector operations, PSOD = Private Sector Operations Department, 
RD = regional department, RM = resident mission, SDCC = Sustainable Development and Climate Change 
Department, SI = staff instructions, SOV = sovereign operations. 
Source: Strategy, Policy and Partnerships Department 
 
45. Realizing the vision set by Strategy 2030 requires changes in the way ADB manages its 
operations in the field and a stronger culture of collaboration, along the following directions.  

(i) Knowledge of clients’ needs. Delivering more customized solutions requires a 
deeper and broader knowledge of countries and their development issues. ADB’s 
teams in the field should be able to engage clients upstream on crosscutting needs. 

(ii) Institutional knowledge sharing and collaboration. To be truly client focused, 
country teams reflecting all of ADB’s operations should offer clients the best 
solutions, including integrated and innovative ones, under the country director’s 
leadership. 

(iii) Mobilization of internal resources to deliver integrated approaches. For ADB 
to deliver these more innovative and integrated solutions, country teams working 
with clients should be able to drive pipeline decisions and pull resources from 
divisions across ADB responsible for delivery of operations. 

(iv) Accountability for results. Integrated approaches should be backed by clear 
accountability at all levels of ADB operations in a country, supported by a system 
of planning documents and targets that assign tasks across the organization and 
measure results.  

(v) Internal capacity. Increasing responsiveness to client needs requires greater 
capacities close to clients, combined with organizational agility and highly efficient 
administrative support.  
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(VI) Staff motivation. Implementing Strategy 2030 also requires an organizational 
culture and incentives that encourage collaboration as well as seeking and sharing 
knowledge.  

V. FIVE AGENDAS FOR STRENGTHENING RESIDENT MISSION OPERATIONS  
 
46. This section develops five agendas for strengthening resident missions. They will 
consolidate ADB’s country focus and responsiveness and facilitate the delivery of integrated 
approaches. Sections III and IV in this report point to several areas where substantial changes 
are needed to improve the performance of resident mission operations and implement ADB’s 
Strategy 2030. The five agendas aim to make resident mission operations more collaborative, 
agile, and efficient to achieve a higher quality engagement with clients and better ADB 
responsiveness (Figure 3).  
 

Figure 3: Five Agendas for Strengthening Resident Mission Operations 
 

 Strategy 2030 Agendas Expected Outcomes 

 
HQ = headquarters, OP = operational priority, NSO = nonsovereign operations, RM = resident mission. 
Source: Strategy, Policy and Partnerships Department. 
 
47. Recommendations are made under a prudent budget approach, and within ADB’s 
current organizational structure. Most have limited cost implications, and more importantly, 
they aim to improve the efficiency of ADB’s current structure. Resident missions have made a 
strong contribution to ADB’s effectiveness, performance, and efficiency, so continued investments 
in ADB’s network of field offices are necessary. The recommendations will help maximize their 
benefits. The second assumption is that recommendations remain within ADB’s current 
organizational structure. The review does not attempt to identify solutions to the structural 
limitations, as these should be considered from a broader point of view than just resident missions.  

 
48. Recommendations are principles-based. Recognizing regional and country 
characteristics, the review does not give one-size-fits-all solutions but sets principles to initiate 
change in behaviors and provides tools to departments to flexibly implement recommendations. 
For each agenda, the report sets objectives and principles that can guide internal organization 
and processes. It also proposes medium-term actions to implement these principles. The details 
of these actions should be periodically reviewed and adjusted as necessary to ensure they meet 
the initial intent. While the review adopts budget and structural assumptions, the principles-based 
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nature of the recommendations can ensure that they can be scaled up with additional resources 
and be useful in the event of a change in structure or further lessons of the pandemic. 

 
49. Recommendations should be considered as a package and in combination with other 
corporate initiatives ongoing in ADB. Together, they will strengthen resident mission operations 
for Strategy 2030. As resident missions are an integral part of operations, recommendations cover 
many areas. Some recommendations will also affect headquarters staff and operations. Several 
recommendations will be implemented through separate stand-alone initiatives, some of which 
are already ongoing. The review’s action plan is included in Appendix 2. 
 
50. No changes to the Resident Mission Policy are proposed. As for the 2008 review, this 
review finds that the broad objectives of the policy are being met. The policy proposal to establish, 
where practical, a resident mission in each borrowing DMC is being followed. The policy has some 
dated language, as it was written 20 years ago. But its premises, objectives, and the structure it 
provides for resident missions remain relevant. The policy also provides a flexible framework that 
can accommodate the review’s proposed recommendations. The Resident Mission Policy and 
ADB’s current structure were designed as a package. As recommendations do not change the 
structure, they also remain within the policy framework. The adequacy of the policy framework 
should be reassessed under any future review of ADB’s organizational structure.  
 
A. Culture of Collaboration: One ADB Resident Mission Governance Framework 
 
51. A new governance framework in the field to deepen collaboration. To deepen 
collaboration among its operations departments on country issues and better connect resident 
missions with all headquarters departments, ADB will implement a new governance framework 
for resident missions. It improves feedback and reporting arrangements to better connect staff 
working in country operations. The reforms will build on lessons from the pandemic response and: 

(i) facilitate coordination of all ADB operations in a DMC and provide each resident 
mission with the tools to support ADB’s overall agenda,  

(ii) empower country directors to represent all ADB departments and act as an 
integrator, with a stronger connection to PSOD, OPPP, and SDCC,  

(iii) facilitate collaborative work by country teams on developing the best solutions, 
including integrated ones, and  

(iv) better integrate local staff in resident missions with headquarters, which will 
improve knowledge flows. 

 
52. ADB’s resident mission operations will be guided by the following principles: 

(i) Resident missions represent all ADB departments. They are a common ADB 
asset, and as such should provide services to all departments. ADB staff in the 
field, and particularly staff working on public and private sector matters, are in the 
same office premises, unless there is a strong business justification to do 
otherwise.   

(ii) Country directors, while being a part of a regional department, have a close 
connection to PSOD, OPPP, and knowledge departments, which empowers them 
to represent ADB effectively with all clients. 

(iii) All staff and units contributing to country operations receive feedback on their 
contribution from the resident missions.  

(iv) All field staff working in a sector or technical area are closely connected to their 
anchor and job family in headquarters. The intensity of this connection depends 
on the specific requirements of the function the staff member is performing.  
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(v) All staff working in a resident mission or any other field office have a reporting line 
to the manager of that office—typically the country director.  

 
1. One ADB Country Directors and Resident Missions 

 
53. Country directors’ objectives will be redefined to focus more on client relationships. 
Country directors will take a more ambassadorial role, focused on client relationships, developing 
a deep understanding of DMC development needs and how to address them, ensuring that ADB 
provides the best solutions—which may be sovereign, nonsovereign, advisory, knowledge, or an 
integrated combination of these—and managing a multidepartment office. Core elements of 
country director job descriptions will be standardized to reflect these objectives.  
 
54. ADB will strengthen its cadre of country directors. Country directors will bring a breadth 
of understanding of all ADB operations as well as excellent management, advocacy, 
communications, and people skills. The selection and appointment process of country and deputy 
country directors will be improved to ensure the appointment of the best candidates, with broad 
internal ownership of the decisions. The job descriptions of country directors will facilitate 
consideration of a wide range of candidates, including those with strong private sector and 
advisory backgrounds. They will also reflect country directors’ role regarding staff security and 
welfare.33 Under the concept of a “country director academy,” ADB will more systematically invest 
to build the capabilities required of country directors, prepare them before appointment, and 
support them during their assignment. 
 
55. Private sector operations, OPPP, and knowledge departments will partly structure 
their workplans by country or group of countries. This country perspective will be an integral 
part of each department’s annual workplan and targets. Workplans’ country perspectives will be 
developed in coordination with resident missions within the framework of CPS, supporting 
coordination of all ADB activities in a country.  
 
56. The country director and, by extension, the resident mission, will directly contribute 
to selected private sector operations objectives and tasks under these country-focused 
workplans, under guidance from PSOD. These contributions will be integrated in the country 
directors’ workplan. Resident mission support for private sector operations is expected to be 
primarily upstream—for client relationship, market knowledge, upstream private sector 
development, and deal origination—and for operations support. Where these tasks become 
substantial, PSOD will provide resources to the resident mission, which will be managed under 
the oversight of the country director.34  
 
57. Country directors will have dotted-line reporting to PSOD; some may be part of both 
regional department and private sector management teams. Country directors will report to PSOD 
regarding the tasks assigned. Country directors will also receive performance feedback from 
OPPP and SDCC. Transition to this new setup will be gradual, starting with countries with the 
largest number of nonsovereign operations. These arrangements will support country directors to 
develop close relationships with all operations departments and to better support PSOD. These 
relationships are necessary for country directors to effectively represent these departments and 
lead their engagement in the field.    

 
33 Country directors and representatives should be prepared to respond to crises and incidents adversely impacting 

ADB personnel, facilities, operations, reputation, and/or financial standing in an agile and effective manner. 
34  This approach may be considered for other departments on a case-by-case basis, where the resident mission fulfills 

specific tasks unrelated to operations. 
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2. One ADB Country Teams 
 
58. ADB will update the concept of country team to facilitate collaborative work on 
integrated solutions. For each country, there will be a standing country team, comprising staff 
from the resident mission, from throughout the regional department, as well as representatives of 
the Economic Research and Regional Cooperation Department (ERCD); OPPP; the Procurement, 
Portfolio and Financial Management Department (PPFD); PSOD; and SDCC.  
 
59. To raise the profile of country teams, the country director will lead the team. 
Participation in the teams will be formalized. Operations division representatives will be 
designated as “sector leaders” for one or more countries, a designation meant to denote staff 
seniority and managerial potential.  
 
60. The objective of country teams will be to ensure that all ADB operations are strongly 
country focused. They will maintain ADB’s diagnostics on crosscutting development needs. The 
country teams’ current collective responsibility for preparing the CPS and annual country 
operations business plan (COBP) will be expanded to lead a high-level policy dialogue including 
private sector, advisory, and knowledge departments. They will advise the country director in 
developing broad concepts for the best solutions for clients, particularly innovative and integrated 
solutions that bring knowledge from across ADB.  
 
61. Country team members outside of the resident mission will have dotted-line reporting 
to the country director. Divisions will appoint staff to be members of the country teams. Country 
team members will dedicate part of their time to country team tasks, and this contribution will be 
formalized in the staff workplan. Country directors will supervise team members’ contributions 
and give feedback on related performance.  
 
62. Country directors will provide performance feedback to staff of any department 
directly contributing to operations in the country. This is because country directors are 
accountable for ADB’s engagement with clients. This feedback may be direct or through a 
delegate. Horizontal feedback between the country directors and directors of the regional and 
private sector divisions operating in the country will complement this setup.  
 
3. Field and Headquarters Staff Integration Along Sector and Functional Lines 

 
63. The link between outposted staff and the country director will be strengthened so that 
outposted staff better contribute to the country work program and are better integrated within the 
resident mission team.  
 
64. Outposted staff are placed in the resident mission by headquarters divisions with the 
intention of complementing the resident mission team’s capabilities and bringing additional 
connections and authority. Country directors are involved in the selection and extension of 
outposted staff and can object to an assignment, considering the imperative to integrate outposted 
staff effectively in the team. Outposted staff have a dotted-line reporting to the country director. 
The country director is to provide daily guidance on their work as it relates to country operations, 
while respecting that the reporting headquarters division has authority on broad task allocation as 
well as sector/functional and technical matters, and that the staff may be working in more than 
one country. The country director also has administrative oversight and provides coaching and 
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mentoring.35 Country directors will integrate outposted staff in the resident mission team, while 
outposted staff will share operational information with the country director. Country and 
headquarters directors should jointly review the staff workplan and resolve any issues. The 
country director provides formal performance feedback to headquarters directors on outposted 
staff performance and behavior.  
 
65. In parallel, resident mission staff, particularly local staff, will be more closely 
connected with a functional manager. Under the current model, the resident mission staff have 
a single reporting line to the country director, which largely independently defines needs, recruits, 
assigns tasks (related to its resident mission only), supervises, evaluates, and manages their 
careers. This model is no longer suitable for ADB’s operations, which require more complex tasks 
to be performed in the field, greater integration of operations, and an ability to bring global or 
regional knowledge to clients. The country director may also not have technical knowledge to 
judge needs and assess skills in all areas, and not stay long enough in the position to guide 
careers. To address these issues, resident mission staff will have dotted-line reporting to a 
functional manager, which may be a director or senior staff, depending on the areas. 
 
66. The functional manager will develop staff and capabilities, set standards, and drive 
functional excellence. The standard roles of a functional manager will therefore include (i) 
supporting position management—e.g., advising on position needs, defining standard job 
descriptions and skills requirements, and jointly recruiting with the country director; (ii) supporting 
staff development and careers—e.g., mentoring, training and certifying, animating a network of 
staff for knowledge exchange, and recommending for promotion; and (iii) providing on-the-job 
support—e.g., by providing technical advice and back up, advising on workplans to ensure that 
they meet standard functional practices and corporate initiatives, and providing feedback on staff 
performance. This approach will help professionalize local staff roles with higher standards and 
consistency and help identify and prepare some local staff to take on international roles.  
 
67. The role of the functional manager will be determined by the function of the positions. 
Some staff will report primarily to the country director, with a dotted-line reporting to a functional 
manager, while others will report primarily to the functional manager, with a dotted-line reporting 
to the country director. Several cases are considered below:  

(i) For roles that require limited coordination between the resident mission and 
headquarters, the functional manager will fulfill the standard roles. This approach 
may apply to many roles in the resident mission. It will be applied to external 
relations officers (to the Department of Communications [DOC]), 36  to country 
economists or economic officers (to ERCD), to procurement and financial 
management staff (to PPFD), and to gender, portfolio and safeguards staff (to the 
regional department front office or a dedicated unit).  

(ii) For sector and private sector staff, close integration in a sector or private sector 
division are required. This is to ensure a consistent engagement with clients and 
clear accountability of the relevant sector or private sector director over 
operations.37 In addition to the standard roles of a functional manager, the sector 
or private sector director will lead in developing staff workplans, including 
proposing regular cross-support work in other countries, and providing technical 
guidance. The sector or private sector director will be responsible for integrating 

 
35  As country directors are responsible for the safety of ADB staff in the country, including outposted staff, they should 

preferably approve leave and be consulted over the staff’s missions.  
36 The current arrangements covering 12 external relations officer positions will be extended to all external relations 

officer positions.  
37 These positions may report primarily either to the country director or to the sector or private sector director. 
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the staff into the division’s life (e.g., inviting staff to team meetings and retreats and 
facilitating participation in sector groups), delegating authority, and considering 
opportunities to assign them increasingly complex tasks according to capacity. The 
sector or private sector director may delegate some of these oversight 
responsibilities to a senior local or international staff, themselves reporting to such 
director.38  

(iii) IT support roles require direct supervision by ITD to improve and standardize the 
quality of IT services to the resident mission. These roles will report to an ITD 
manager, with a dotted-line reporting to the resident mission. Similarly, security 
support roles require direct supervision by the Office of Administrative Services 
(OAS) to improve and standardize the quality of security services to the resident 
mission. These roles will continue to report to Security and Emergency Services, 
with a dotted-line reporting to the resident mission. 

 
B. Quality of Engagement: Sharpen ADB’s Country Focus 
 
68. ADB will pursue a higher quality of engagement with DMCs. Reforms will:   

(i) focus and empower the resident missions in their programming, client relationship, 
and communication roles, for all ADB operations;  

(ii) deepen ADB’s country diagnostics, particularly of crosscutting issues, so that 
resident missions are in a better position to offer the most fit-for-purpose ADB 
solutions; and  

(iii) improve the country focus of private sector, advisory, and knowledge operations 
so that they better support the country engagement led by the resident mission. 

 
69. ADB’s resident mission operations will be guided by the following principles: 

(i) As ADB’s client units, resident missions will lead ADB’s strategic engagement in 
DMCs with all country clients and communicate effectively. 

(ii) Resident missions should not turn into mini-ADBs. Roles and responsibilities 
between resident missions, sector divisions, and other delivery and support units 
will be clearly assigned. 

(iii) ADB’s engagement in DMCs under Strategy 2030 will draw from cutting-edge 
country, sector, and thematic knowledge. 

(iv) All ADB operations will follow a country-focused approach. 
(v) Increases in resident missions’ capacity and phased-in engagement in private 

sector and advisory operations will progress in parallel. 
(vi) ADB’s knowledge activities will be increasingly demand driven. While ADB will also 

identify future DMC needs and shape agendas, such as in areas identified under 
Strategy 2030, ADB will ensure that activities are relevant to country operations. 

(vii) Approaches will be differentiated according to the context of each resident mission 
and country. 

  
1. Sharpened Resident Missions’ Role as Client and Programming Units 
 
70. Resident missions will expand their leadership in client relationships and country 
engagement roles. Resident missions are ADB’s representatives in the field. They lead and are 

 
38 Similar arrangements exist for staff of the disbursement units, which report administratively to the country director 

and functionally to CTL. Existing arrangements will be maintained. CTL’s role under these arrangements involves 
jointly recruiting and preparing workplans with the country director, training, providing technical and day-to-day 
guidance, approving disbursement transactions, and providing performance feedback as input provider.  
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accountable for ADB’s strategic engagement in the DMC. They should lead in functions that 
require a country-wide focus, and where they have a comparative advantage over headquarters 
units because of their greater local knowledge and proximity to clients. Resident missions are 
therefore expected to lead in: 

(i) country–client relationships and country-level policy dialogue; 
(ii) country-level communications;  
(iii) maintaining ADB’s knowledge of country development issues, and contributing to 

ADB-wide learning; 
(iv) country strategy, programming, and pipeline management, particularly for 

sovereign operations; 
(v) originating, identifying, and coordinating the development of ADB solutions, 

particularly integrated ones, to address development issues and client needs;39 
and 

(vi) portfolio management, particularly for sovereign operations.40 
 
71. Sector divisions will lead in delivering sovereign operations and assume end-to-end 
accountability on projects. Good checks and balances within regional departments rely on the 
tension between resident missions as client units, and sector divisions as delivery units. Sector 
divisions concentrate and update ADB’s technical expertise. Resident missions reach a 
consensus with sector divisions on the operations to be delivered. Sector divisions are 
accountable for the delivery of operations and for engagement at the sector level. They have a 
leading role in sector knowledge and policy dialogue, within the country-level engagement defined 
by the resident mission, and an end-to-end accountability over all operations and key project 
administration results in their sectors. They contribute to ADB-wide learning in the sector, 
including by integrating lessons from projects. When resident missions contribute to processing 
and project administration in a sector, they do so under sector division accountability.  
 
72. Operations departments will implement these directions considering country contexts. While 
resident missions will lead and be accountable for client relationships and country engagement, 
that does not mean that each task should be performed by resident mission staff. That will depend 
upon availability of qualified staff and relate to the volume and nature of ADB’s operations in 
country. Staff from different divisions can contribute to or guide some of these tasks, under 
resident mission oversight. Cost-efficiency considerations may mean that resident missions’ 
leadership role will be supported for some of these tasks by professional teams in another location. 
While resident missions should generally have authority in these areas, this authority is exerted 
under the supervision of operations departments, which can operate higher-level resource 

 
39 Resident missions, advised by the country teams, will lead in identifying broad concepts for solutions, particularly 

integrated ones. As in the current practice, country directors will need to reach a consensus with sector directors and 
other directors involved with the projects. Sector divisions are then responsible for designing and delivering individual 
sovereign projects, including coordinating involvement from other parts of the regional department or bank where 
necessary. In some cases, the resident mission may need to retain a coordinating role, particularly for client 
engagement. Heads of departments (e.g., the regional director general or the private sector director general) manage 
conflicts between the resident mission and the sector or private sector unit. Issues involving departments are 
managed following procedures set in the applicable departmental cooperation memorandums.  

40  Under this approach, resident missions lead sovereign country portfolio reviews while sector divisions are 
accountable for the achievements of sovereign portfolio key result areas in their sector. Resident mission roles in 
sovereign portfolio management include (i) organizing the Country Portfolio Reviews/Tripartite Reviews; (ii) 
identifying generic issues and implementing solutions affecting the sovereign portfolio; (iii) identifying specific project 
issues and proactively supporting or coordinating with sector divisions on their resolution, (iv) incorporating lessons 
from ongoing operations into the CPSs, COBPs, and project processing; and (v) leading sovereign portfolio reviews 
with sector divisions and coordinating with PPFD on reporting. 
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allocation and manage internal conflicts. In addition, as resident missions are ADB’s client units, 
they rely on delivery units for implementation, and need to concur on deliverables. 

 
73. ADB will strengthen implementation arrangements for the resident missions’ core 
role in communications and representation. ADB will follow the external relations approach 
that had been established in 2011 Public Communications Policy and implement it consistently 
across resident missions, ensuring: (i) development of country directors’ external communication 
skills; (ii) that external relations officers report directly to the country director and are a member 
of the resident mission management team; (iii) consistency in job descriptions, qualifications, and 
levels; and (d) close integration of external relations staff including dotted-line reporting to DOC. 
Additionally, external relations staff will contribute to and benefit from training and skills 
development programs for DMC journalists and government communications officers.  
 
74. Resident missions’ representation role extends to private sector clients, which should be 
properly resourced. ADB will review the adequacy of country directors’ representation budgets, 
while maintaining ADB’s long-standing careful control over such expenses. 
 
2. Deeper Country Diagnostics  
 
75. Resident missions’ country teams will define needs and coordinate an increased 
effort on country diagnostics. These may include periodic sector assessments, private sector 
development assessments, cross-sector and/or thematic assessments. Their purpose will be to 
maintain up-to-date and cutting-edge understanding of development issues in DMCs, so that ADB 
can design the most impactful solutions, as well as support CPS preparation. 41  Individual 
assessments may also be used to develop a platform for dialogue with clients on policies, possible 
ADB value-added solutions, and support for business development efforts. To be impactful, the 
country team and its sector leaders or focals will make substantial contributions to their delivery, 
which may involve one or more sector or PSOD divisions. SDCC groups will provide support and 
quality assurance.  
 
76.  Resident missions’ country teams will also maintain updated sector or thematic 
roadmaps on ADB’s engagement in the country. Building on the assessments, the roadmaps 
will articulate ADB’s long-term strategic approach to engagement, capacity building, and 
replication, considering for instance how initial reforms can later unlock private sector investments. 
They will detail the approach to implement Strategy 2030’s country strategy. It is considered that 
roadmaps will have a flexible coverage (e.g., key sectors, pillars of engagement), and that they 
may take various formats. What is important is that the roadmaps be developed, monitored, and 
frequently updated in a lively dialogue between the resident mission country team, the sector or 
PSOD divisions, OPPP, and SDCC sector/thematic groups.  

 
77. ADB will strengthen its network of resident mission country economists and 
specialists. This will help create sufficient internal capacity to coordinate country diagnostics and 
roadmaps, and link them with the development of ADB’s solutions. ADB will increase the skills 
and capacity of its cadre of country economists and specialists and standardize their terms of 
reference. To emphasize the link between end-development impacts and ADB’s operations, they 
will be professionally connected to ERCD, which will maintain skills and qualifications. They will 
coordinate the resident mission’s contribution to regional studies.  

 

 
41 Needs will be defined as a complement to the diagnostics already available in the country. 
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3. Sharpen Country Focus of Private Sector and Advisory Operations 
 
78. ADB will gradually build the capacity of its resident missions in private sector and 
advisory operations. Resident missions will serve as the common field office and support ADB’s 
public, private sector, and advisory operations, as ADB does not have the resources to maintain 
two parallel networks, nor is it desirable from a One ADB perspective. Resident mission 
involvement for private sector and advisory operations is expected to start in upstream and 
origination areas—i.e., client relationship, market knowledge, upstream work, and deal 
origination. The resident missions may also provide operations support, such as for local 
facilitation, follow-up with clients, and safeguards support. Later, resident missions may provide 
pipeline and portfolio support. The scope of the resident mission’s role will be defined in a dialogue 
between the country director, OPPP, and PSOD, which will assign objectives, resources, and 
initially maintain basic responsibility. The scope will also depend upon each resident mission’s 
capacity. To build capacity, ADB will expand the network of resident missions with private sector 
local staff, in line with Strategy 2030 and ADB’s private sector operational plan. Local private 
sector staff can provide linkages with sovereign upstream work, thereby helping nonsovereign 
projects to align with the country strategy and to be originated as a byproduct or follow-on from 
upstream work. 
 
79. In parallel, resident mission engagement in private sector and advisory operations, 
transactions processing, and pipeline reviews will be phased in. Resident missions, through 
the heads of departments, are already asked to comment on all nonsovereign operations concept 
proposals to provide guidance on development effectiveness issues. PSOD and OPPP will initially 
informally increase resident mission involvement in the early phases of transactions, and in 
reviewing country private sector operations and advisory pipelines. Country directors will advise 
on alignment with the country strategy and identify any political economy issues. These steps can 
build capacity and improve collaboration and trust. In a second phase, ADB will consider whether 
to formalize the resident mission’s role in private sector operations processes, such as requiring 
a country director’s formal concurrence on concepts, participating in investment committees, or 
assuming a leading role in pipeline reviews. 

 
80. ADB will strengthen the country focus of PSOD, in terms of structure and processes. 
ADB will consider various options to facilitate a closer dialogue between resident missions and 
private sector operations management and teams on country issues, country programs, and 
integration with sovereign operations. In addition to structuring internal workplans by country, ADB 
will consider appointing one or more private sector country focals, who will be members of the 
country teams. OPPP may apply a similar approach. With expected growth of PSOD staff in the 
field, the structure of PSOD teams in the field will be integrated with the resident missions. For 
instance, the head of PSOD teams in hub locations may be considered as deputy country director. 

 
81. The role of the CPS for private sector operations and advisory services will be 
enhanced, making it ADB’s comprehensive platform for engagement in each DMC. Under ADB’s 
parallel CPS and results framework review, the CPS will give clearer indications on (i) areas where 
nonsovereign operations and advisory opportunities will be actively pursued including through 
integrated approaches, (ii) clear logical linkages showing how these operations will contribute to 
the CPS outcomes, and (iii) how public, private sector operations, and advisory staff will work 
together on integrated approaches. Another initiative to better measure the development impact 
of nonsovereign operations will further strengthen connections with the CPS.  
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4. Sharpen the Country Focus of Knowledge Activities and Integrate with Other 
Country Operations 

 
82. The business processes for knowledge products and services will be formalized to 
enable more effective management by resident missions, and quality assurance by knowledge 
departments. Resident missions need to be able to integrate the knowledge products and services 
(KPSs) into country operations to meet DMCs’ needs, agree on deliverables and approaches with 
the ADB units delivering them, monitor their delivery, and assess their success. ADB will improve 
the current knowledge programming function of the CPS and associated country knowledge 
plan. 42  Under a follow-on initiative, ADB will formalize business processes for identifying, 
programming, funding, concept review, quality assurance, dissemination, and evaluation of 
KPSs—considering differentiated approaches proportional to the types of KPS, the need for clarity 
in defining the objectives and target audiences, and avoiding duplication with existing processes 
for TA. These processes will recognize the resident missions’ central role. 
 
83. Resident missions will assume a stronger role in determining knowledge programs 
of both regional departments and non-operations departments. Regional departments will 
strengthen the role of resident missions in knowledge programming, for instance allocating 
knowledge TA envelopes to resident missions or facilitating their control of regional knowledge 
TA projects’ individual activities. ADB will match knowledge needs identified by resident missions 
and operations departments with knowledge departments’ activity programs, and consider the 
establishment of an annual knowledge clearing house.43 Demand-driven activities are expected 
to constitute a substantial share of knowledge departments’ activity programs. In parallel, 
processing of regional TA projects by knowledge departments will require prior engagement with 
several country directors, while initiating country-specific activities will continue to require country 
director clearance.  
 
84. ADB will strengthen the country focus of the knowledge departments in terms of 
structure and processes. To better attend to each country operations’ needs, SDCC will establish 
a “resident mission service window,” considering ideas such as a system of knowledge business 
partners coordinating assistance to countries, and facilities to quickly mobilize internal or external 
experts for short-term advice. In resident missions with large knowledge operations, SDCC and 
ERCD will participate in programming missions and develop joint country support programs.  
 
C. Responsiveness: Facilitating Business-Driven Decentralization 
 
85. ADB will keep strengthening its resident missions to effectively respond to client 
needs. Resident missions will continue to be the foundation of service delivery to public and 
private country clients. They will take a greater role in sector, knowledge, and private sector 
engagement, drawing from the early lessons from the COVID-19 pandemic response. Where 
practical and efficient, ADB will consider moving task management to resident missions and 
rebalance expertise between resident missions and headquarters. Cross-support between 
resident missions, including where a staff is posted in one location and working on two or more 
countries, will be encouraged. Resident missions’ work will be enhanced by pursuing greater staff 
concentration in hub locations, which may house staff with cutting-edge expertise from key 
sectors or technical support staff. In parallel, ADB will pursue efforts to empower staff in the field.  

 
42 ADB. Forthcoming. Country Partnership Strategy and Results Framework Review. Manila. 
43 Under such a mechanism, resident missions supported by sector divisions, and under regional department 

coordination, will identify and prioritize lists of KPS needs. During clearing house meetings, knowledge departments 
will agree with departments on which KPS to deliver, clarifying why some will not be carried out, and receive feedback 
from operations departments on the operational relevance of any proposed regional TA.   
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86. ADB will maintain its long-standing prudent and cost-effective approach to using its 
resources. ADB’s presence will be determined by business needs, rather than top-down targets. 
To optimize the use of resources, ADB will improve internal resource management processes by 
handing managers greater flexibility to deploy their workforce in the field, associated with more 
cost-conscious workforce decisions. 
 
87. ADB’s resident mission operations will be guided by the following principles: 

(i) Where practical and efficient to do so, operations should be managed close to 
clients and decisions taken locally.  

(ii) When reviewing its field presence and deploying new staff in the field, ADB will 
consider options that can enhance its responsiveness and efficiency by 
maximizing the use of hubs, particularly for private sector operations; effectively 
outposting staff; and creating conducive environments for processing in the field 
under sector or private sector directors’ oversight.  

(iii) Staff in the field will be empowered through delegations of authority that match 
capacity. Operations support departments will maintain empowered 
representatives in resident missions either directly or indirectly reporting to them. 

(iv) Operations managers (i.e., heads of departments and directors—under delegation 
from heads of departments) will have greater flexibility, authority, and 
accountability over the deployment of ADB’s workforce resources in the field. 
Business decisions will be taken in a cost-conscious manner. 

 
1. More Strategic and Flexible Workforce Management 

 
88. ADB will increase the authority of operations departments over workforce resources 
and their deployment to the field, while improving incentives to optimize the use of budget. 
ADB will review how to establish a resource envelope system. Such a system may rely on pre-
set cost conversion coefficients, under which operational managers will have the flexibility and 
authority to make budget-conscious business decisions, such as moving positions, converting 
them between staff categories, outposting staff or replacing staff positions with staff consultants. 
BPMSD will ensure prudence in bank-wide staffing and interdepartmental rebalancing of the 
envelopes. Together with greater agility in staffing and use of consultants (Section V.D), the new 
processes will enable a closer link between business needs and resource planning in country 
operations and greater internal efficiency. 
 
89. ADB will further strengthen its approach to strategic workforce planning. Department-
level strategic workforce plans will establish the department’s approach to maximize ADB’s 
responsiveness within the resource envelope, considering the new flexibilities in resource 
management and agility in staff management. When preparing CPSs and COBPs, departments 
will review workforce requirements, such as the need for outposting staff, and assess consistency 
with the department’s resource envelope.  

 
90. When preparing the plans, the departments will consider cost-effective operational practices 
that can make ADB more responsive, particularly in case of any future disruptions similar to the 
COVID-19 pandemic. Such practices include: 

(i) Sovereign project administration in the field. This approach is expected to 
become the default management option. ADB’s experience indicates greater 
performance, client satisfaction, and greater cost-efficiency when project 
administration is managed by local staff. Individual project administration decisions 
will recognize the importance of maintaining continuity in project teams and the 
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resident mission–headquarters collaboration, as well as practical considerations, 
including the possibility to develop sufficient local capacity in a cost-effective 
manner, and good delegation practices.  

(ii) Processing projects in the field. This approach is expected to become more 
frequent. Operations departments will review how to create environments that 
facilitate processing by outposted staff, with headquarters providing specialized 
expertise and quality control. Where local staff have adequate capacity, they will 
consider assigning processing tasks, under a sector or private sector director’s 
oversight, and outposted staff mentoring when available. 

(iii) Outposted country sector leaders. Where there is sufficient business need in a 
resident mission to justify outposting, departments will consider fielding country 
sector leaders in each of the key CPS areas. In smaller resident missions, a 
country sector leader would be expected to cover more than one country. The role 
of such outposted staff is expected to include advising country directors as part of 
the country team, coordinating sector engagement, supervising junior local or 
outposted staff, contributing to sector knowledge and business development, and 
taking the responsibility for processing and operations. In addition to their regular 
work, outposted staff have an important role in upskilling local staff, such as in 
processing and knowledge tasks, and disseminating ADB’s corporate culture. To 
fulfill these tasks, they should preferably be senior, with good people management 
skills, have sufficient knowledge of ADB processes to work under limited guidance, 
and remain in the posting for a sufficient time (typically 3 to 5 years if practical, 
considering the challenges involved with some postings) to develop a deep 
knowledge of the local context.  

(iv) Hub arrangements. Hub arrangements, such as operational subregional hubs, 
should be used, with local staff providing cross-support and playing a regional role, 
as discussed in the next sections. 

 
2. Review Options for Effective Use of Hubs 

 
91. ADB will examine alternative approaches to concentrating staff in key locations to 
effectively respond to the needs of its various clients, while better facilitating knowledge flows 
across units, seeking operational efficiency, and enhancing organizational resilience. Three 
options that are not mutually exclusive will be analyzed: 

(i) An ADB-wide operational hub. ADB will examine the feasibility of setting up a 
large office in a key location—housing experts from several regional, private sector 
operations, knowledge, and operations support departments—to complement the 
Manila headquarters by serving clients in multiple regions from a closer distance. 
The study will also examine organizational resilience co-benefits.  

(ii) Subregional operational hubs. Regional departments and PSOD, with 
assistance from support departments (BPMSD, ITD, and OAS) will coordinate to 
designate preferred locations for concentrating staff. These locations may house 
small processing and knowledge teams in one or more sectors, covering a defined 
range of countries. Opportunities to leverage the country’s expertise for regional 
support may be considered. Colocation of PSOD and regional department staff will 
be pursued, considering that collaboration and synergies are then more likely to 
develop.  

(iii) Subregional operational support centers. Regional departments will review with 
BPMSD, PPFD, and ITD options for increasing cost-efficiency in direct operations 
(e.g., project administration skills such as safeguards, procurement, and financial 
management) and indirect operations support functions (e.g., those related to 
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finance and administration, including IT support) through cross-support between 
resident missions, including setting up subregional operations support centers, 
each of which could handle a group of countries based on proximity and time zone. 

 
92. To increase its private sector staff footprint, ADB will adopt a hub-and-spoke 
approach. It is expected that subregional hubs will eventually house a cross-section of private 
sector skills appropriate for the market, with teams able to complete most transaction processing 
tasks. The outposting of legal and risk staff in such locations may be worth considering to further 
improve responsiveness. Complementing the hubs, ADB will expand the range of resident 
missions with private sector local staff. 
 
93. ADB will maintain a cost-effective approach in the development of hubs. Expected 
outcomes—such as in terms of greater responsiveness to clients, agility, and efficiency—can be 
reviewed together with cost-efficient ways to provide them. Suitability of locations for hubs will 
depend on various criteria, such as proximity to clients, travel options, costs, access to local talent, 
and quality of life. Attracting international talent is easier in locations with good quality of life. ADB 
will review its mobility support package in such locations, and will consider aligning benefits with 
headquarters in Manila, which would make posting decisions largely cost-neutral, and facilitate 
the development of the hubs.  

 
3. Delegate Authority to Staff, Considering Benefits in the Field 

 
94. ADB will pursue delegating authority over sovereign project and TA administration 
decisions to operational staff. ADB will facilitate delegations of authority from directors to team 
leaders, so they can better exercise their responsibility over project implementation.44 Under a 
follow-on initiative, ADB will review options such as enabling team leaders to carry out limited 
changes in projects, and take responsibility for some project actions and communications with 
clients. Authority is typically expected to be exerted within the project team, requiring a consensus 
with the team’s procurement, financial management, safeguards specialist, or counsel for 
procurement financial management, safeguards, or legal matters. A clear process will be needed 
to ensure proper consultations and agreement within the team. Parallel delegations to operations 
support staff will be pursued, for instance to outposted or strategically placed procurement 
specialists. The follow-on initiative will consider the qualifications, trainings, and accreditations 
necessary for delegating authority. While benefits are expected to be particularly important in the 
field, changes will be examined ADB-wide, considering the need for the same policies to apply 
across ADB.  
 
95. ADB will facilitate delegations of authority from the country director to the resident 
mission team to free country directors’ time for client engagement. ADB will examine a default 
approach to delegate most country directors’ authority over sovereign project and TA 
implementation to the resident mission project administration unit (PAU) head, whose authority 
will therefore be strengthened. Changes will be considered ADB-wide, extending to headquarters 
directors and PAU heads. While freeing managers’ time for more strategic tasks, shorter approval 
lines will also fluidify project administration, improving responsiveness to clients.   
 

 
44 Directors will maintain accountability. It is considered that at any moment they may withdraw or directly exert the 

delegated authority. 



27 
 

 

D. Increasing Organizational Agility through Human Resources Initiatives 
 
96. ADB will implement an ambitious package of human resources measures to enhance 
organizational agility and help resident missions deliver the agendas outlined in the previous 
sections. Delivering expected outcomes in terms of integrated approaches, higher quality of 
engagement with countries, and better ADB responsiveness is contingent on having the right 
skilled workforce in the field. It requires greater agility to meet fast-changing business needs and 
to place higher expertise close to clients.  
 
97. This section sets directions for future changes under ADB-wide initiatives. It identifies tools 
that will broaden options for managers to meet their workforce needs in a cost-effective manner. 
The assessment identified several issues: inflexible staffing contracting models, a dated approach 
to employment of resident mission local staff, scope to facilitate international staff mobility, and 
constraints in the use and effectiveness of ADB’s contingent workforce. These broad human 
resources matters must be considered to improve organizational agility in the field. However, they 
cannot be considered in isolation because consistency is needed in ADB’s human resources 
framework. They will be examined through separate ADB-wide initiatives, some of which have 
already begun.  

 
98. ADB’s resident mission operations will be guided by the following principles: 

(i) Flexible staff contracting terms will be used to help ADB meet its fast-changing 
business needs. 

(ii) The approach to resident mission local staff employment will be periodically 
reviewed to ensure that ADB makes the best use of the talent available in the local 
market, irrespective of nationality. 

(iii) ADB’s international mobility support will provide adequate and cost-effective 
incentives for attracting skilled international staff to locations where ADB’s 
business needs are. 

(iv) ADB will strive to make effective use of its contingent workforce. Long-term 
consultants will be empowered to perform a wider range of tasks, bringing 
versatility to ADB staff resources in the field. 

(v) The working conditions and culture in resident missions will support a diverse 
workforce to contribute and collaborate effectively in an inclusive manner. 

 
1. More Agile Management of Resident Mission Local Staff 
 
99. Resident mission local staff are expected to play a greater role in delivering ADB’s 
knowledge and services to country clients, as shown in ADB’s response to the COVID-19 
pandemic. Their skills, responsibilities, and exposure to ADB-wide operations and knowledge will 
continue to be upgraded. Greater agility in the management of this key workforce will be pursued. 
 
100. Follow-on initiatives under ADB’s human resources framework, particularly the upcoming 
job architecture review, will examine the following directions: 

(i) Developing the use of renewable fixed-term contracts for new hires. The 
purpose is to facilitate adjustment to changes in ADB’s business needs in a country. 
As its purpose is business-driven, contract renewal would be based on ADB’s 
business and skills needs, as well as the funding of the position, and not the 
incumbent’s performance. 

(ii) Separating job function considerations from contract status and nationality. 
The purpose is to remove real or perceived constraints in employing local staff for 
high value-added roles. The job architecture review will examine models under 
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which employment at the same level meets common standards, the decision to 
recruit on local terms is based on skills availability in the local market, and 
international and local staff at the same level fulfill similar roles.  

(iii) Facilitating the employment of third-country nationals. The purpose is to 
broaden local recruitment options and enable voluntary local staff reassignments 
between resident missions. Local staff employment will no longer be based on 
nationality or permanent residence. Employment of third-country nationals is 
necessary to develop hubs. It is advantageous where the local job market is thin, 
or conversely in locations where a large international community resides. Options 
used in other development banks will be examined, including: (a) opening 
recruitments on local terms to local positions to any nationality, (b) enabling local 
staff to apply to local staff position in another country, and if selected, allowing 
them to keep the existing salary scale for a defined period (as is currently the 
practice for short-term assignments in ADB), and (c) providing some limited 
mobility support to local staff. 

(iv) Encouraging local staff to take a regional role. The purpose will be to (a) 
facilitate cross-support between resident missions, thereby improving efficient use 
of ADB’s workforce in a region and supporting the development of hubs, and (b) 
increase local staff skills by developing their exposure to ADB operations in other 
countries. Sector directors will be key in regional assignments, through the new 
local staff reporting lines (Section V.A). Local staff assignments may be project- or 
time-based, depending on the opportunity.  

 
101. These directions will enable a greater use of ADB’s local workforce and help develop skills. 
As local staff skills improve through better recruitment and employment approaches, more 
challenging assignments, and regional exposure, more international careers in ADB can start in 
the field. 
 
2. Facilitating International Staff Mobility 
 
102. To gradually place more ADB expertise close to clients, international staff in operations 
should be mobile. Building on past achievements, ADB will look at key areas that can improve 
international staff mobility: 

(i) Career management support and better reentry options. ADB will strengthen 
staff mobility mechanisms, as well as talent management and succession planning 
for country directors. To better ensure reentry after a field assignment, an option 
is to nominally attach resident mission international staff positions below country 
directors to the department’s front office or another headquarters division, which 
will provide a reentry option and support staff’s career planning. 

(ii) Increased value of field assignments in career. ADB will strengthen the link 
between positive field experience and career development to ensure that this 
experience is systematically recognized and considered as part of performance 
and talent reviews. Decisions on promotions and appointments at principal and 
above levels in operational departments (IS6+) will preferentially consider field 
postings and staff in the field or with field experience. Similarly, prior country 
director or deputy country director experience will be preferred for senior 
appointments (IS9 and IS10) in operations departments. 

(iii) Fit-for-purpose mobility support package. ADB will update its mobility support 
approach to ensure that individual country packages provide adequate incentives 
to attract or relocate skilled international staff to locations where ADB has business 
needs.  
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(iv) Better information to staff considering field assignments. ADB will improve 
staff information on conditions of life in country and benefits. Such reports, which 
may cover information on housing, schooling, health care, spousal employment, 
and other information, will also be an opportunity to ensure adequacy of the 
mobility support package and good coordination with the resident mission. 

 
3. More Effective Use of the Contingent Workforce 
 
103. Through consultants and contractors, ADB gains access to specific skills in an agile, flexible, 
and cost-effective manner. This workforce is indispensable in the field for the same reasons that 
require increased staffing agility. It is important to ensure that consultants and contractors can 
contribute as effectively and efficiently as possible to ADB’s work and are empowered to perform 
a wide range of roles.  
 
104. ADB will review rules and practices to enhance the status of and empower long-term 
consultants. To effectively supplement ADB’s staff, such staff consultants and some categories 
of TA-funded consultants should be integrated in teams without status distinction, be able to 
represent ADB, and be empowered in some internal processes, while adhering to high standards 
of integrity and accountability compatible with their employment terms. The need for an enhanced 
status will also be considered for some categories of contractors in the field, such as for IT 
support. Because consultants and contractual staff have a different level of fiduciary accountability 
from staff, limits will remain on the responsibility and authority that can be assigned. Consultants 
and contractual staff are not expected to replace staff in certain decision making or oversight roles. 
 
E. Efficiently Supporting Field Operations 
 
105. ADB will strengthen and professionalize support for field operations, while 
modernizing business processes to meet the needs of decentralized operations.45  
 
106. ADB’s resident mission operations will be guided by the following principles: 

(i) strengthen governance and efficiency of resident mission finance and 
administration, including human resources management expertise;  

(ii) assign responsibility for specialized support functions in accordance with 
effectiveness and efficiency considerations; and 

(iii) phase out the use of memos and faxes wherever possible and replace them with 
system approvals, e-signatures, and e-mail communications. 

 
107. The review makes only a few resident mission-specific recommendations on modernizing 
internal administrative processes, which is an ADB-wide issue. The COVID-19 pandemic 
accelerated some changes, with paper-based processes now being performed digitally. ADB 
recognizes that processes need to align with the available digital technologies. ADB will 
implement separate business modernization initiatives, particularly under its Digital Agenda 2030. 
 
1. Improve Governance and Efficiency of Resident Mission Finance and 

Administration 
 
108. ADB will improve supervision and governance arrangements. Strengthening 
governance will pave the way for efficiency measures. Better efficiency and oversight in finance 

 
45 It is considered that the recommendations of this section will apply to all field offices, where applicable. 
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and administration will also free country director time that can be dedicated to strategic 
engagement with clients.  
 
109. To improve checks and balances, ADB will consider several measures: 

(i) Enhance country director training and on-the-job support in finance, administration, 
and human resources management matters (as part of the country director 
academy). 

(ii) Post an international finance and administration staff in the field with a regional 
oversight role. International staff with adequate qualifications would be posted in 
some of the largest resident missions to oversee finance and administration and 
support country directors in the region. 

(iii) Introduce term limits for heads of local finance and administration teams to 
manage the risks associated with long tenures, and/or dotted-line reporting to the 
regional institutional coordination specialist or international finance and 
administration staff.46 

(iv) Local human resources business partners will be ouptosted in resident missions 
with a large workforce. 

 
110. To improve efficiency, ADB will develop and implement a plan to: 

(i) Delegate some financial and institutional procurement authority currently held by 
country directors to the finance and administration teams to fluidify administration 
and reduce the burden on country directors. Delegations of authority will require 
sufficient local capacity and proper checks and balances. 

(ii) Improve accounting processes in resident missions to reduce paper requirements, 
and further refine the risk-based approach to control. 

 
2. Enhance Institutional Support for Resident Missions 
 
111. ADB will strengthen the position of institutional coordinator in operations 
departments. Support provided to resident missions will be standardized, particularly in the areas 
of human resources management, planning, and budgeting. One of the key tasks of institutional 
coordinators will be to maintain the strategic workforce plans, making use of the new agility and 
responsiveness options (sections V.C and V.D). ADB will explore linking operations departments’ 
institutional coordinators more strongly to BPMSD through strategic placement.  

 
112. Finance and administration focal points and networks will be formalized. Each support 
department (i.e. BPMSD, Controller’s Department, ITD, OAS) will establish or maintain clear 
focals for resident missions. These will directly coordinate on issues requiring more than one 
department’s involvement. In parallel, ADB will formally establish a network of finance and 
administration officers including linkage with key department focals, which will be a channel for 
discussing common issues, new initiatives, good practices, and staff training. 
 
3. Improve IT Support in the Field 
 
113. ADB will increase the quality of IT support services and the range of IT systems 
supported in the field. ADB will extend higher IT support in the field with higher skilled and 
empowered local support, or support in a close time zone, for faster resolution of more complex 
issues.  
 

 
46 In addition to the extra oversight, segregation of duties will be maintained, including in small resident missions. 
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114. IT support accountability and management of resources will be shifted to ITD. IT 
support staff and contractors will primarily report to ITD. With control over resources in the field, 
ITD will increase the quality of support by implementing approaches such as: (i) providing local 
IT support staff with higher access rights; (ii) enhancing IT support skills, gradually phasing out 
the practice of employing part-time staff with limited IT background; (iii) developing resident 
mission–resident mission support at a regional level, such as regional staff backups and 
complementarity in skills; and (iv) optimizing the workforce in resident missions to match with local 
IT needs. ITD will conduct a workforce analysis and resource planning to optimize IT support 
positions in the field. ITD will classify field offices, define hubs arrangements to optimize support, 
and determine in coordination with BPMSD a staffing complement per classification. ITD will 
regularly collect feedback from resident missions on the performance of its services. 

 
4. Improve Resident Mission Facility Management 
 
115. OAS will assume responsibility for managing ADB’s facilities in the field. 47  This 
approach is expected to bring greater accountability, efficiency, and consistency in managing 
resident missions’ facilities. It will create a robust and structured management of ADB’s growing 
real estate portfolio in the field and relieve resident mission teams of very specialized tasks for 
which they have limited skills. Management of leases will similarly be centralized. In managing 
ADB’s facilities, OAS will maintain adequate delegations to resident mission staff for minor and 
routine works, while directly managing the larger ones such as expansion, renovations, and 
relocations. Centralized management will improve services and cost-efficiency while requiring 
initial investments. A direct OAS footprint or local staff dotted-line reporting will be considered for 
ADB’s larger facilities.  

VI. IMPLEMENTATION AND MONITORING ARRANGEMENTS 
 
116. Implementation. The review’s action plan will be implemented over a 3-year period. An 
implementation group will coordinate the action plan. It will include representatives of concerned 
departments, under the joint leadership of SPD and BPMSD. While maintaining the key principles 
set in this report, detailed arrangements for field operations will be periodically reviewed and 
refined as necessary.  
 
117. Measuring success. The review’s action plan will enable Strategy 2030. Its ultimate 
desired outcome is the implementation of the strategy. Initial results of the review’s 
recommendations can be reviewed together with Strategy 2030 itself. ADB already developed 
some measures of One ADB approaches and knowledge solutions. Other qualitative measures 
will be developed under the Knowledge Management Action Plan and Innovation Framework. 
SPD will keep refining internal targets in the operational performance metrics to better capture 
quality, innovation, knowledge, and collaboration.   

VII. CONCLUSION 
 
118. ADB’s resident missions have made a strong contribution to ADB’s effectiveness, 
operational performance, and efficiency. Twenty years after the policy that paved the way for their 
expansion, resident missions have become an essential element of ADB’s value proposition. 
Strategy 2030 sets a new ambitious vision for ADB. The five agendas of this review—culture of 
collaboration, quality of engagement, responsiveness, agility, and efficient support—aim to 
provide resident missions with what they need to deliver the strategy. 

 
47 The approach will apply to all ADB field offices, including representative offices. 
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STAFF STRENGTH OF INDIVIDUAL RESIDENT MISSIONS AND FIELD OFFICES 
 

Name of Resident Mission or Field Office  
  

Acronym 
  Start of 

operations 
  

Number of Staff Positions 
  

2007  2020 (September 30) 

IS NS AS Total  IS NS AS Total Of which 
Outpostedd 

Central and West Asia Department    22  47   46    115   43   98     93    234  26 
Afghanistan Resident Mission  AFRM 2003   5  7  5      17   6    17     15     38   4 
Armenia Resident Mission  ARRM 2008          3      5       6      14   1 
Azerbaijan Resident Mission  AZRM 2004   2  3  1        6   3      6       4      13   1 
Georgia Resident Mission  GRM 2008          7      8       7      22   6 
Kazakhstan Resident Mission KARM 1998 1 5 6 12  4 7 5 16  2 
Kyrgyz Republic Resident Mission  KYRM 2000 2 5 3 10  2 7 9 18  
Pakistan Resident Mission PRM 1989 7 16 19 42  8 26 23 57  7 
Tajikistan Resident Mission  TJRM 2003 2 6 5 13  2 7 11 20  
Turkmenistan Resident Mission  TKRM 2010      1 3 2 6  
Uzbekistan Resident Mission  URM 1998 3 5 7 15  7 12 11 30  5 
             
East Asia Department    10 22 24 56  19 49 44 112  19 
People's Republic of China Resident Mission  PRCM 2000 7 17 21 45  14 37 32 83  17 
Mongolia Resident Mission  MNRM 2001 3 5 3 11  5 12 12 29  2 
             
Pacific Department    10 12 15 37  19 34 38 91  25 
Papua New Guinea Resident Mission PNRM 2003 2 4 3 9  6 8 9 23  2 
Pacific Liaison and Coordination Officea c PLCO 2005 3 4 4 11  5 8 7 20  2 
Pacific Subregional Officea c  SPSO 2004 5 4 8 17  7 8 13 28  5 
Pacific Country Office in Cook Islandsb COO PCO 2018       1  1  1 
Pacific Country Office in Federated States of 
Micronesiab FSM PCO 2018       1 1 2  

Pacific Country Office in Kiribatib KIR PCO 2018       1 1 2  2 
Pacific Country Office in Naurub NAU PCO 2018        1 1  
Pacific Country Office in Palaub PAL PCO 2020       1 1 2  1 
Pacific Country Office in Samoab PCO-SAM 2019       1 1 2  2 
Pacific Country Office in Solomon Islandsb PCO-SOL 2018      1 1 1 3  3 
Pacific Country Office in Tongab PCO-TON 2019       1 1 2  2 
Pacific Country Office in Vanuatub PCO-VAN 2018       1 1 2  2 
Pacific Country Office in Marshall Islandsb RMI PCO 2018       1 1 2  2 
Pacific Country Office in Tuvalub TUV PCO 2018       1  1  1 
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 (CONTINUED) 
 

Name of Resident Mission or Field Office  
  

Acronym 
  Start of 

operations 
  

Number of Staff Positions 
  

2007  2020 (September 30) 

IS NS AS Total  IS NS AS Total Of which 
Outpostedd 

South Asia Department    21 57 61 139  37 118 118 273  26 
Bangladesh Resident Mission  BRM 1982 7 15 21 43  9 27 31 67  5 
Bhutan Resident Mission  BHRM 2014      2 3 4 9  
India Resident Mission  INRM 1992 7 19 23 49  18 51 44 113  19 
Nepal Resident Mission  NRM 1989 3 11 11 25  5 19 22 46  1 
Sri Lanka Resident Mission  SLRM 1997 4 12 6 22  3 18 17 38  1 
             
Southeast Asia Department   33 49 43 125  58 90 84 232  38 
Cambodia Resident Mission  CARM 1996 4 7 6 17  7 15 13 35  4 
Indonesia Resident Mission  IRM 1987 10 15 16 41  15 15 15 45  9 
Lao PDR Resident Mission  LRM 2000 5 6 5 16  4 11 12 27  1 
Myanmar Resident Mission MYRM 2014      7 8 5 20  3 
Philippines Country Office PHCO 2000 3 3 4 10  3 7 3 13  
Thailand Resident Mission  TRM 2005 4 6 3 13  11 6 9 26  12 
Timor-Leste Resident Mission  TLRM 2000 1 2 1 4  2 4 3 9  1 
Viet Nam Resident Mission  VRM 1997 6 10 8 24  9 24 24 57  8 
             
Private Sector Operations Department        7 1 1 9  6 
ADB Office in Singaporec SGO 2020      7 1 1 9  6 
             
Total Number of Staff Positions in 
Resident Missions   96 187 189 472  183 390 378 951  141 

AS = administrative staff; IS = international staff; NS = national staff 
a PLCO and SPSO are in Sydney, Australia and Suva, Fiji, respectively.  
b Pacific country offices report to either PLCO, SPSO, or the Pacific Department’s front office. 
c Aside from directly overseeing operations of selected Pacific countries, PLCO and SPSO also act as liaison offices with key ADB stakeholders in the Pacific region (including 

the governments of Australia and New Zealand for PLCO). ADB’s Singapore Office supports private sector operations—in line with ADB's plans to increase its private sector 
operations field presence in regional markets. 

d  2020 outposted positions are included in total number of staff. There were 15 staff outposted in 2007. They are included in the resident mission staff numbers. 
 



34 Appendix 3 
 

 
 

REVIEW OF ADB’S RESIDENT MISSION OPERATIONS 
ACTION PLAN 

 
ACTION 

AGENDA 1 CULTURE OF COLLABORATION 
Action 1.1  One ADB Country Directors and Resident Missionsa 

Standardize core elements of job descriptions for CDs to ensure that ADB provides solutions that 
deliver the best development results with available resources. Integrate CDs’ role with respect to 
staff security and welfare. Redefine needed skills to include understanding of ADB’s SOV and 
NSO, communications, collaboration, and people management skills. 
CD selections, extensions, and movements done jointly by RD and PSOD, in discussion with 
BPMSD and SPD. 
PSOD and SDCC to structure annual workplans by country or country groups, consistent with the 
CPS, discuss with resident mission, and cascade to resident mission and CD workplans. 
Resident missions and CDs to support PSOD country workplan.  
CD dotted line reporting to PSOD, with feedback from OPPP and SDCC. RD and PSOD to jointly 
approve the CD workplan and assess performance.  
Pool resources from RD and PSOD into resident missions, with open option for other departments. 

Action 1.2  CD Academy  
Target capability building initiatives to ensure ADB has a greater number of qualified candidates 
for CD roles. 
Improve processes and support tools to prepare CDs to mobilize. 
Target and expand options for CD learning, development, and support.  

Action 1.3  One ADB Country Teams 
Define TORs of country teams to include (i) keeping ADB’s cutting-edge understanding of country 
issues, and (ii) developing the best solutions to meet development needs, including integrated 
solutions. 
Formalize country teams and widen them to ERCD, OPPP, PPFD, PSOD, and SDCC. 
Make team members accountable for the country team objectives. Country team tasks to be 
included in staff workplan, with CD feedback over performance. 
Systematize CD (or delegate) performance feedback for staff of any department directly 
contributing to operations in a country. 
Systematize horizontal feedback between managers: between CDs and RD sector directors and 
PSOD directors, through DGs. 
 

Action 1.4  Integrate Field and HQ Staff along Sector and Functional Lines 
Link outposted staff with CDs with dotted line reporting: CD veto, day-to-day guidance, and 
secondary role in workplan and performance evaluation. 
Formalize resident mission staff links with sector and functional line managers, in charge of career 
management and some operational oversight depending on each situation, with dotted line 
reporting. Specifically: 

(i) Local procurement and financial management officers to report functionally to PPFD  
(ii) External relations officers to report functionally to DOC 
(iii) Country economists/officers to report functionally to ERCD 
(iv) Gender, safeguards, portfolio specialists/officers to report functionally to RD front 

office or dedicated units 
(v) Resident mission sector staff to report functionally to sector divisions  
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ACTION 
(vi) Shift local IT support staff positions and contractors to ITD, with dotted reporting line to 

CD/F&A officer 

AGENDA 2  QUALITY OF ENGAGEMENT 
Action 2.1  Sharpen Role of Resident Missions as Client and Program Units 

Confirm CD/resident mission’s leading role in client relationships, sovereign program and portfolio, 
and developing One ADB approaches. 
Confirm sector director/sector division’s leading role on sector issues and end-to-end 
accountability on all sovereign operations in sector. 
Strengthen role of external relations officers in resident missions, including standardizing a direct 
reporting line to CD. 
Highlight the resident missions’ role in representation, and review representation budgets. 
 

Action 2.2  Deeper Diagnostics in Country Engagement 
Regular (at least once during a CPS cycle) country sector, cross-sector, and/or private sector 
development assessment (with PSOD support).  
Maintain updated sector or thematic roadmaps. 
Strengthen country economist positions to create sufficient internal capacity to coordinate country 
diagnostics. 
 

Action 2.3  Sharpen Country Focus of Private Sector and Advisory Operations 
Develop resident mission capacity in NSO, including expanding network of resident missions with 
private sector local staff. 
Phase in resident mission engagement in NSO transactions. 
Examine options for strengthening PSOD’s country focus, such as appointing PSOD country 
focals.  
Enhance CPS role for NSOs.  
 

Action 2.4  Sharpen Country Focus of Knowledge Operations 
Reform business processes for knowledge products and services to enable more effective 
management by resident missions and quality control by knowledge departments.  
Establish knowledge clearinghouse to better match knowledge department programs with 
operational needs and review and align SIs accordingly. 
Develop SDCC, ERCD country focus (in addition to the country workplans under Action 1.1). 
 

AGENDA 3  RESPONSIVENESS 
Action 3.1  More Strategic and Flexible Workforce Management 

Increase authority of RDs, PSOD, and OPPP over staffing and deployment to the field through an 
envelope system.  
Increase accountability and strategic planning of RDs, PSOD and OPPP through strategic 
workforce plans 
 
Plans to establish how operational departments maximize ADB responsiveness under the 
resource envelope, considering the new flexible management and agile HR options offered, as 
well as cost-effective operational practices, including: 

(i) Project and TA administration in the field 
(ii) Processing of projects in the field, including by local resident mission staff under 

sector director oversight 
(iii) Use of operational support subregional hubs, virtual hubs, resident mission–resident 

mission support and regional role of local staff 
(iv) Outposted country sector leaders, i.e. senior sector staff (IS5/6) working as part of a 

country team. 
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ACTION 
Action 3.2.  Review Options for Effective Use of Hubs 
 

Review staff mobility assistance in good quality of life locations (suitable for hubs); consider option 
to align with HQ benefits. 
Support RDs and PSOD in developing operational and/or operational support hub plans, as well 
as private sector hubs, coordinating with other departments (BPSMD, ITD, OAS). 
Review feasibility of developing an ADB-wide operational hub. 

Action 3.3  Delegate Authority to Staffc 

Facilitate delegations of authority to project teams and team leaders in project administration, 
together with training and accreditations. 
Facilitate delegation of director authority over implementation of delegated operations to PAU 
head.  

 
AGENDA 4  AGILITY 
Action 4.1  More Agile Management of Local Staff 

Develop use of renewable fixed-term contracts for new resident mission hires. 
Job architecture review to consider local staff employment model that dissociates function from 
status and nationality. 
Facilitate selected use of third-country nationals in resident missions. 
 
Encourage regional role for local staff to provide growth opportunities while also expanding 
support to other countries and improving the use of available skills and resources in the region. 

Action 4.2  Facilitate International Staff Mobility 
Facilitate reintegration to HQ of resident mission IS through: 

(i)  special attention to talent management 
(ii)  mapping to an HQ division (i.e. as outposted staff) 

Improve incentives for field postings: 
(i) reinforce importance of resident mission postings for career progression  
(ii) align the mobility package to business needs, particularly to FCAS/difficult locations 

Better inform about conditions of life in country by developing a comprehensive country report for 
relocating staff. 

Action 4.3         More Effective Use of Contingent Workforce 
 

Enhance the status and empower selected categories of ADB consultants and contractors to 
contribute more effectively. 
 

AGENDA 5  EFFICIENT SUPPORT 
Action 5.1  Improve Governance and Efficiency of Resident Mission Finance and 

Administration 
In larger resident missions, post international F&A staff to supervise and support F&A in the 
region, focusing on HR, accounting, and planning/budgeting. 
Outpost local HR business partners in larger resident missions to strengthen HR support. 
Review AOs to improve governance and efficiency of resident mission F&A, including by 
facilitating delegation of authority to F&A team. 
Improve resident mission accounting processes to reduce paper requirements and improve 
efficiency and update resident mission guidelines for financial matters. 
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ACTION 
Action 5.2  Enhance HQ Institutional Support for Resident Missions 

Review operations department institutional coordinator role by standardizing support to resident 
missions particularly in the areas of HR, accounting, and planning/budgeting. 

Review options for strengthening the role of institutional coordinator with more formal linkage to 
BPMSD. 
Formalize existing informal resident mission F&A network and including linkage to HQ in key 
administrative areas.  
 

Action 5.3  Improve IT Support in the Field 
Shift responsibility for IT support in the field to ITD. IT staff to report directly to ITD, with dotted line 
reporting to CD/resident mission staff.  
Conduct workforce analysis and resource planning, and then optimize the organization for IT 
support in the field. 

Action 5.4.  Improve Resident Mission Facility Management 
Shift responsibility for facilities management to OAS. OAS to develop approaches for improving 
services to field offices. 
 

ADB = Asian Development Bank, AO = administrative order, BPMSD = Budget, People and Management Systems 
Department, CD = country director, CPS = country partnership strategy, DG = director general, DOC = Department of 
Communications, ERCD = Economic Research and Regional Cooperation Department, F&A = finance and 
administration, FCAS = fragile and conflict-affected situations, HQ = headquarters, HR = human resources, IS = 
international staff, IT = information technology, ITD = Information Technology Department, NSO = nonsovereign 
operations, OAS = Office of Administrative Services, OPPP = Office of Public–Private Partnership, PAU = project 
administration unit, PPFD = Procurement, Portfolio and Financial Management Department, PSOD = Private Sector 
Operations Department, RD = regional department, SDCC = Sustainable Development and Climate Change 
Department, SI = staff instruction, SOV = sovereign operation, SPD = Strategy, Policy and Partnerships Department, 
TA = technical assistance, TOR = terms of reference. 
Note: Names of leading departments are bolded.  
a  Detailed guidance on reporting lines, accountability, and responsibilities of all parties under Actions 1.2, 1.3, and 1.4 
will be developed and regularly updated. (One ADB Resident Mission Governance Framework) 
b Job descriptions will reflect country directors’ role regarding staff security and welfare. 
c Such initiatives will likely require changes in Project Administration Instructions. 
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