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Executive Summary 
 
 
This report covers an organisational assessment of a Tanzanian Non-Governmental 
Organisation (NGO), the Peercorps Trust Fund. This is the first time an assessment of this 
type is being done of the organisation.    
 

Methodology 
 
The Octagon model was selected for conducting the analysis, a model which covers four 
aspects of an organisation:  
 

1. The organisational base, comprising of the organisations identity and structure;  
2. The organisation’s activities with or for the selected target groups;  
3. The capacity of the organisation to succeed, referring to its professional skills and 

funds at its disposal; and  
4. The organisation’s capacity to create and maintain relations with other actors in civil 

society and target groups.  
 

The different parts are rated on a scale of 7 to 1 (7: excellent, 6: very good, 5: good; 4: 
reasonable; 3: weak; 2: very weak; 1: non-existent), and placed in an octagon. 
 
The data collection comprised of interviews with the Director and International Project 
Coordinator as well as three responses to a questionnaire sent out to the volunteer staff. The 
website and various internal documents were reviewed. 
   

Key findings 
 

Organisational base: 
 

• The organisation has started working on a new vision and mission, which is currently 
not yet fully documented or discussed broadly within the organisation. 

• The communication channels between the management of the organisation are very 
weak. 

• The organisation is in the process of restructuring itself, into four to five different 
centres. Work has been started on devising strategies for each centre. 

• Democratic decision-making in the organisation is hindered by the inactivity of half 
of the board of trustees and lack of communication between them. 

 
 

Activities: 
 

• There is follow-up and review of results within projects. However, there is a huge 
potential for learning on an organisational level that is currently not being tapped into.  

• The new vision of the organisation is a response to the expanded activities of the 
organisation. 
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• Evaluation of working methods is done only at a project level, not at an organisational 
one. This may cause the organisation to become too heterogeneous, considering the 
new structure with four to five centres, each with their own strategies.  

 
 

Capacity development: 
 

• Staff are highly qualified and meet the needs of the organisation. 
• Management is not so visible due to the inactivity of half of the board of trustees and 

lack of a clear communication channel amongst them. 
• The organisation does not have enough finances to run its future projects. 
• Activities are systematically and transparently recorded. 

 
 

Relations: 
 

• The general approach of Peercorps towards target groups is inclusive; however, there 
is no system to evaluate the legitimacy the organisation has in the eyes of the target 
groups. There is also no continuous dialogue with the target groups.  

• The organisation has a communication strategy in place. There are signs of support 
from other actors; however, the organisation does not have a system in place to 
evaluate this support. 

• The organisation is very active in networks and collaborations, and utilizes them 
excellently.  

 
 

The final Octagon Matrix is illustrated below: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Peercorps received a very good rating when it came to working environment (legitimacy for 
its work and networks); reasonable to good rating for administrative systems and finance, 
expertise of staff and management, structure, identity and activities; and weak to reasonable 
rating for relevance of activities and working methods to the vision and dialogue with, and 
support and acceptance by target groups. 

Ratings  
 
7 = Excellent 
6 = Very Good 
5 = Good 
4 = Reasonable 
3 = Weak 
2 = Very Weak 
1 = Non-Existent 
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Conclusions: 
 

• The organisation is very good at utilizing its networks for various resources, and 
finding collaborators, however, does not have a system in place to evaluate support 
from other actors. 

 
• The largest weakness in the organisation is the lack of communication between the 

board of trustees combined with an inactivity of half of the board, has created a large 
bottleneck in the organisation. 

 
• There is a large potential of organisational learning that is currently not being tapped 

into, when it comes to learning from implementation, planning, and evaluation of 
activities and working methods. 

 
• The organisation would benefit greatly from planning a broader and more continuous 

dialogue with target groups. This would increase the legitimacy of Peercorps in the 
eyes of the target groups and help the organisation to plan, implement and evaluate 
current and future projects based on the needs of the target groups.  

 

Recommendations 
 
Based on the above analysis and findings, the author would like to offer some 
recommendations to Peercorps: 
 

• Open clear communication channels between the Director and IPC. Perhaps the 
receptionist at the Director’s MSK office could be utilized in for future 
communication for the IPC to be able to reach the Director in Tanzania.  

 
• Sort out the issue of the trustees once and for all. The bottleneck in decision making 

and democracy will only persist if this issue is not addressed. A discussion in some 
form, maybe a meeting, emails or phone calls is suggested to discuss the issue, to 
come up with a solution. 

 
• Tap into the potential of utilizing target groups. Design future projects to incorporate 

the views of target groups and evaluate their support of the projects and organisation, 
this will help to strengthen the legitimacy for the work of Peercorps.  

 
• Tap into the potential of organisational learning. This is a huge resource to strengthen 

the organisation, especially considering the wide array of experienced staff. Perhaps a 
creation of a feedback-mechanism on an organisational level, for example including 
what has been learned in the process when it comes to planning, implementing and 
working methods when projects are evaluated, compiling them and reporting it back 
as a resource for staff to use in future planning or something similar could be an idea.  

 
• In order to secure more sources of financing, as well as report to stakeholders and 

financiers on an annual level, it is recommended to make an annual report of 
Peercorps activities and finances. This will also stimulate transparency of the 
organisation.  
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Introduction 
 
This report focuses on an organisational assessment of a Tanzanian Non-Governmental 
Organisation (NGO), the Peercorps Trust Fund. The report will focus on the organisational 
level, covering the organisations identity, organisational structure, implementation and 
relevance of activities, professional skills of staff, capacity of management, systems for 
financing and administration, acceptance and support of target groups and relations with its 
external environment. To the knowledge of the author of this report, this is the first time an 
organisational assessment is being done of the Peercorps Trust Fund since it was founded in 
2004. The Octagon was selected as a tool for assessment. Recommendations will be offered 
to the organisation based on the analysis. The focus of the report will be the analysis and 
recommendations. 
 
 

Peercorps Trust Fund: Background 
 
The Peercorps Trust Fund is a Tanzanian, public health, grassroots NGO founded in 2004 by 
six medical students at the Muhimbili College of Medical and Allied Sciences, including the 
current director of the organisation, Dr. Hamisi Kigwangalla.  
 
Peercorps is currently defining a new vision and mission. The old vision and mission were 
formulated at the founding of the organisation in 2004, and can be found on the website of 
Peercorps (www.peercorpstrust.org). 
 

Vision 
 
Peercorps strives to make a difference in the lives of vulnerable youth, children and women in 
grassroots and at national levels.  

 
Mission 

 
Peercorps advocates for favourable policies and programs for youth, women and children; 
especially those in underserved areas, so as to improve their quality of life. We approach the 
issues of HIV/AIDS, malaria, tuberculosis, reproductive and child health, and substance abuse 
from a community centered perspective. We facilitate and support projects that improve the 
well-being of people in the developing world, provide care and support for people living with 
HIV/AIDS and develop programs that focus or put more emphasis on youth with special needs 
such as street youth, orphans, sex workers, refugees and members of the armed forces.  

 
The organisation had previously run projects mainly focused on HIV/AIDS, but had low 
activity since the students graduated and started working in different places. The organisation 
has had a new drive since 2007 with the efforts of an American international project 
coordinator (henceforth referred to as IPC), American Mike Wilson, who saw many 
opportunities. Together with the Director and some of the board of Trustees, they rekindled 
the fire of the organisation. They got many volunteer staff on board, from different countries 
in Europe and the Americas and started running projects in various areas.    
 
With new directions taken with the organisation, a need for a new vision and mission arose. 
According to the IPC, the new vision will be to improve livelihoods and ensure that there is a 
balance of equity, in regards to for example gender and socioeconomic status. The suggested 
focus of Peercorps is to be around four or five core areas of community health and welfare, 
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creating centres with their own mission and team of multidisciplinary staff. The core areas 
will include: 
 

• Injury Prevention and the Promotion of Safety;  
• HIV/AIDS Awareness and Health Promotion;  
• The improvement of rural livelihoods using technological advancements; and 
• Education and equity.  

 
Currently the organisation raised USD 30 thousand for a collaboration with an orphanage in 
Arusha, has an office in Nzega working with an educational initiative, a WHO collaboration 
project on preventing child injuries in January, and has conducted a large survey of 2000 
households in Dar es Salaam this July-August, a Photovoice Project involving six 
schoolchildren, among various other projects. The organisation is also in the process of 
expanding its work to Latin America and many other projects are underway.  
 
The organisation has a board of Trustees consisting of seven members (Mike Wilson being 
the newest member). The organisation consists of 12 volunteer staff, located in their various 
countries, working with different areas. The summer of 2009 the organisation hosted eight 
interns, and will host six to eight more interns next summer. The office in Nzega has two full-
time staff. The office in Dar es Salaam houses the director and currently two interns, of 
which the conductor of this evaluation is one. 
 
 

Methodology and rationale for the organisational 
assessment 

 
The Octagon was selected as a tool for assessment. Firstly, the tool is helpful for mapping an 
organisation for the first time, and will serve as a baseline for further future analyses of the 
organisation. Secondly, it is an extensive tool for conducting an analysis of the strengths and 
weaknesses of NGO’s and will therefore be useful to the organisation, especially considering 
its current stage of expansion.   
 

The Octagon Model 
 
The model selected for assessment was the Octagon model, a model developed by the 
Swedish International Development Cooperation (Sida) to evaluate strengths and weaknesses 
of NGOs. The model was designed to structure a dialogue with partner organisations, to 
select partners, or to assess whether to phase out support. It can also be used for 
organisational development. (Sida 2002: 3)  
 
The aim of the Octagon is to “obtain an overall picture of an organisation and to get to know 
it well”. (Sida 2002:3) The Octagon is a rapid assessment, and provides only a rough initial 
sketch, and it has to be combined with other tools to get a more in-depth analysis of the 
organisation. It can for example be used as a baseline if no previous assessments have been 
made of the organisation. (Sida 2002: 3-5) 
 
The model strives to assess an organisation’s capacity and development profile by focusing 
on four aspects of the organisation:  
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• The organisational base, comprising of the organisation’s identity and structure;  
• The organisations activities with or for the selected target groups;  
• The capacity of the organisation to succeed, referring to its professional skills and 

funds at its disposal; and 
• The organisation’s capacity to create and maintain relations with other actors in civil 

society and target groups.  
 

The different parts are rated on a scale of 7 to 1 (7: excellent, 6: very good, 5: good; 4: 
reasonable; 3: weak; 2: very weak; 1: non-existent), based on various criteria, and placed in 
an octagon. It is important to remember that the tool is based only on subjective measures of 
the organisation. This makes it a sensitive measure and hence it is important to include 
comments for rankings. (Sida 2002: 4-5.) 
 

 Data Collection  
 
The evaluator reviewed materials published by the Peercorps Trust Fund, including the 
website, constitution of the organisation and two latest issues of the organisations quarterly 
newsletter, Peervoice. Since the majority of the staff are not in Tanzania, a questionnaire was 
sent out to the board of trustees, volunteer staff as well as the interns from the summer of 
2009 (see Appendix 1 for the questionnaire). An online interview was conducted with IPC 
Mike Wilson, who is currently based in Spain. A short interview was also conducted with the 
Director, Dr. Hamisi. (See Appendix 2 for the initial interview questions for the Director and 
IPC) Interviews with neither staff in Nzega nor the orphanage in Arusha were possible due to 
their distance from Dar es Salaam. 
 

Limitations of the assessment 
 
Some limitations to the assessment will be discussed below: 
 
• The position of the evaluator as a full-time intern with the organisation is a limitation as 

this does not place the evaluator in a position that will give a clearly objective and 
external view of the organisation. 

 
• Staff are located in different countries and it is difficult to get a response via email. Only 

three responses to the questionnaire were received, of which only two were complete. The 
board of Trustees are in different parts of the country, and many are not active in the 
organisation. The projects the organisation is working on currently are also not in Dar es 
Salaam. Due to the evaluator’s workload in Dar it was not possible to travel to pay any 
visits to conduct interviews or observations.    

 
• The model itself is only a subjective assessment, and should be complemented with other 

tools; however, in the short time this assessment was conducted, it was not possible to 
add any other tools.  

 
• It was not possible to download the excel sheet for the  Octagon Due to a restructuring of 

the Sida website, so Microsoft paint was used to draw the model. 
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Analysis 
 
The analysis will cover the various elements of the Octagon model: the organisational base, 
activities, capacity and relations, and provide insight into the Peercorps Trust Fund. 
 
 

Organisational Base 
 

1. Identity 
 

A. Formulation of the organisations vision and mission 
 
According to Lusthaus et al (2002) the vision defines the kind of world the organisation 
wants to contribute to and the mission statement is to operationalise the vision into more 
concrete actions. These are also important staff motivation, as it they are used to create 
clarity of purpose, be a foundation for making decisions, create commitment to goals and 
generate support and understanding for the goals. (Lusthaus et al 2002: Chapter 4)  
 
Highest points are given to an organisation that has a documented vision which is known and 
accepted by all staff and has been spread outside of the organisation. (Sida 2002: 8)  
 
 
Since 2008 the organisation has expanded into new directions and the need for a new vision 
and mission arose. Currently, the new vision and mission are only known to the International 
Project Coordinator (IPC) and the Director. The new vision is open to suggestions by the 
board of Trustees, however, according to the Director, the rest of the board are not very 
active and it is better for the IPC to work on it alone. Staff have been able to view the new 
vision, but not edit it or collaborate on it.  
 
Unfortunately, there is a lack of a clear communication channel between the IPC and 
Director; due to the nature of the Director’s business. He is not only the Director of 
Peercorps, but is running his own large company and planning to run for parliament next 
year. Due to this he is travelling extensively, and does not have the time to respond to all of 
the IPC’s enquiries. The author herself has sometimes served as a channel for communication 
between them which, unfortunately, is not a sustainable communication channel.  
 
The staff who responded to my questionnaire showed varied knowledge of the new vision 
and mission. They used words like the organisation strives to make a difference; help 
communities and do health promotion. In general, however, they supported the vision and 
mission of Peercorps. 
 
The information will be spread outside the organisation through a new website, and shared in 
PEERVoice, the organisation’s quarterly newsletter, which is sent to all stakeholders, key 
informants in communities and people interested in the activities of the organisation.  
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The rating given to Peercorps:  
 
      7        6    5 4                 3                2                  1 
Excellent     Very Good     Good     Reasonable     Weak     Very Weak     Non-Existent 
 
Comments:  
 
Staff have an overall trust in what the organisation wants to achieve, however, the new 
vision and mission are not yet fully formulated or documented. A hinder to developing   
them fully, are the weak communication channels between the management. 
 
  

B. Formulation of relevant strategies in relation to the vision 
 
Lusthaus et al. (2002) point to the importance of having strategic long-term planning, where 
an organisation sets its goals, priorities, and tactics. This is not only important for realising 
the vision and mission of the organisation, but also for stakeholders to keep supporting the 
organisation. (Lusthaus et al. 2002: Chapter 3) 
 
Highest points are given to an organisation that has strategies that have been documented, 
which have a clear link with the vision. The organisation has also created sub-goals to be 
reached in order to realize the vision and overall objectives.  (Sida 2002: 9) 
 
The Peercorps Trust Fund is currently in the process of developing strategies. At the moment 
there are only clear strategies for specific projects, a more long-term strategy for the 
organisation as a whole is in the process of being formed together with a new structure of the 
organisation. The new structure will have four to five different centres, with each centre 
having dedicated staff creating the strategies for each centre (Interview with IPC). One of the 
staff interviewed said they would strongly support having more sub-goals to achieve, for 
example sub-goals to be achieved within a year.  
 
 
 
The rating given to Peercorps:  
 
      7        6    5 4                 3                2                  1 
Excellent     Very Good     Good     Reasonable     Weak     Very Weak     Non-Existent 
 
Comments: 
 
Work has been started on devising strategies, however, these, and sub-goals to be achieved 
are still in the process of being formed. 
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2. Structure of the organisation and its activities 
 
 
According to Lusthaus et al. (2002) the ability of an organisation to structure and restructure 
itself in order to adapt to external and internal conditions is vital for the organisation to 
maximise its performance. (Lusthaus 2002: Chapter 3) 

 

A. Application of a clear division of duties and responsibilities 
 
Highest points are awarded if the management and all staff are fully aware of the duties, 
responsibilities and powers they have. The functions are also recorded in an organisational 
chart. (Sida 2002: 9) 
 
According to the IPC, there is a clear split of duties and responsibilities, and these are noted 
online on the website of the organisation. However, two of the staff felt that they did not 
know what their specific duties were. One of them acknowledged this lack of clarity of duties 
as due to the growing nature of the organisation, also they had only recently started to work 
with the organisation. Another was an intern from the summer and noted that the interns all 
did various things together, and that everything was, however, clearly instructed. The reason 
for their felt lack of clarity is due to the nature of the work they were/are involved in.  
 
The old structure of the organisation, including the organisational chart, can be found in the 
constitution of Peercorps. The author noted that the intern descriptions for this year were 
clear with descriptions of the work and duties and responsibilities.  
 
 
 
The rating given to Peercorps:  
 
      7        6    5 4                 3                2                  1 
Excellent     Very Good     Good     Reasonable     Weak     Very Weak     Non-Existent 
 
Comments: 
 
Considering the expansion of activities, Peercorps has managed to create a good structure. 
The IPC is a very able coordinator, making sure everything gets done, and finding the right 
people to do the tasks. The organisation is flexible and responds to external and internal 
changes.  
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B. Application of democratic rules 
 
 
An organisation that receives highest points has a mechanism for holding decision makers 
responsible for their decisions and actions. There are possibilities available to change the 
constitution of the organisation.  The organisation does not exclude anyone on the basis of 
their sex, ethnicity or religious affiliation. (Sida 2002: 10) 
 
 
The constitution of the Peercorps Trust Fund describes the rights and voting procedures 
within the organisation. For example, only the board have the right to make large changes in 
the constitution. All big decisions have to be supported by 2/3 of the board of trustees, 
according to the constitution. The constitution is not updated in the sense of structures and 
objectives of the organisation. Peercorps in practice does not discriminate others based on 
sex, ethnicity, or religious denomination. (This is based on considering the diversity of its 
interns and staff. However, it is not noted in the constitution of the organisation.) 
 
The problem is that half of the board of trustees are currently not active in the organisation. 
This creates a bottleneck in the decision-making process. It is hard to get a democratic 
decision through the board, because many are too busy to respond to calls or emails. 
According to the Director, the IPC is striving to make the organisation more democratic. 
There is, however, no mechanism to hold the decision-makers responsible. The staff who 
answered the questionnaire were also not aware of any such mechanism being in place.   
 
There is, however, a collaborative spirit within the organisation as a whole. For example, the 
new structure of the organisation, according to the IPC, will be a collaborative effort with the 
rest of the staff. Both the IPC and Director warmly accept comments. Another example is the 
website, where one can read the following: “Come and volunteer with us, we can learn so 
much from each other, and it is with this collaborative spirit that we can aspire to excellence 
in our grass roots activities.” www.peercorpstrust.org    
 
 
 
The rating given to Peercorps:  
 
      7        6    5 4                 3                2                  1 
Excellent     Very Good     Good     Reasonable     Weak     Very Weak     Non-Existent 
 
Comments: 
 
Despite the collaborative spirit there is a lack of full management activity in the organisation, 
creating a huge bottleneck for democratic decision-making. 
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Activities - Output 
 

3. The implementation of activities 
 

A. Planning and implementation of activities 
 
Highest points go to an organisation that has operational plans for activities, which link to 
the organisation’s objectives. The planned results have been achieved and results have been 
documented and evaluated based on the plans. (Sida 2002: 11)  
 
In Peercorps, the outputs intended for the target groups vary on the project. Usually a 
proposal is drafted entailing the background information to the issue the project wants to 
address, a description of the activities, as well as the outputs intended for the target groups, a 
timeline, and a budget among other things. The projects are designed in a detailed and 
planned way, in alignment to the overall goals of the organisation. The majority of the 
projects have an awareness-raising goal. The results are reported, and an evaluation 
conducted based on the design of the project. The organisation has clear deadlines for 
projects, funding applications, etc. Everything is noted in a google calendar accessible to all 
staff.  (Interview with the IPC) 
 
 
 
The rating given to Peercorps:  
 
      7        6    5 4                 3                2                  1 
Excellent     Very Good     Good     Reasonable     Weak     Very Weak     Non-Existent 
 
Comments: 
 
The planning and implementation of activities is done in a very professional and thoroughly 
planned way.  
 
 

B. Follow-up and learning from work done 
 
Sida (2002) gives highest points to an organisation that is a learning organisation, having 
systems and routines for regular follow-up and making good use of experience gained into 
new plans. The organisation holds continuous discussion of the results achieved in relation to 
resources. (Sida 2002: 12) According to Britton (2002), a learning organisation is 
characterised by a collective learning process, where individual members’ knowledge and 
wisdom is converted from tacit to explicit wisdom which can then be used by those within as 
well as those outside of the organisation. (Britton 2002: 5-8) 
 
In Peercorps projects have systems for follow-up of activities, as well as evaluations. This is 
done only on a project by project basis. Results are sometimes discussed with the board of 
trustees.  (Interview with the IPC) Activities are also reported in PEERVoice, the 
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organisation’s quarterly newsletter for both internal and external use. There are no systems in 
place for organisational learning, the potential of which is not being tapped into. For 
example, people working with different tasks in the organisation are not aware of what tacit 
knowledge others are learning in their work, for example when it comes to fund raising or 
engaging networks, or doing community surveys. 
 
  
 
The rating given to Peercorps:  
 
      7        6    5 4                 3                2                  1 
Excellent     Very Good     Good     Reasonable     Weak     Very Weak     Non-Existent 
 
 
Comments: 
 
There is follow-up and review of results within projects but no structure for organisational 
learning.  
 
 

4. Relevance 
 

A. The content of the activities correspond with the vision 
 
Highest points are given to an organisation whose activities correspond with the vision. Also, 
there is a continuous reflection and internal discussion on this. Planning and methods 
development are prioritised to strategically achieve its vision and long term objectives. (Sida 
2002: 12-13)  
 
There is a discussion in Peercorps on the relationship between activities and vision. The new 
vision and mission of Peercorps is being formed based on expanded activities (Interview with 
the IPC).  However, planning and methods development are not discussed beyond project 
level. 
 
 
 
The rating given to Peercorps:  
 
      7        6    5 4                 3                2                  1 
Excellent     Very Good     Good     Reasonable     Weak     Very Weak     Non-Existent 
 
 
Comments: 
 
There is a discussion of how the vision corresponds with activities, however, planning and 
methods development are not given priority at an organisational level.  
 



 16 

B. Working methods correspond with the vision 
 
Highest points are given to an organisation where there is full awareness that the methods 
used should correspond with the vision. The organisation also has routines for regular 
evaluation of its working methods. (Sida 2002: 13)  
 
Within each project in Peercorps there is a set of evaluations that would take place for a 
specific project. According to the IPC, there could be an evaluation at an organisational level, 
however, focus has been, and will be concerning the outputs of the projects. This is due to the 
fact that Peercorps doesn’t have a large operating budget, where they can have continuous 
projects running all the time, and have staff on-site all the time. The organisation designs 
something, applies for funds, gets them, and then searches for people to be involved in the 
work. (Interview with the IPC) 
 
 
 
The rating given to Peercorps:  
 
      7        6    5 4                 3                2                  1 
Excellent     Very Good     Good     Reasonable     Weak     Very Weak     Non-Existent 
 
Comments: 
 
There is awareness in the organisation that working methods and processes should 
correspond with the vision, however, evaluation is only done on a project level and not on an 
organisational level. As Lusthaus et al. (2002) point out, in order to have a smoothly running 
organisation, it is important that processes such as problem-solving, communication, 
planning, decision-making, communication, and monitoring and evaluation are aligned and 
integrated, what they term process management. (Lusthaus et al. 2002: Chapter 3) The issue 
of concern the author has for Peercorps considering its new structure with four different 
centres is that the organisation may become too heterogeneous and be difficult to manage 
harmoniously by management. 
 
 
 

Capacity 
 

5. Right skills in relation to activities 
 

A. The professional qualifications and experience of the staff 
 
According to Lusthaus et al. (2002), staffing in an organisation means: “searching for, 
selecting and orienting individuals who have the appropriate range of knowledge, skills, 
behaviour and values to meet the organization’s needs.” (Lusthaus et al. 2002: Chapter 3) 
 
Highest points are given to an organisation where staff have the right qualifications and 
experience to achieve objectives and implement plans. There is an awareness of the 
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importance of relevant qualifications and experience and the organisation has a clear 
recruitment strategy. (Sida 2002: 14)  
 
All staff of Peercorps are volunteers. Most already have some employment elsewhere, 
including both the Director and IPC. Staff are often recruited in networks among people who 
work or have an interest in development and have the capability to contribute.  Often they are 
recruited based on the project needs. Many have various international experience 
backgrounds, and many are highly qualified, in positions such as professors, lecturers, 
community workers, etc. (Interviews with the Director and IPC) Very clear job descriptions 
for upcoming internships can be found on the organisation’s internal website. 
 
 
 
The rating given to Peercorps:  
 
      7        6    5 4                 3                2                  1 
Excellent     Very Good     Good     Reasonable     Weak     Very Weak     Non-Existent 
 
 
Comments: 
 
Peercorps has staffing that directly responds to the needs of the organisation. Many have 
various international experience backgrounds, and many are highly qualified, in positions 
such as professors, lecturers, community workers, etc. Peercorps has also managed to keep a 
high level of commitment to the organisation.   
 

 

B. The ability of management 
 
Highest points are given to an organisation where staff consider management to be 
legitimate and give their active support. Management is present at meetings, and has great 
knowledge of the activities of the organisation. There is also a human development plan. 
(Sida 2002: 15) 
  
The management of Peercorps is the board of trustees. However, three members of the board 
are currently not active, two are partly active, and two are very active. The most active are the 
Director and IPC. The IPC is at the moment is the person with greatest knowledge of all 
activities in the organisation, he is like the spider in the middle of the complex web of 
activities, and is coordinating a lot of the Peercorps work. The Director is also a highly 
skilled and charismatic individual and is very passionate about the work of Peercorps but 
unfortunately he is extremely busy with his own company.   
 
The Director and IPC do not have a clear communication channel with each other or with the 
rest of the board. The Director told me, for example, that it was rather difficult to get the 
signatures of the other board members to incorporate the IPC into the Board of Trustees, due 
to their busy schedules. (Interviews with the Director and IPC) 
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These factors make the visibility of management low. This view was exemplified by two of 
the staff who responded, who felt that the management was not very visible, and one of them 
wrote that more communication was needed from the management’s side. (Staff 
questionnaire)  
 
There is also no human development plan. Current staff are volunteer staff, are already very 
qualified and also have employment elsewhere. Also, staff are spread out over many 
countries. This makes efforts to for example provide trainings to staff difficult to conduct.  
Interns, however, receive training in various aspects through the work they do in Peercorps.   
 
 
 
The rating given to Peercorps:  
 
      7        6    5 4                 3                2                  1 
Excellent     Very Good     Good     Reasonable     Weak     Very Weak     Non-Existent 
 
Comments: 
 
Management do not have a clear communication channel, and a part of the board of trustees 
is not active in the organisation, which is a bottleneck to decision-making and to the visibility 
of management.  
 

 

6. Systems for financing and administration 
 

A. Administration of financial resources 
 
Highest points are awarded to an organisation that has several guaranteed sources of 
financing. Resources exist for planned and ongoing projects. A good bookkeeping system is 
in place, in order and being used. (Sida 2002: 15-16) 
 
Peercorps has different sources of finance, including: donations; small grants (under USD 
10 000), money from the Director’s company. Existing finances are however, not enough to 
implement activities. Peercorps doesn’t have a large operating budget. Usually projects are 
first designed, and then funds are applied for specific projects. However, the organisation has 
managed to establish some sources of finance, and many grant applications are currently 
being written. A collaboration with WHO is currently underway and promises to bring in 
more resources. However, at the moment the organisation does not have any of these 
resources yet. 
 
Peercorps is currently trying to improve their capacity and capability to apply for larger 
grants. However, according to the IPC this will take time and involve having a clear vision, 
without which it is difficult to acquire funds. (Interview with the IPC) When it comes to 
bookkeeping, many expenditures have been recorded, but there is no central accounting 
system in place. The Director said that it would not be too complicated to make one, but he 
unfortunately does not have time to do this himself. There is no financial annual report. This 
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is due to the fact that the expenditures of the organisation were not higher than 4000 USD per 
year from 2004-2008, so nothing like an annual report has ever been drafted. The financial 
statements of the organisation will be audited shortly. (Interviews with the Director and IPC) 
 
 
 
The rating given to Peercorps:  
 
      7        6    5 4                 3                2                  1 
Excellent     Very Good     Good     Reasonable     Weak     Very Weak     Non-Existent 
 
Comments: 
 
Finances are not readily available for future projects. The organisation lacks financial 
transparency without an annual financial plan or centralised financial reporting structure. 
 
 

B. Administrative routines 
 
Highest points are given to an organisation that has efficient administrative systems where 
documents are systematically filed and activities documented. There are manuals for 
document handling and routines of various types. (Sida 2002: 16-17) 
 
Peercorps has codes of conduct for volunteers, job descriptions for interns, is registered as an 
NGO in with Tanzanian authorities. The activities of the organisation are presented in a 
quarterly newsletter. A Peercorps google calendar is available, accessible to all staff and 
interns, where everyone can place their activities and see what is happening. Reports are also 
written after the completion of projects. (Staff questionnaire)  A website is available to 
interns where all the documentation they will need is available.      
 
 
 
The rating given to Peercorps:  
 
      7        6    5 4                 3                2                  1 
Excellent     Very Good     Good     Reasonable     Weak     Very Weak     Non-Existent 
 
Comments: 
 
There is a transparency and systematic recording of the activities of the organisation, which 
are also communicated to stakeholders. 
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Relations 
 
 

7. Target groups 
 
 

A. Support and acceptance by target groups 
 
Highest points are given to an organisation that has documented how its target groups are 
defined, has active relations with them and there are clear indications that the organisation 
has legitimacy in their eyes. (Sida 2002: 18)   
 
The general approach of Peercorps is inclusive to target groups; projects involve a lot of 
community and advocacy work. Projects define their target groups. Many receive inputs from 
community stakeholders. However, there is no system in place to evaluate target groups’ trust 
or interaction with projects. (Interviews with Director and IPC)  
 
 
 
The rating given to Peercorps:  
 
      7        6    5 4                 3                2                  1 
Excellent     Very Good     Good     Reasonable     Weak     Very Weak     Non-Existent 
 
Comments: 
 
The general approach towards target groups is inclusive; however, there is no system in place 
to evaluate the trust of target groups.  
 

 

B. Dialogue with the target groups 
 
Highest points are given to an organisation that is aware of needs of target groups and how 
activities it conducts contribute to the needs. Depth and regularity of contact is substantial. 
Target groups are continuously, broadly and actively involved in planning, implementation, 
and evaluation of activities. (Sida 2002: 19) 
  
Peercorps does many activities at grassroots levels, involving stakeholders from 
communities. One project was for example conducted this summer, an assessment of key 
informants regarding their views and perceptions on the subject of child safety in Dar es 
Salaam.  (Interview with the IPC) However, the potential and involvement of target groups 
and a continuous dialogue with them is not being tapped into. The location of most staff far 
away from Tanzania as well as it being difficult to communicate to Tanzania via email, 
creates a barrier to having a continuous dialogue with the target groups.  
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The rating given to Peercorps:  
 
      7        6    5 4                 3                2                  1 
Excellent     Very Good     Good     Reasonable     Weak     Very Weak     Non-Existent 
 
 
Comments: 
 
The organisation would benefit greatly from planning a broader and more continuous 
dialogue with target groups.  
 
 
 

8. Working environment 
 

A. Legitimacy for its work 
 
An organisation receives highest points for having a communication and information 
strategy; having legitimacy from other actors, recognised an actor in its field of work. It is 
noticed and mentioned in different contexts in the community. (Sida 2002: 19-20) 
 
Peercorps has a quarterly newsletter that is sent to all staff, stakeholders, and key informants 
in the community. There is a stakeholder document sent to stakeholders. At the moment there 
is no effective dissemination strategy that goes directly to the communities, not the 
document, but the actual person, which is something the organisation really needs. The IPC 
said he did not know the view other actors have of Peercorps as there is no system in 
Peercorps to evaluate that. (Interview with the IPC) However, a lot of the efforts of the 
organisation in Tanzania require many permits, and communication with various stakeholders 
to run the projects. A lot of the activities include advocacy work, and so far the organisation 
has managed to obtain all the permits it needs and gotten the support it needs from various 
stakeholders to run its projects.  
 
 
The rating given to Peercorps:  
 
      7        6    5 4                 3                2                  1 
Excellent     Very Good     Good     Reasonable     Weak     Very Weak     Non-Existent 
 
Comments: 
 
Peercorps has an internal and external communication strategy and there are signs that the 
organisation has support from other actors. However, Peercorps does not have a system in 
place to evaluate this support. 
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B. Active participation in networks 
 
Having regular contact with other institutions, organisations and groups of strategic 
importance for the organisation, is important, because it promotes exchanging approaches, 
ideas and resources. (Lusthaus et al. 2002: Chapter 3) 
 
The likelihood that an organisation survives and has an impact is highly correlated to how it 
cooperates with other actors. Highest points are awarded to an organisation that actively 
participates in functioning and existing networks, and builds collaborations when necessary. 
(Sida 2002: 20) 
 
One of the key strengths of Peercorps is the organisation’s wide and active participation in 
national and international networks and collaboration with other actors. Networks are where 
Peercorps finds its support in terms of staff, resources and collaborations. Three examples 
will suffice to prove this fact: a cooperation with Muhimbili University of Health and Allied 
Sciences, a cooperation underway with the World Health Organisation in Injury Prevention 
as well as being appointed a part of the East African steering committee for safe 
communities. (Interview with the IPC)   
 
 
 
The rating given to Peercorps: 
 
      7        6    5 4                 3                2                  1 
Excellent     Very Good     Good     Reasonable     Weak     Very Weak     Non-Existent 
 
 
Comments: 
 
The organisation is very active in networks and collaborations, and manages excellently in 
utilizing them. 
 
 

Summary 
 
The assessment of the Peercorps Trust Fund, done on an organisational level, covered the 
organisational identity and structure, the implementation and relevance of activities, the 
professional skills of staff and management (expertise), systems of administrations and 
finance, acceptance and support of target groups, and relations with its external environment 
(working environment). 
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Octagon Matrix for Peercorps 
 
The final octagon matrix is illustrated below:1 
 

 
Peercorps received a very good rating when it came to working environment (legitimacy for 
its work and networks); reasonable to good rating for administrative systems and finance, 
expertise of staff and management, structure, identity and activities; and weak to reasonable 
rating for relevance of activities and working methods to the vision and dialogue with, and 
support and acceptance by target groups. 
 

Key findings 
 

Organisational base: 
 

• The organisation has started working on a new vision and mission, which is currently 
not yet fully documented or discussed broadly within the organisation. 

• The communication channels between the management of the organisation are very 
weak. 

• The organisation is in the process of restructuring itself, into four to five different 
centres. Work has been started on devising strategies for each centre. 

• Democratic decision-making in the organisation is hindered by the inactivity of half 
of the board of trustees and lack of communication between them. 

 
Activities: 

 
• There is follow-up and review of results within projects. However, there is a huge 

potential for learning on an organisational level that is currently not being tapped into.  
• The new vision of the organisation is a response to the expanded activities of the 

organisation. 

                                                 
1 As previously mentioned, it was not possible to download the excel-document from Sida’s website, hence the 
author drew her own Octagon Matrix. 

Ratings  
 
7 = Excellent 
6 = Very Good 
5 = Good 
4 = Reasonable 
3 = Weak 
2 = Very Weak 
1 = Non-Existent 
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• Evaluation of working methods is done only at a project level, not at an organisational 
one. This may cause the organisation to become too heterogeneous, considering the 
new structure with four to five centres, each with their own strategies.  

 
Capacity development: 

 
• Staff are highly qualified and meet the needs of the organisation. 
• Management is not so visible due to the inactivity of half of the board of trustees and 

lack of a clear communication channel amongst them. 
• The organisation does not have enough finances to run its future projects. 
• Activities are systematically and transparently recorded. 

 
Relations: 

 
• The general approach of Peercorps towards target groups is inclusive; however, there 

is no system to evaluate the legitimacy the organisation has in the eyes of the target 
groups. There is also no continuous dialogue with the target groups.  

• The organisation has a communication strategy in place. There are signs of support 
from other actors; however, the organisation does not have a system in place to 
evaluate this support. 

• The organisation is very active in networks and collaborations, and utilizes them 
excellently.  

 
 

Conclusions: 
 

• The organisation is very good at utilizing its networks for various resources, and 
finding collaborators, however, does not have a system in place to evaluate support 
from other actors. 

 
• The largest weakness in the organisation is the lack of communication between the 

board of trustees combined with an inactivity of half of the board, has created a large 
bottleneck in the organisation. 

 
• There is a large potential of organisational learning that is currently not being tapped 

into, when it comes to learning from implementation, planning, and evaluation of 
activities and working methods. 

 
• The organisation would benefit greatly from planning a broader and more continuous 

dialogue with target groups. This would increase the legitimacy of Peercorps in the 
eyes of the target groups and help the organisation to plan, implement and evaluate 
current and future projects based on the needs of the target groups.  
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Recommendations 
 
Based on the above analysis and findings, the author would like to offer some 
recommendations to Peercorps: 
 

• Open clear communication channels between the Director and IPC. Perhaps the 
receptionist at the Director’s MSK office could be utilized in for future 
communication for the IPC to be able to reach the Director in Tanzania.  

 
• Sort out the issue of the trustees once and for all. The bottleneck in decision making 

and democracy will only persist if this issue is not addressed. A discussion in some 
form, maybe a meeting, emails or phone calls is suggested to discuss the issue, to 
come up with a solution. 

 
• Tap into the potential of utilizing target groups. Design future projects to incorporate 

the views of target groups and evaluate their support of the projects and organisation, 
this will help to strengthen the legitimacy for the work of Peercorps.  

 
• Tap into the potential of organisational learning. This is a huge resource to strengthen 

the organisation, especially considering the wide array of experienced staff. Perhaps a 
creation of a feedback-mechanism on an organisational level, for example including 
what has been learned in the process when it comes to planning, implementing and 
working methods when projects are evaluated, compiling them and reporting it back 
as a resource for staff to use in future planning or something similar could be an idea.  

 
• In order to secure more sources of financing, as well as report to stakeholders and 

financiers on an annual level, it is recommended to make an annual report of 
Peercorps activities and finances. This will also stimulate transparency of the 
organisation.  
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Appendix 1: Questionnaire sent to volunteer staff 
 
Hello, 
 
My name is Alia Ibragimova and I have been doing an internship with the Peercorps Trust 
Fund since July this year and will be here until end of January 2010.  
 
As a part of my internship I am doing an organisational assessment of the Peercorps Trust 
Fund. This will also service as a baseline study for the Peercorps 5-year strategic plan.  
 
As a part of this assessment I would like to request you to kindly answer some questions. The 
answers you provide will be anonymous in the report. Your name will not be mentioned 
anywhere.  
 
Thank you for taking time to answer these questions. 
Your answers are highly appreciated. 
 
 
The organisations vision and mission 
 

1. What are the vision and mission of the Peercorps Trust Fund according to you? Do 
you accept the vision and mission of the organisation? If no, why not? 

2. Has the vision been discussed internally and between whom? 
3. How has the vision been spread outside the organisation?  
4. Which strategies – courses of action – are there for the realisation of the vision? Do 

written strategies exist, or have strategies of this type been discussed?  
5. Are there sub-goals that shall be achieved on the way to realising the vision and the 

overall objectives? 
 
Target group and activities 
 

6. Which, according to you, are the target groups is the organisation working for/with? 
Please try to be as specific as possible.  

7. What indicators are there that the target group trust the organisation and that the 
organisation is legitimate in the eyes of the target group? 

8. In what way does the organisation encourage the continuous and broad participation 
of the target groups in its activities? Please give some concrete examples of activities 
designed to increase the participation of the target groups and when the target groups 
have influenced activities.  

9. Does the organisation have operational plans? How are the operational plans used for 
implementing activities? What systems and routines are in place for regular follow-up 
of results? Are discussions held to the extent on which results correspond to the 
plans?  What routines are in place to incorporate deviations and experience gained 
into to new plans? 

10. What are the organisation’s routines for the systematic documentation of its 
activities? Are there transparent systems that document knowledge and experiences? 
(please exemplify) 

11. Does the organisation make regular evaluations of its working methods? Are the 
methods openly and critically examined by the members of the organisation?  
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Recruitment and staff  
 

12. What is the recruitment strategy of the organisation? How did the process look of you 
getting recruited by the organisation? Is there a job description for your position in the 
organisation? 

13. Do you feel there is a clear division of duties within the organisation? Do you feel 
you have a clear idea of your duties in the organisation?  

14. What is the organisations human resource development plan (plan for staff 
development)? 

 
Democratic rules 
 

15. What mechanism is in place to hold decision makers in the organisation responsible 
for their decisions and actions? 

16. When, how, and by whom is it possible to change the constitution of the organisation? 
And what systems and routines are in place for the approval of annual accounts and 
reports? 

17. Do you feel that the management of the organisation is visible? In what ways? 
 
Finances 
 

18. Which, and how many sources of finance does the organisation have? What different 
types of finance is it? (e.g. government grants/sales/donations/etc.) Are existing 
financial resources sufficient to implement planned activities? 

19. What are the systems and routines for the bookkeeping of expenses and income (cash 
ledger) and of assets and liabilities? 

 
Communication and networking 
 

20. What is the organisations communication and information strategy? 
21. What is the knowledge and picture other actors have of the organisation? How often 

is the organisation referred to in the media or other public contexts? 
22. Which networks is the organisation part of, and actively participates in? Can you give 

some examples of joint activities, methods work, or regular meetings with networks?  
23. Does the organisation take initiatives for coordination between organisations with 

similar objectives?   
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Appendix 2: Initial interview questions for International 
Project Coordinator and Director 

 
Note: Not all these questions were asked; it depended on the flow of the interview. 
. 

Identity 
 

A. Formulation of the organisations vision and mission 
 

1. Who participated in the development of the vision? 
2. Has the vision been discussed internally and between whom? 
3. Are the vision and mission accepted by all staff? 
4. How has the vision been spread outside the organisation?  

 
B. Formulation of relevant strategies in relation to the vision 

 
5. Which strategies – courses of action – are there for the realisation of the vision? 
6. Do written strategies exist, or have strategies of this type been discussed? (could you 

also send these to me?) 
7. Are there sub-goals that shall be achieved on the way to realising the vision and the 

overall objectives? 
 

Structure of the organisation and its activities 
 

A. Application of a clear division of duties and responsibilities 
 
8. Does an organisational chart exist detailing the different functions of the staff? (could 

you also please send it to me in that case) 
9. What is the division of duties within the organisation? 
10. Are the staff fully aware of their duties in the organisation? 

 
B. Application of democratic rules 

 
11. What mechanism is in place to hold decision makers in the organisation responsible 

for their decisions and actions? 
12. When, how, and by whom is it possible to change the constitution of the organisation?  
13. What systems and routines are in place for the approval of annual accounts and 

reports? 
 

The implementation of activities 
 

A. Planning and implementation of activities 
 

14. What does the organisation define as outputs intended for its target groups? 
15. Does the organisation have operational plans? (could you please send me a copy of 

this also)  
16. How are the operational plans used for implementing activities? 

 
B. Follow-up and learning from work done 
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17. What systems and routines are in place for regular follow-up of results and are 

discussions held to the extent on which results correspond to the plans?    
18. Are the quality and quantity of results evaluated by being placed in relation to 

resources invested? 
19. What routines are in place to incorporate deviations and experience gained into to 

new plans? 
 

Relevance 
 

A. The content of activities correspond with the vision 
 

20. In what ways do the activities of the organisation link with its vision? 
21. Are planning and methods development a priority for the organisation? Please 

exemplify. 
 

B. Working methods correspond with the vision 
 

22. Does the organisation make regular evaluations of its working methods? 
23. Are the working methods found in any policy or strategy documents? (please send 

these to me in that case) 
24. Are the methods openly and critically examined by the members of the organisation?  

 
Right skills in relation to activities 

  
A. The professional qualifications and experiences of the staff 

 
25. What is the recruitment strategy of the organisation? 
26. On what criteria are the members of staff selected/recruited? Are the criteria 

documented? 
27. Are there job descriptions for the posts in the organisation?  (could you send an 

example?) 
28. Does the current staff possess the skills and qualifications necessary for their job 

descriptions? 
 

B. The ability of management 
 

29. In what way is management visible in the organisation? 
30. What is the organisations human resource development plan (plan for staff 

development)? 
31. What was taken into consideration when this plan was produced? 

 
Systems for financing and administration 

 
A. Administration of financial resources 

 
32. Which, and how many sources of finance does the organisation have? 
33. What different types of finance is it? (e.g. government grants/sales/donations/etc.) 
34.  What is the organisations plan to reduce its dependence on external grants? 
35. Are existing financial resources sufficient to implement planned activities? 
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36. What are the systems and routines for the bookkeeping of expenses and income (cash 
ledger) and of assets and liabilities? 

37. Does the organisation have performance reports and annual accounts? 
 

B. Administrative routines 
 

38. What are the organisation’s routines for the systematic documentation of its 
activities?  

39. Which of the following does the organisation have: operation manuals, plans of 
operation, reports on operations, follow-ups and evaluations, job descriptions and 
contracts, registrations and contracts with authorities 

40. Are there transparent systems that document knowledge and experiences? (please 
exemplify) 

 
Target groups 

 
A. Support and acceptance by target groups 

 
41. Which target groups is the organisation working for/with? Please try to be as specific 

as possible.  
42. Is the way the target groups are defined, documented somewhere? 
43. What indicators are there that the target group trust the organisation and that the 

organisation is legitimate in the eyes of the target group? 
 

B. Dialogue with the target group 
 

44. In what way does the organisation encourage the continuous and broad participation 
of the target groups in its activities? 

45. In what way do the target groups participate in the planning, implementation or 
evaluation of activities? 

46. Please give some concrete examples of activities designed to increase the 
participation of the target groups and when the target groups have influenced 
activities.  

 
Working environment 

 
A. Legitimacy for its work 

 
47. What is the organisations communication and information strategy? 
48. What is the knowledge and picture other actors have of the organisation? 
49. How often is the organisation referred to in the media or other public contexts? 

 
B. Active participation in networks 

 
50. Which networks is the organisation part of, and actively participates in?  
51. How does the organisation participate in these networks? 
52. Does the organisation take initiatives for coordination between organisations with 

similar objectives?   
53. Can you give some examples of joint activities, methods work, or regular meetings 

with networks?  


