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Launched in 2011, and funded by the Government of the Netherlands, Bridging the Gaps is a pro-
gramme for key populations that is focused on securing the health and human rights of lesbian, gay, 
bisexual and transgender (LGBT) people, including men who have sex with men (MSM); people who 
use drugs (PWUD); and sex workers of all genders. The programme, now in its second phase (2016-
2020), is implemented in 15 countries by nine alliance partners: AIDSfonds; AFEW International; COC 
Netherlands (COC); MPact Global Action for Gay Men’s Health and Rights (MPact); Global Network of 
People Living with HIV (GNP+); the Global Network of Sex Work Projects (NSWP); International Network 
of People Who Use Drugs (INPUD); International Treatment Preparedness Coalition (ITPC); and Main-
line. Zimbabwe is one of the focus countries for the programme which, since 2011, has supported Gays 
and Lesbians of Zimbabwe (GALZ), a country-wide LGBTI network.1

The Bridging the Gaps programme aims to contribute to ending the AIDS epidemic among key popula-
tions by 2030 through the achievement of three long-term goals: a strengthened civil society that holds 
governments to account; increased fulfilment of human rights of key populations; and, improved sexual 
and reproductive health and rights (SRHR) and fewer HIV transmissions. As civil society is at the heart 
of improving the health and rights of key populations, civil society strengthening is a cornerstone of the 
programme. Starting in 2017, the Health Economics and HIV and AIDS Research Division (HEARD), 
based at the University of KwaZulu-Natal (UKZN) in Durban, South Africa, partnered with Aidsfonds 
to conduct operational research on the processes and outcomes of capacity development within the 

Executive Summary

1  For more information about the programme and its work with GALZ, see: https://hivgaps.org/key-populations/LGBTI-people/

https://hivgaps.org/key-populations/LGBTI-people/
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1. Introduction
1.1. Background

Launched in 2011, and funded by the Government of the Netherlands, Bridging the Gaps (Bridging the 
Gaps) is a programme for key populations that is focused on securing the health and human rights of 
lesbian, gay, bisexual, transgender and intersex (LGBTI) people, including men who have sex with men 
(MSM); people who use drugs (PWUD); and sex workers of all genders. The programme, now in its sec-
ond phase (2016-2020), is implemented in fifteen countries by nine alliance partners: Aidsfonds; AFEW 
International; COC Netherlands (COC); MPact Global Action for Gay Men’s Health and Rights (MPact); 
Global Network of People Living with HIV (GNP+); the Global Network of Sex Work Projects (NSWP); 
International Network of People Who Use Drugs (INPUD); International Treatment Preparedness Coalition 
(ITPC); and Mainline. Zimbabwe is one of the focus countries for the programme which, since 2011, has 
supported Gays and Lesbians of Zimbabwe (GALZ), a country-wide LGBTI network.2

The Bridging the Gaps programme recognises that key populations are disproportionately affected by HIV 
compared to the general population and that, globally, there are only a handful of programmes focusing on 
their sexual and reproductive health and rights (SRHR). It aims to contribute to ending the AIDS epidemic 
among key populations by 2030 through the achievement of three long-term goals: a strengthened civil 
society that holds governments to account; increased fulfilment of human rights of key populations; and, 
improved SRHR and fewer HIV transmissions. As civil society is at the heart of improving the health and 
rights of key populations, civil society strengthening is a cornerstone of the programme. This is addressed 
through a number of capacity development interventions implemented by the alliance partners at country, 
regional and global levels. Given the critical nature of this work, it has become important for the partners to 
learn about and document the most efficient and effective approaches to capacity development and how 
these efforts contribute to reaching the three Bridging the Gaps programme goals in the many different 
settings where it operates.

Starting in 2017, the Health Economics and HIV and AIDS Research Division (HEARD), based at the Uni-
versity of KwaZulu-Natal (UKZN) in Durban, South Africa, partnered with Aidsfonds to conduct research 
on the processes and outcomes of capacity development within the Bridging the Gaps programme. The 
research, which took place from 2018-2019, aims to identify those conceptual and practical approaches 
to capacity development that increase the effectiveness and impact of the work of civil society organi-
sations and networks to achieve the Bridging the Gaps goals. The research plan consists of four com-
ponents: 1) a literature review, survey and key informant interviews with the Bridging the Gaps alliance 
partners and with its funded country partners; 2) participatory field research and the development of four 
case studies;3 3) identification of best practice approaches for capacity development (drawing on the first 
two components); and 4) validation and publication of the research findings (end of 2019).

GALZ was one of the Bridging the Gaps country partners selected for the development of a case study, 
in part because of its significant achievements in Zimbabwe, on behalf of LGBTI people, as well as in re-
lation to the programme’s long-term goals. This report documents the findings of the study, highlighting 

2 For more information about the programme and its work with GALZ, see: https://hivgaps.org/key-populations/LGBTI-people/
3  Youth Vision, Nepal (PWUD); AFEW Tajikistan, Tajikistan (PWUD); Gays and Lesbians Zimbabwe, Zimbabwe (LGBTI); and WONETHA, 

Uganda (sex workers).

https://hivgaps.org/key-populations/LGBTI-people/
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The specific objectives of the study were:

a)  To identify the nature and types of capacity development support provided to GALZ within the Bridging the Gaps 
programme;

b)  To investigate the extent to which these interventions effectively strengthened the capacity of GALZ to secure the 
health and rights of LGBTI people in Zimbabwe;

c)  To understand the contribution of the strengthened capacity of GALZ to its work to bring about an enabling 
environment for LGBTI people in Zimbabwe;

d) To document best practices for replication elsewhere in the Bridging the Gaps programme;
e)  To propose recommendations for strengthening the component of capacity development for GALZ in future phases of 

the Bridging the Gaps programme.

GALZ’s accomplishments during the current phase of Bridging the Gaps and paying particular attention to 
the processes and experiences of capacity development. The findings illustrate how GALZ continuously 
learns and evolves as it makes progress on behalf of the LGBTI community across Zimbabwe, utilising 
the financial and technical support of Bridging the Gaps and its other partners. The study concludes with 
observations and recommendations on how, going forward, capacity development support can evolve 
and strengthen for the Bridging the Gaps programme and for GALZ as the organisation itself continues to 
grow and change.

1.2. Study Aims and Objectives

The aim of the case study was to explore and document how capacity development interventions ef-
fectively equip GALZ to secure the health and rights of LGBTI people in the highly complex legal and 
socio-cultural environment that characterises Zimbabwe.

2. Methodology
2.1. Key concepts

A participatory action research approach was used to develop the case study.4 Case studies are 
‘rich descriptions’ of change processes and are prepared using as many sources and perspectives 
as possible.5 The research team recognised that capacity development itself is a complex and con-
text-specific phenomenon, meaning that we can only try to understand it through looking at specif-
ic examples or ‘cases’ and not as something that happens on its own. The research team used an 
open-ended definition of capacity development as ‘a process whereby people, organisations and 
society as a whole unleash, strengthen, create, adapt and maintain capacity over time.’6 ‘Process’ 
was not given any specific definition but left open to encompass whatever pathway or sequence of 
events emerged from the case study itself.

The research team defined capacity as ‘the ability of 
people, organisations and societies as a whole to bring 
about and sustain positive change.’7 ‘Ability’ includes 
power and agency. Having capacity not only means hav-
ing different types of power or strength, but also having 
the ability to direct it or use it (agency) to bring about a 
desired change. In simpler terms, the case study aimed 
to describe the ways in which GALZ acquires the fuel it 
needs (capacity development) to have sufficient power 
(capacity) to bring about the changes it seeks to secure 
the health and rights of LGBTI people in Zimbabwe (see 
Figure 1). The research team looked for different kinds 
of evidence in GALZ across four types of capacity in the 
execution of the Bridging the Gaps programme: the em-
powerment of individuals and communities; legitimacy 
and influence as a change agent; formation of partner-
ships, networks and coalitions that demand and drive 
change; and, in the ways that GALZ changes the ‘du-
ty-bearers’ to respect, protect and fulfil the health and 
rights of LGBTI people.

For data collection, the research team used the partici-
patory approach called outcome harvesting.8 Outcome 
harvesting is a way that organisations can identify, un-
derstand and learn from changes or outcomes they have 
brought about to policies, practices and relationships among themselves, and in relation to the 
people, organisations or systems they are seeking to influence. Outcomes as significant changes 

FUEL
(capacity

development)

POWER
(capacity)

CHANGE
(health  

and rights)

Figure 1:

4   Greenwood, D. J., Whyte, W. F., & Harkavy, I. (1993). Participatory Action Research as a Process and as a Goal. Human Relations, 46 (2), 
175.

5   Yin, R., K. (2014). Case Study Research: Design and Methods. 5th Edition. California: Sage Publications.
6   Organisation for Economic Cooperation and Development (OECD). (2006). The challenge of capacity development. Working towards good 

practice. DAC guidelines and reference series. Paris: OECD.
7   Adapted from Ubels, J., Fowler, A. (2010). The Multi-faceted Nature of Capacity: Two Leading Models. In: Ubels, J., Acquaye-Baddoo, N., 

A., Fowler, A. (eds.). (2010). Capacity Development in Practice. London: Earthscan.
8  Wilson-Grau, R., Britt H. (2012) Outcome harvesting. Cairo: Ford Foundation.
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can be either positive achievements or gains, or they can be unexpected reversals or set-backs. 
Organisations use their own perceptions to decide what are significant changes, or what is most 
meaningful to them, independent of specific measurement frames such as strategic plans, or pro-
gramme monitoring and evaluation frameworks.

The harvesting process involves identifying these outcomes through participatory processes (such 
as workshops); using different types of evidence to confirm or substantiate that the outcomes did 
indeed occur in the way they are described (document reviews, interviews, group discussions); and 
then working backwards to determine what contributed to bringing about the change, including the 
role of capacity development or how an organisation like GALZ acquires the needed capacity (the 
fuel and the power) to achieve what it did or, in the case of reversals or set-backs, where capacity 
or power may have been lacking or not sufficient.

The outcomes harvesting approach is particularly relevant for key-population-led civil society groups 
like GALZ, which works in a constantly shifting environment, as the process focusses on what ac-
tually happened as opposed to what might have or should have happened according to a prior 
plan or intent, for example. It inspires active reflection on the processes of empowerment, learning 
and development linked to these significant events. For this study, outcomes were harvested and 
described using these core questions:

a)   What happened when and where?
b)   Why is it important? Was it a step forward or a step back?
c)   What was GALZ’s role? Who else was involved?
d)   What capacity development activities contributed to the outcome (or where did the fuel come 

from to give GALZ the power to achieve the change)?

The harvesting process was guided by the main goals of the Bridging the Gaps programme de-
scribed in Section 1.1, above. This meant that the outcomes prioritised for inclusion in the study 
were those that aligned to the Bridging the Gaps theory of change and were either wholly or in 
part supported by, or significantly influenced by, the Bridging the Gaps programme at GALZ. Other 
significant outcomes identified by GALZ were also included, such as capacity development contri-
butions from other partners, to help place in context - or to allow for comparisons with - the role 
of Bridging the Gaps support within GALZ’s overall achievements and its capacity development 
processes.

2.2. Data Collection

Data was collected from three sites: Harare, Bulawayo (Regional Office) and Masvingo (Drop-In 
Centre). Key informants were identified in consultation with the organisation and included staff and 
members, as well as individuals from the National AIDS Council (NAC), the Ministry of Health and 
Child Care (MOHCC), selected organisations within the LGBTI Sector Forum, emerging organisa-
tions supported by GALZ, and other organisations working on sexual health issues in Zimbabwe 
(the list of case study participants is included at Annex A). Apart from relying on interviews and 
workshop deliberations, the researchers engaged in extensive documentary analysis to augment 
the interview data.

The specific data collection activities included the following:
• The research process began with an initial discussion between GALZ and the research team 

about the main objectives of the study and how the results could be used.

• The 1st Staff Workshop was held with 12 GALZ staff in December 2018. The session began 
with a brainstorming exercise to identify all possible outcomes that occurred between 2016 to 
the present time. The discussion that followed sought to clarify each outcome and to sort them 
in terms of their significance as key achievements for the organisation. At the end of the session, 
agreement was reached on six outcomes as representing the most important results for GALZ 
over the time-period of the study and the ones that more clearly reflected achievements in terms 
of capacity development. On the basis of the workshop results, the next stage of data collection 
commenced.

• Data was collected to obtain evidence on each of the outcomes (January – March 2019). Seven 
staff members were interviewed to get more detail and in-depth understanding of the outcomes. 
Documents were collected from which additional information/evidence could be obtained. These 
included: Bridging the Gaps programme reports, annual reports, evaluation reports, and partner 
reports, among other sources.

• From the evidence collected, outcome statements were drafted. The statements addressed the 
main questions guiding the outcome harvesting process, as noted above.

• To review the outcome statements and to ensure their accuracy, a 2nd Staff Workshop was held 
on 25 March 2019. Each statement was presented for discussion and validation at the session. 
Additional questions were posed for further clarification/additional information as required. By the 
end of the workshop, all six outcome statements were validated for further review by external 
stakeholders.

• Seven interviews were held with organisations working closely with GALZ and which were knowl-
edgeable enough about the organisation to review and comment on the outcome statements. 
Information was also collected through interviews or e-mail exchanges with technical and funding 
partners, particularly COC and MPact.

2.3. Data Analysis 

The research team adopted an iterative approach to data analysis and interpretation. This included 
thematic analysis of documents, interview notes and transcripts, workshop reports, and outcome state-
ments. The research team developed a coding structure, derived from the conceptual framework and 
research questions, for the analysis of the interview transcripts. The coding structure was also used as 
an interpretive guide for the analysis of other documents and data sources collected as part of the out-
come harvesting process. The structure helped to ensure the consistency of the analytic focus between 
local researchers and the HEARD lead researcher within the case study.

2.4. Preparation and Validation of the Case Study Report

Following data analysis, the case study report was drafted by the research team. The draft was then 
circulated for internal review by GALZ. Following revisions, the case study results were presented at a 
Validation Workshop held 0n 30 May 2019. Fifteen participants attended the workshop, including GALZ 
staff (nine), and stakeholders (six). Following the workshop, the case study was finalised.

2.5. Ethics

Approval to conduct the study was granted by the Biomedical Research Ethics Committee of the Uni-
versity of KwaZulu-Natal and the Board of GALZ. All participants were asked to give informed consent 
prior to being interviewed.
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2.6. Research Team

The case study was led by Nelson Muparamoto, a researcher based in Harare, with support from Rus-
sell Armstrong, Senior Research Officer at HEARD. Nelson was assisted by Sylvester Nyamatendedza, 
the Services and Policy Advocacy Officer at GALZ.

2.7. Limitations

In completing the case study, the research team encountered some challenges.

• External events, including elections and post-elections disturbances, affected the implementa-
tion of critical programmes at GALZ and limited staff availability to participate in some case study 
activities due to competing priorities. Every effort was made to include as many staff as possible 
through follow up appointments and interviews outside of workshops and other data collection 
activities.

• Document storage practices at GALZ are weak (something the organisation itself acknowledges). 
Not all requested documents were made available for the case study, largely because they could 
not be located. Other sources of data, including from additional interviews, were used to limit the 
effect of these gaps on the comprehensiveness of the study.

• There was a tendency during workshops for participants to be shy about critical analysis about 
their programmes, or where the organisation could have been falling short or lacked capacity. 
The research team attempted to adjust for this by including other sources of information such as 
project reports, external stakeholder interviews, and the O-Scan results, where some capacity 
challenges were described.

3. Findings
3.1 Country Context

The Constitution of Zimbabwe, passed in March of 2013, does not recognise the rights of LGBTI 
persons directly.9 Though the constitution explicitly outlaws same-sex marriage, it does place empha-
sis on the principle of non-discrimination under Section 56. Despite this, the socio-political and reli-
gious popular discourses remain firmly intolerant to sexual and gender diversity in Zimbabwe. Though 
the post-Robert Mugabe era has been relatively free from officially motivated homophobia, particularly 
among politicians, the remnants of past trends continue to hold sway over most people. In addition to 
the impact of political, religious and socio-cultural homophobia, the country’s Penal Code criminalises 
any sexual activity between male adults. None of the country’s laws address issues of gender diversity.

Despite this unfavourable environment, the Extended Zimbabwe National HIV/AIDS Strategic Plan 2015-
2020 (ZNASP3) reflects a change from previous positions taken by the government.10 There is evidence 
of increased focus on key populations by the MOHCC and NAC. Zimbabwe now considers gay men 
and other MSM, sex workers and their clients, transgender people, and people who inject drugs as the 
four main key population groups for prioritised attention within the country’s national, multi-sectoral HIV 
response. As a result, toolkits have been developed for health personnel to enable them to meet the HIV 
and related health needs of these groups. Efforts are also underway to establish minimum service pack-
ages. In 2016, the prevalence of HIV among adults aged 15-64 years in Zimbabwe was 14.6%: 16.7% 
among females and 12.4% among males.11 This corresponded to approximately 1.2 million adults living 
with HIV (PLHIV). There has been no recognised estimate of the HIV burden amongst MSM in Zimba-
bwe. One study, completed in 2014, which was not endorsed by the MOHCC (but which is now quoted 
in the NASP3) estimated an HIV prevalence of 23.5% for this group. No data in any form are available 
regarding sexual health trends for other groups within the broader LGBTI population in Zimbabwe.

3.2. Overview of GALZ

Founded in 1990, GALZ is one of the oldest and most well-established LGBTI rights organisations 
in southern Africa.12 It is a voluntary, membership-based organisation which serves the needs of the 
LGBTI community in Zimbabwe. It exists to promote, represent and protect the rights and interests of 
these groups through a number of activities, such as: advocacy, lobbying, empowerment, education, 
research, and provision of safe spaces in order to influence positive attitudes towards sexual orientation 
and gender identity across the broader society. GALZ implements a range of programmes designed 
to meet the varied needs of the LGBTI population. These include practical support, guidance and as-
sistance to the LGBTI community in relation to matters including law, security, health and general well-
being, among others. GALZ supports and exercises direct action when required to protect vulnerable 
members of the LGBTI community. Advocacy for the recognition and defence of LGBTI rights, when 
these are violated, has always been central to the work of the organisation. GALZ also plays an import-
ant role in supporting emerging organisations, locally and across the region, in the context of contribut-
ing to the building of a strong LGBTI movement.

9   Constitution of Zimbabwe Amendment (No.20) Act, 2013.10
10  MOHCC and NAC. 2017. Extended Zimbabwe National HIV and AIDS Strategic Plan (ZNASP III) 2015- 2020.
11  MOHCC. 2016. Zimbabwe Population-based HIV Impact Assessment (ZIMPHIA) 2015-2016. Preliminary Results.
12  GALZ. 2017. Strategy for 2017-2021: Towards Social Justice for LGBTI People.
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At the time of the case study, GALZ had a staff complement of 25 full time individuals who were as-
sisted by volunteers when necessary. In the year 2018, the operating budget for the organisation was 
US$752,150. In that same year, GALZ had the following partners providing financial and technical 
support: MPact; COC; Amplify Change; the Partnership to Inspire, Transform, and Connect the HIV Re-
sponse (PITCH) Project; Transparency, Responsiveness, Accountability, Citizen Engagement (TRACE) 
Zimbabwe; Positive Vibes; Populations Services International (PSI); Positive Action/ViiV Healthcare; Af-
rican Men for Sexual Health and Rights; and the Global Fund to Fight AIDS, Tuberculosis and Malaria.

3.3. Bridging the Gaps Programme at GALZ

GALZ has been a Bridging the Gaps country partner since the programme began in 2011. Its main alli-
ance partners have been COC and MPact. The relationship with both partners has been long-standing 
and was in existence before the Bridging the Gaps programme was created. Over the course of being 
involved in the programme, GALZ has been supported for both programmatic and capacity develop-
ment interventions. In the current phase, on the programmatic side, Bridging the Gaps is supporting 
GALZ to strengthen its advocacy interventions, particularly with regard to participation in Global Fund 
processes to ensure that sexual health interventions involving MSM are adequately resourced. This sup-
port is also helping to strengthen GALZ so that it is able to monitor stigma, discrimination and quality 
in the prevision of health care services; train and equip health care workers in the public, not-for-pri-
vate and private health services sectors regarding the needs of the LGBTI population; can continue to 
support community empowerment through the development of Affinity Groups; and is able to conduct 
research on LGBTI health. With regard to capacity development, Bridging the Gaps is supporting GALZ 
to improve competencies in monitoring, evaluation and research; in the use of data for advocacy; for 
participation in regional and international, peer-to-peer learning and sharing opportunities; and for the 
utilisation of guidelines and standards, such as the MSMIT, to influence the content and quality of MSM 
programming.13 In 2018, GALZ received €75,000 from its Bridging the Gaps partners COC and MPact.

3.4. Results of Outcome Harvesting

This section summarises the six key results of the outcomes harvesting process for GALZ. These 
were deemed by the GALZ team to be the most significant achievements over the 2016-2018 period. 
They were also deemed to be the best examples of how GALZ continuously acquires and applies new 
knowledge and skills, systems and processes, for bringing about change for itself and on behalf of its 
members and other LGBTI-focused organisations is Zimbabwe. To some degree, they also illustrate 
how GALZ occasionally encounters gaps in capacity that affect its results and how, through reflection 
and learning, improvement occurs.

The six outcomes cover the four types of capacity development that are important to the Bridging the 
Gaps programme, including working with LGBTI members and other individuals in communities; de-
velopment of GALZ as an organisation; working in networks, partnerships and coalitions; and working 
with important external stakeholders or duty-bearers (individuals and institutions) to shift the environment 
for greater recognition and protection of the health and rights of LGBTI in Zimbabwe. As already noted, 
the outcomes include, but also go beyond, GALZ’s current support under Bridging the Gaps in order to 
provide a comprehensive view of the organisation’s achievements and its learning and development path-
ways (a list of Bridging the Gaps-supported capacity development interventions is included at Annex B).

13   UNFPA and others. 2015. Implementing comprehensive HIV and STI programmes with men who have sex with men: practical guidance 
for collaborative interventions.

3.4.1. Empowering individuals and communities to form strong social movements and 
to create organisations

One outcome was identified under this domain: GALZ’s support for the creation of Affinity Groups, or 
local networks of LGBTI people, in communities across Zimbabwe.

Outcome 1: As of 2018, GALZ was supporting 22 LGBTI Affinity Groups in every region 
of the country and empowering their members to understand and advocate for their 
health and rights in communities. At least three groups have developed to become local 
organisations.

Description: Affinity Groups are self-organising local entities affiliated to GALZ. Over its history, GALZ 
has encouraged members to form local networks as part of community-building and social empow-
erment. A minimum of ten individuals must come together to establish an Affinity Group. Once this 
occurs, groups can receive technical support in terms of training opportunities and mentoring from the 
GALZ team. They are also eligible to request small amounts of financial support (US$100-200 general-
ly) to conduct activities. Some new organisations have emerged from the Affinity Group project. These 
include Mothers Haven (MOHA), Rise Above Women Organisation (RAWO), and Trans and Intersex 
Rising Zimbabwe (TIRZ). All have been assisted by GALZ in writing proposals, developing organisational 
documents, and finding office space. TIRZ is one particular success story as the organisation has now 
been legally registered. GALZ has also provided trustee services for funding for these emerging entities. 
The success of the Affinity Groups is not universal, but context specific. It appears easier in some areas 
of the country than in others to establish and maintain them. The groups in Masvingo, Victoria Falls, 
Plumtree, Gweru and Kwekwe, for example, are among the most vibrant. The same cannot be said of 
Kariba (Mashonaland West), Bindura (Mashonaland Central) and other smaller communities where it 
is more challenging for individuals to become visible to each other and to agree to form local groups.

Through the Affinity Groups, GALZ has reconfigured how it supports the LGBTI community across the 
country and how it can make its programmes and services more accessible and sustainable. A key 
aspect of the sustainability discussion has been how to encourage members to be more self-sufficient 
and engaged in their local settings. Through this effort, GALZ has managed to decentralise its work to 
benefit the members of the LGBTI community more equitably throughout the country. This has enabled 
the services to be available not only in Bulawayo and Harare but also in other communities that did not 
enjoy proximity to the two offices. Finally, there is a requirement that the groups file regular reports to the 
designated GALZ focal points. This is critical data that GALZ uses to monitor trends for LGBTI people 
across the country and to inform its programming and advocacy processes and interventions.

Contribution of capacity development: Through the Affinity Groups, GALZ has been able to devel-
op the capacity of local communities and individuals interested in leadership roles. The groups come 
up with programmes that bring their members together through social and educational activities to 
empower themselves. They come up with their own programmes which are relevant to their context. 
In addition to being able to support the sexual health needs of their members locally, Affinity Groups 
also serve as safe spaces for personal and community empowerment and movement-building. Some 
of the groups, for example in Masvingo, have developed to the extent that they can represent the LGB-
TI community in local advocacy forums such as those coordinated by NAC, the Zimbabwe National 
Network of PLHIV (ZNNP+) and PSI. GALZ capacitates the groups in documentation of human rights 
violations, how to respond to human rights violations, and how to create relationships with other local 
CSOs instead of depending only on GALZ for support. COC provides technical and financial support for 
the Affinity Groups through the Bridging the Gaps programme. In 2017, the Safety and Security Train-
ing was funded through Bridging the Gaps, for example. In addition, the October 2018 Human Rights 
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14  See: https://data.theglobalfund.org/home/ZWE

and Literacy Training received financial contributions from COC. The rapid response mechanism which 
enables GALZ to respond to violations identified in communities is also supported through the Bridging 
the Gaps programme.

3.4.2. Being a legitimate and influential organisation that functions as a change agent

Two outcomes were identified under this domain: GALZ’s strategic shift to prioritise advocacy over other 
aspects of its mandate; and its successful participation in the 2017-2019 Global Fund funding request 
development process.

Outcome 2: Starting in 2017, GALZ made a strategic shift to prioritise advocacy and 
to gradually reconfigure how it supports access to services for LGBTI, partly by letting 
other LGBTI partners and allies gradually take up this role. This shift was described in its 
2017-2021 strategic plan.

Description: The shift was a result of an in-house assessment of the LGBTI landscape in Zimbabwe; 
this entailed reviewing the history of GALZ programming and the progress made around the scale and 
scope of services that are now available for LGBTI people. Through this learning process, the organisa-
tion interrogated issues of sustainability and empowerment of the community through service delivery. 
The organisation was bold enough to critique the previous experiences associated with providing direct 
support to LGBTI people, something that encouraged too much dependency on GALZ alone, and 
the effort this took away from the need to challenge more effectively the structural issues affecting the 
overall health and well-being for the LGBTI community in Zimbabwe. To address the structural issues 
hindering LGBTI and other key populations from accessing a minimum health package (and thereby 
securing the right to health), GALZ resolved to put greater emphasis on advocacy. This would entail en-
gaging the government through its public health sector which has wider coverage than GALZ to provide 
health services to LGBTI and other key populations. Therefore, GALZ gradually began to reconfigure 
how it supported access to services, such as condoms and lubricants, STI services, and food packs, 
which it had been providing directly to individuals. The organisation was concerned about this becom-
ing unsustainable in the long run. In its view, more locally-orientated and self-sustaining approaches 
were required, something that it could mentor and encourage other LGBTI organisations to take on.

Contribution of capacity development: The strategic shift to gradually change the way it supported 
access to services and to focus more on advocacy led to anxious moments within the community, as 
GALZ risked alienating itself from members who had become reliant on the organisation for such ser-
vices. But the decision to go through with it demonstrated the organisation’s maturity. It showed how 
GALZ was committed to long term benefits for the community despite temporary losses as it shed a 
particular way of providing services on which many individuals had been reliant. The shift also demon-
strated the desire to empower the LGBTI community beyond the existence of GALZ. Significantly, this 
development shows the growth of GALZ in getting comfortable in doing advocacy work which seeks 
to bring changes in health and rights, public policy and other facets of life. To get to this position, GALZ 
staff benefited from a number of capacity development interventions organised by Bridging the Gaps 
partners. While there were no specific workshops on advocacy, in a broader sense, most of the Bridging 
the Gaps projects helped in developing advocacy skills. The strategic planning process was supported 
in part through Bridging the Gaps resources.

GALZ was also learning from other stakeholders, such as MOHCC, NAC, HIVOS, and Friends of GALZ, 
which gave feedback before the strategic review. For example, feedback from MOHCC was very helpful 

in rethinking GALZ’s strategy as, from the perspective of the MOHCC, without structural change efforts 
to address the health and rights of LGBTI people could not advance.

“We had been accommodated by the MOHCC, for example. We had an almost direct link 
to the Minister. I remember one encounter with the Minister who remarked that the MOHCC 
had done all that was within its power and all that was left was [to change] the law.” 
GALZ staff member

It was thus imperative for GALZ to focus on advocacy if long term goals were to be realised. One indi-
vidual summarised the necessity of GALZ’s engagement in advocacy as follows:

“… you realise that if you look at legal space, same sex relationships, or maybe same sex 
marriages, is criminalised, but when we start looking at issues around HIV that becomes 
like a window, or an opportunity for engagement to try and leverage opportunities. So yes, 
in that space, then, there’s always room for, for pushing more advocacy, more strategic 
things. And because there are a number of other emerging players, it would be then proper 
for GALZ to try and position themselves in another level and not just be bogged down with 
service delivery.” Key Informant, NAC

Outcome 3: In 2017, GALZ signed its ever first Global Fund funding contract to develop 
three Drop-In Centres (DICs) for community mobilisation and empowerment, access to 
health services and psychosocial support.

Description: Since 2003, when Zimbabwe received its first grant, the Global Fund has provided 
US$1.4 billion in support, including the newest contribution for the 2018-2020 period.14 Up until this 
latest grant, no funds had been allocated directly for MSM programming, despite this being a global 
priority for the Global Fund. In 2017, the Zimbabwe Country Coordinating Mechanism (ZCCM) planned 
and negotiated a new three-year Global Fund grant with a value of US$432 million for HIV and TB pro-
grammes. Additional funds up to US$10 million were available as ‘catalytic’ support for programmes 
for key populations provided there was a matching investment in new funds. In previous funding cycles, 
GALZ had marginal participation through general stakeholder consultations, with the ZCCM basing its 
decision on the fact that the issues the organisation represented were criminalised in Zimbabwe (it is 
worth noting that there was no similar concern for programmes involving sex workers). For the planning 
of the 2018-2020 grant, this changed (partly because addressing all key population needs was made 
a requirement by the Global Fund) and GALZ was included as an official participant in the Country Dia-
logue and Funding Request development processes.

Among other achievements, this helped secure US$2 million for MSM programmes: the largest invest-
ment ever for the country in the HIV and other sexual health needs of this community. This represented 
a critical opportunity to expand programming to improve MSMs’ sexual health. Once the grant was 
approved, Requests for Proposals from potential implementers were issued. GALZ responded and was 
for the first time selected as an implementer (along with UNFPA and Sexual Rights Centre) of the MSM 
Drop-In Centre (DIC) component of the grant. For GALZ, the DIC model was a critical opportunity to 

https://data.theglobalfund.org/home/ZWE
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extend access to health and rights for LGBTI people in the country through the provision of safe spaces 
and other resources for community mobilisation and individual empowerment in combination with im-
proving access to HIV and sexual health interventions offered through partners such as PSI. Within the 
Global Fund programme, GALZ is also playing a role in other grant-funded activities, particularly those 
involving the MOHCC and the development of minimum service package guidelines and training pro-
grammes for health care workers across the public sector. The DICs are being established with the full 
support of the MOHCC, which represents a highly visible shift in position on the part of the government 
towards the health needs of MSM and the broader LGBTI community. The operating environment also 
is seemingly softening as a result of this development.

Contribution of capacity development: GALZ was a major contributor not only to the recognition of 
MSM needs in the process but also for the content of the proposed programme of activities. However 
GALZ’s participation was not without challenges as other stakeholders remained opposed to funding 
MSM programmes. Significantly, due to previous exclusion/marginalisation from Global Fund process-
es, GALZ had little direct experience of working with the Global Fund, especially for the development of 
Fund Requests which can at times become highly political. Crucial support was received from MPact 
and COC to support GALZ’s engagement. The Services and Policy Advocacy Officer from GALZ was 
able to devote most of three months of full-time support to the Global Fund process, including being 
on-site with the Proposal Development Team for February and March 2017. The training and support 
received through Bridging the Gaps was done through conference calls organised by MPact starting 
in late 2016 and into 2017. Apart from direct orientation and training on Global Fund processes, GALZ 
had developed its own expertise in MSM programming through the many years of service provision but 
also as a result of participation in Bridging the Gaps trainings such as the partners’ meeting in 2018 
and the Learning Institute in 2017, which included specific training on the MSMIT tool.

An interview with a stakeholder revealed the important contribution that was made by GALZ for the 
development of the Global Fund concept note (Funding Request):

“GALZ was very much involved, because when we look at information, especially informa-
tion that was needed around background, around experience in terms of programming, 
at that particular moment when we were doing the concept [note] writing, only GALZ, yes 
a little bit of SRC, yes, but GALZ mainly was the only institution which was credible and 
which had a lot of expertise in terms of programming for key populations. So they were 
very much vocal when it came to the concept writing for Global Fund....They gave statis-
tics, expertise and their experience in terms of programming around what was happening 
to the LGBTIQ in Zimbabwe. Back then, in terms of documents, I think they were the only 
organisation that had credible documents as far as what needed to be programmed for, 
the issues that the LGBTIQ community were facing, and also looking at issues around 
championing human rights around key populations.” Key Informant, MOHCC

“GALZ mainly was the only institution which was credible and 
which had a lot of expertise in terms of programming for key 

populations.”

3.4.3. Forming partnerships, networks and coalitions that demand and drive change

One outcome was identified under this domain: the convening of an LGBTI Sector Forum, a new net-
working and coalition-building initiative led by GALZ with support from Bridging the Gaps.

Outcome 4: In 2017, GALZ convened the first meeting of the LGBTI Sector Forum, a na-
tional coordinating mechanism for LGBTI organisations.

Description: The move to create this new platform arose from a realisation that LGBTI groups in Zim-
babwe needed an additional mechanism at the national level to complement the Key Populations Forum 
coordinated by NAC. GALZ reflected on the challenge of adequate prioritisation of MSM issues with the 
Forum given the many other priorities and concerns that were also dealt with through this mechanism. 
The perceived lower priority of MSM/LGBTI issues frustrated GALZ, prompting the need to create an 
alternative space were LGBTI priorities could be debated and addressed more extensively. Given the in-
crease in the number of organisations working on LGBTI issues in Zimbabwe, there was also a growing 
need to foster collective efforts towards movement-building and solidarity. One of GALZ’s own strategic 
priorities focuses on building and strengthening a social movement; the creation of an LGBTI Sector 
Forum was seen as a way to enable the organisations to reflect on what they could do to improve the 
situation of LGBTI people in the country. GALZ was committed to this development because it realised 
the benefits of collective efforts, as indicated by one of the staff members:

“I think there is strength in numbers and when we look at the sector, it doesn’t help when 
we are working in silos and if we are divided. So the idea is to promote inclusivity, to pro-
mote also different ideas coming into the space and how we can approach them together. 
We want to develop a common advocacy strategy that will apply to all organisations and 
that we will use as a reference in the work that we do to come up with common objectives 
and work towards that goal in our different organisations.” GALZ staff member

The organisations which are part of the sector include: Hands of Hope (HOH), GALZ, Trans Smart Trust 
(TRANSMART), Trans Research, Education, Advocacy and Training (TREAT), MOHA, Key Population 
Centre Zimbabwe (KAZ), SRC, VOVO, Rise Above Women Organisation (RAWO), PAKASIPITI, and 
TIRZ. Five meetings have been held to date. One of the meetings was held in Bulawayo in February 
2018; this focused on the state of governance, democracy and human rights in Zimbabwe ahead of 
the 2018 elections.

Contribution of capacity development: GALZ had conversations with various organisations that 
currently operate around the country about the need to create their own space. This marked the first 
time that such an initiative was taken to bring organisations working on LGBTI issues together to come 
up with a common agenda and to improve cohesion around efforts to secure the fundamental rights, 
freedoms and well-being of LGBTI people.

“GALZ came up with the concept, funded and took care of all logistics for all meetings. They 
facilitated and compiled reports on all meetings and activities and ensured an efficient and 
continuous flow of information within the sector group.”  Participant, LGBTI Sector forum
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Using Bridging the Gaps resources, GALZ organised and funded the first four meetings while the fifth 
was co-funded with SRC. The Forum helps to foster capacity building. GALZ and the partners, with the 
help of a consultant, worked on the draft terms of reference that will guide operations within the space. 
As the Forum develops further, GALZ intends to seek opportunities for additional capacity development 
of members, particularly regarding building stronger advocacy skills across the membership, resource 
mobilisation, and strengthening consensus-building and conflict-negotiation skills.

3.4.4. Changing duty-bearers to respect, protect and fulfil the health and rights of LGBTI 
environment

Two outcomes were identified under this domain: GALZ’s participation in the national HIV strategic 
planning process in 2017; and its engagement with political parties in the run-up to the 2018 general 
election.

Outcome 5: In 2017, the National HIV and AIDS Strategic Plan III (ZNASP3) 2015-2018 
was revised and extended to address gaps and priorities for programming for MSM and 
transgender populations.

Description: This was a significant shift from previous plans which only had marginal reference to MSM 
or any other LGBTI issues. Apart from acknowledging the existence of MSM and the criminalisation of 
same-sex sexual conduct, the ZNASP I & II (covering the period 2006-2015) did not contain any sig-
nificant information on MSM. There were no recommendations on how to recognise or address MSM 
needs in the context of HIV. In the development of ZNASP3, GALZ was officially recognised as a partner 
through NAC and other agencies working on HIV/AIDS issues, particularly the MOHCC. GALZ’s contri-
bution to the revision is evident in the changes that were effected. For example, through this process, 
one can now identify the minimum service package that the MOHCC has come up with in relation to 
MSM, which was never there before. This resonates with GALZ’s strategic pillar of changing the way it 
supports access to services by influencing others, such as MOHCC, to be more accountable for this 
role. GALZ’s advocacy and influence focusses on encouraging the MOHCC to have responsibility for 
serving LGBTI needs as it does with all other citizens of the country. Also, as a result of the extended 
ZNASP 3, the MOHCC and NAC approved organisations like GALZ to receive and mobilise resources 
for the community. There has also been support from the MOHCC and NAC to establish the five DICs 
using Global Fund resources (see Outcome 3, above).

In this regard, the revised and extended ZNASP3 has created an official environment to allow service 
provision to the LGBTI community. The following has been made possible:

• A minimum service package has been defined and supported by MOHCC-approved training man-
uals and materials;

• Capacity-building for healthcare workers on the service package has begun;
• Engagement with policymakers is improving;
• Behavioural and biomedical interventions are expanding;
• PrEP guidelines that include MSM have been drafted;
• A Key Populations Implementation Plan linked to ZNASP3 is under development; and,
• There is a move to begin the development of a Key Populations Strategic Plan for the country. 15   The John’s Hopkins/MPact MSM health training tools were piloted in Zimbabwe before they were finalised for global implementation. The 

success of the event relied on GALZ’s existing work with health care providers for capacity development.
16   It should be noted that the Constitution of the ZANU PF party contains a strategic objective regarding opposing homosexuality in Zimbabwe 

which particularly explains the strong public rhetoric they practice.

Contribution of capacity development: GALZ staff benefited from learning opportunities to strengthen 
their programming skills through Bridging the Gaps trainings, with regard to the MSMIT as well as the 
Johns Hopkins University/MPact health worker training tools, and through participation in the Learning 
Institute.15 Participation in these spaces and resources received from MPact and COC empowered GALZ 
to actively engage in networking and to participate in consultative processes for the benefit of the LGBTI 
community. GALZ also contributed to the costing process for the MSM components of the document.

Outcome 6: In June 2018, GALZ met with the leadership of the ZANU-PF to discuss 
the situation of LGBTI in Zimbabwe. The meeting ended with ZANU-PF officials com-
mitting to look into the issues of hate speech and other violations pre-, during and 
post-elections.

Description: This meeting was historical in its significance as it marked the first time that constructive 
engagement between GALZ and ZANU-PF occurred. Historically ZANU-PF, which has been in power 
since independence, was at the forefront of propagating homophobic utterances and had ignored 
previous requests by GALZ to engage in a dialogue together about the harms of this approach.16 This 
meeting offered GALZ an opportunity to put its concerns about good governance, protection before 
the law freedom from hate speech and other challenges directly before the party’s leadership. Though 
there were multiple factors, the 2018 campaign period was relatively free of gay-bashing by the ruling 
party for the first time in recent memory.

As part of its strategy for the 2018 elections, GALZ did a mapping exercise of potential allies (govern-
ment) and wrote to 11 political parties after studying their election manifestos (a practice that GALZ had 
used in previous elections). ZANU-PF was the only party to respond and this resulted in the organisation 
getting an invitation to attend a consultative meeting. In fact, ZANU-PF issued a press release about the 
engagement even before the meeting occurred. Apart from these consistent efforts to engage political 
parties, GALZ had conversations with some supportive missions and embassies who could assist to 
exert some influence on the ruling party to protect the rights of the LGBTI community during the election 
period. The softening stance of ZANU-PF can also be attributed to GALZ though its series of engage-
ments with government entities such as the MOHCC and the Parliamentary Health Portfolio Committee.

Contribution of capacity development: GALZ’s high level political advocacy demonstrates how it 
continuously observes and seeks to understand the constantly shifting and risk-prone political environ-
ment in which it operates. In its 2017-2021 strategic plan, GALZ identifies the political environment as 
a risk factor; thus the need for pro-active engagement. The capacity derived from previous experience 
gained by GALZ contributed to identification of opportunities offered by the ‘new dispensation’ and 
the departure of the former president. Whereas there was no formal training on high-level political ad-
vocacy, GALZ received resources from partners such as Frontline AIDS, COC, SIDA, Amplify Change, 
TRACE and MPact to attend public hearing meetings in different cities and at Parliament, as well as 
for media monitoring. On 21 March 2016, GALZ’s programmes team attended a workshop in which it 
developed a theory of change under Bridging the Gaps together with the Sexual Rights Centre. COC, 
MPact and Frontline AIDS supported the process with technical expertise. At this workshop, an anal-
ysis of the external environment was made and conversations on engaging those perceived as threats 
started in order to create an enabling environment for the community.
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“GALZ, as a mature and stable or-
ganisation within the Zimbabwean 
landscape for LGBTI issues, has 
acquired considerable ability and 
agency to bring about change”

4. Discussion
4.1 General Observations

The outcomes GALZ identified as most significant over the 2016-2018 period are extensive and encom-
pass all aspects of the organisation’s mission and identity. The learning and development opportunities 
were considerable, spanning those involving LGBTI people in communities to those unfolding at the 
national level through GALZ’s interactions with important stakeholders and decision-makers, such as 
the ZANU-PF leadership. What additional insights, then, have the outcome harvesting results given in 
relation to Bridging the Gaps-supported capacity development at GALZ? What do these stories reveal 
about what works and what doesn’t in this regard?

These next sections explore these questions across the four types of capacity and capacity develop-
ment that are part of the conceptual framework for the case study. The discussion generally reveals how 
GALZ, as a mature and stable organisation within the Zimbabwean landscape for LGBTI issues, has 
acquired considerable ability and agency to bring about change, particularly at the present time when 
important shifts in the operating environment are occurring. Of note are the efforts of GALZ to continual-
ly strengthen the LGBTI movement for the country, particularly through sharing its considerable capacity 
with newer entities as well as to use its credibility and legitimacy to convene allies and stakeholders and 
to initiate new mechanisms for collaboration and solidarity.

The discussion also highlights some issues for consideration by GALZ and the Bridging the Gaps pro-
gramme, particularly with regard to future directions. While it has rightfully taken on the task of focusing 
more directly on addressing ‘structural’ barriers to the fulfilment of the health and rights of LGBTI people 
in Zimbabwe, these issues are considerable and raise the question of how well GALZ is prepared and 
equipped to succeed. GALZ has been able to seize opportunities as they arise and turn them to the 
advantage of the LGBTI movement. However, what lies ahead is for the organisation to find the means 
to proactively create the necessary opportunities for strategic change - something that is extremely 
challenging in the complex context of GALZ’s work in Zimbabwe.

The discussion also highlights some issues for consideration by GALZ and the Bridging the Gaps pro-
gramme, particularly with regard to future directions. While it has rightfully taken on the task of focusing 
more directly on addressing ‘structural’ barriers to the fulfilment of the health and rights of LGBTI people 
in Zimbabwe, these issues are considerable and raise the question of how well GALZ is prepared and 
equipped to succeed. GALZ has been able to seize opportunities as they arise and turn them to the 
advantage of the LGBTI movement. However, what lies ahead is for the organisation to find the means 
to proactively create the necessary opportunities for strategic change - something that is extremely 
challenging in the complex context of GALZ’s work in Zimbabwe.

4.2. Capacity to Empower Individuals and Communities

GALZ has made significant strides in facilitating community development through its Affinity Group 
model. These self-evolving networks have become platforms for empowering LGBTI people to be 
aware of their rights to demand and access services. GALZ has trained Affinity Group members on 
key issues relevant in a hostile legal, socio-cultural and political environment. This helps to build 
connected networks of individuals in communities that are aware of their rights and who are em-
powered to be meaningfully engaged on issues of concern to them. This has, in some cases (in 
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Masvingo, for example), enabled local level communities to participate in advocacy, in monitoring 
the local environment, and in pressing for improved services in their communities by utilising their 
training on human rights literacy and other relevant topics. However, there is concern that the suc-
cess story is not universal as areas such as Kariba (Mashonaland West) and Bindura (Mashonaland 
Central) seem not have any activities. This calls for the model to be interrogated. It could be, for 
example, that the model has too much emphasis on human rights and documentation, and does 
not allow enough for the fact that social connections in and of themselves are valuable whether or 
not individuals want to take the step towards advocacy or activism. The social investments GALZ 
makes for LGBTI through the Affinity Groups (and now through the DICs) are critical for movement 
building across the country. It is therefore important that GALZ continues to reflect on and refine its 
approaches so that this vital work can continue.

Under Bridging the Gaps supported initiatives, GALZ has equipped individuals to be peer educators 
and human rights champions and some of these individuals have taken up leadership positions in 
new and emerging organisations. Capacity to mentor these organisations and their young leaders is 
in line with GALZ’s strategic shift towards advocacy and letting other organisations develop to also 
take up important roles within Zimbabwe’s expanding LGBTI movement. GALZ’s efforts to mentor 
and empower individuals and groups contributes to the Bridging the Gaps goal of having a strength-
ened civil society that holds governments to account. The narrative that follows helps to illustrate how 
individuals have been empowered into leadership through the support of GALZ:

“The meaning of leadership is what I got from GALZ. It’s something that I still feel that, 
okay, they have made me the leader that I am today because of seeing how Chester 
has been in that role and also when it comes to issues that concern the organisation, 
being an assertive leader....And I’ve gotten that from Sam, you know, how he is that 
person who accommodates and says this is how you can do things and if you move in 
this direction you achieve A, B, C, D. And also I have gotten better in terms of proposal 
writing. It’s one of my strengths and also you know reporting back to the funders. You 
get to give somebody a report and then it comes back with a whole lot of red and you 
are thinking, “Okay, am I back in class now?” But it’s that building to say if you correct 
this, this is how you reach your goal as a person. So they have moulded me into the 
leader that I am today....” Leader of new LGBTI organisation

4.3. Capacity to Function as a Change Agent with Legitimacy and Influence

This domain of capacity concerns organisational strengthening, or GALZ’s internal systems and pro-
cess, including the capabilities of staff to carry out their roles and, as functional teams, to perform the 
work of the organisation. Some of GALZ outcomes speak to an accumulated strength, a reflection of 
capacity development initiatives over a long period, which have influenced its work in championing the 
interests of its membership. This involves strengthening of internal processes, which consequently in-
fluences better programming and effective interactions with the environment. GALZ acknowledges the 
input of the support received through Bridging the Gaps as follows:

“I think they [Bridging the Gaps] have played a huge role, particularly supporting staff 
of our organisation in the capacity building-initiatives that they have--working with peer 
educators running successful peer programmes, also documenting lessons learnt, stories 
for change, and working with policy makers. You know these are the kind of trainings that 
I would say were kind of in-house because they would go into Bridging the Gaps spac-
es. MPact and COC would actually do the training and you would see that the staff were 
really benefiting from those initiatives because then they would come back and apply the 
techniques on the issues that they would have learned in their programming. And, in a 
way, it has influenced how or changed the way we are working internally because of that 
internally aided capacity. And the fact that we continue to have that open communication 
with MPact and COC, particularly around the design of projects and programmes, I think 
that has also helped to strengthen the work that we do.” GALZ staff member

Another staff member echoed these sentiments, explaining how Bridging the Gaps has empowered 
GALZ as an organisation to make it more effective.

“Most definitely, especially when it comes to service delivery to key populations. I think under 
Bridging the Gaps there was a component with an element of capacitating us internally as 
staff in terms of delivering services to key populations, the multiple ways of delivering the 
services. That also opened our eyes in the sense that we are also now able to do tai-
lor-made solutions to particular different groups to address their needs. And also the issue 
around monitoring and evaluation. It’s something that we keep cascading to others. Moni-
toring and evaluation was a direct investment of Bridging the Gaps.” GALZ staff member

Evidence of growth in capacity to function as an organisation with influence and credibility was also 
testified to by a stakeholder, who acknowledged the role that GALZ has been playing towards the main-
streaming of key population concerns in HIV programming in Zimbabwe. This power and agency has 
developed over time through internal learning processes and through longer-term support from funding 
partners, particularly COC and MPact. A stakeholder from MOHCC indicated the following:

“I think they [GALZ] did a lot of advocacy before I took over for the programme because 
there had never been a post [DREAMS and Key Populations Coordinator] for the Ministry of 
Health and Childcare like that in the ministry. I am the first person to hold that position and I 
started in 2017 to try and bring the Ministry on board. And to be talking around these issues 
as a Ministry has been a long road. We can then safely say, to a certain extent, there has 
been an influence from the work that GALZ has been doing, because they have been there 
for a number of years clamouring for attention and support and to say that government 
should be involved. And this has been an opportunity for us to build a strong relationship 
with the community and also for key populations.” Key informant, MOHCC

Another stakeholder concurred about GALZ’s capacity to function as an organisation, as evidenced by 
their programming.
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“They are well structured. They have moved away from just being an organisation that offers 
service provision to a community but also moved to policies like making informed decisions 
when it comes to changing policies.” Key informant, GALZ partner organisation

Apart from being well structured, GALZ has demonstrated resilience and growth even under hostile 
conditions that have prevailed in the country. This to some extent shows the capacity gained through 
internal learning.

“GALZ has a national reach which is very key in ensuring LGBTIQ persons have access to 
spaces and information and that they are represented. They have also managed to sustain 
themselves for over 25 years in a country that is hostile to sexual minorities and under a 
government that has continuously harassed and violated their rights, which is proof of their 
resilience as an institution.” Key informant, GALZ partner organisation

One area which reflects GALZ’s capacity to function as an organisation is its ability to build evidence 
which is useful for advocacy. In the revision of ZNASP3, GALZ was able to provide evidence that was 
needed for participants to appreciate that, as much as Zimbabwe’s HIV epidemic was generalised, 
there were sub-epidemics in certain populations. As noted by one stakeholder, during the revision of 
ZNASP3 GALZ submitted evidence which the government had selectively avoided in the form of a 
regional (SADC) study which had country level statistics on HIV and MSM. The narrative below shows 
how another stakeholder acknowledged the capacity of GALZ as an organisation that has credibility 
and influence as reflected in its contribution to ZNASP3 and Global Fund processes.

“They [GALZ] influenced what went into the document. They gave statistics, expertise and 
their experience in terms of programming around what was happening to the LGBTIQ in 
Zimbabwe. Back then in terms of documents I think they were the only organisation that 
had credible documents as far as what needed to be programmed for, the issues that the 
LGBTIQ community was facing, and also looking at issues around championing human 
rights around key populations. So they were the only organisation I think in terms of pro-
fessionalism. I think they were one of the organisations that contributed very much to the 
process.” Key informant, MOHCC

However, there was also a concern that sometimes GALZ’s work towards evidence-building was not 
always well documented or disseminated. The evidence needed for some of the processes was some-
times not readily available.

“That was a bit of a challenge as well. In terms of the small initiatives they’ve done in the 
past. They were not readily available on the table. It was hunting, trying to get this, trying 
to get that, even peer education. We struggled to get to a document that speaks to peer 
education, then we ended up having to adopt the one they were using in the Bridging the 
Gaps programme. So I would speak to some of those issues that there would be need for 
more strengthening around most practices, small initiatives that they are already doing. 
They are not exactly sharing and to take advantage of the spaces to be sharing, because 
at times they might be having this document but it’s not shared. Look at the newsletter. 
It’s a good piece. But also, maybe it could be the issue of not feeling safe to share but 
maybe to just find other ways of sharing by managing that sharing. I would propose they 
do that.” Key informant, NAC.

4.4. Capacity to Form and Lead Partnerships

There is investment within the organisation and through its funding partners towards fostering in-coun-
try, regional and global partnerships. GALZ has had opportunities under Bridging the Gaps to channel 
resources towards networking and engagement, which has contributed to some significant outcomes 
for the organisation. Some of GALZ’s outcomes (4, 5, and 6) speak to its capacity to interact with allies 
and stakeholders with a strong sense of legitimacy and, based on this, to secure new partnerships 
and new opportunities for advancing its strategic objectives. Bridging the Gaps support has enabled 
GALZ to do a mapping exercise and an analysis of the external environment in an attempt to establish 
potential allies and partners. The convening of the LGBTI Sector Forum (Outcome 4) is a particularly 
good example of this strength. Other examples include becoming the Co-Chair of the National Steering 
Committee for the recently completed Legal Environmental Assessment for HIV, TB and Sexual and 
Reproductive Health and Rights, and the Civil Society Engagement Scan in Health, Policy and Law.

Despite the occasional tensions within the broader LGBTI constituency, where GALZ is sometimes 
regarded as being too political and possibly having a ‘big-brother mentality’, the organisation forged 
ahead with growing a network of like-minded and complementary organisations. GALZ became the 
broker and convenor of LGBTI safe spaces for dialogue, learning and sharing. The sector space has 
allowed for all organisations representing LGBTI rights to learn about each other’s work and to strate-
gise on how best to complement each other’s efforts. The space is vital because it allows for sharing of 
important information as well as ensuring that the organisations present a collective voice in instances 
where they need to publicly speak out together (during the 2018 elections, for example). Through this 
work, GALZ has contributed to creating a stronger sense of solidarity and has improved coordination 
across the growing LGBTI movement.

4.5. Capacity to Change Duty Bearers

A critical component of GALZ’s capacity, its power and agency, is how it can act to change the environ-
ment. This includes participating in planning processes, such as those for the review of HIV plans and 
policies or the development of new ones, as well as GALZ’s participation on committees and technical 
working groups. This also includes work at national and local levels to bring about change in knowl-
edge, attitudes, practices and beliefs of important stakeholders or ‘duty bearers’, such as the police, 
local authorities, health care workers in the public sector, local and national level politicians and other 
government officials, media practitioners, and religious leaders, among others.

A number of outcomes demonstrate GALZ’s ability to change the environment. For example, for the 
revision of the ZNASP3, one stakeholder noted the following:

“GALZ has contributed greatly to the strides that 
have been made in raising awareness and sensitising 

relevant stakeholders on LGBTI identities and 
experiences, in particular with regards to access to 

services and policy change.”
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“GALZ advocated for the explicit mention and inclusion of key populations and influ-
enced the services and commodities to be availed to key populations under the national 
programme. They also consulted the LGBTIQ community to understand its needs with 
regards to the national strategy.” Key informant, MOHCC

Similarly, another stakeholder noted that:

“GALZ is strong in terms of influencing policy and practice around key populations and 
flagging human rights violations or social injustices.” Key informant, NAC

GALZ’s strength in advocacy work comes largely from its own learning through being persistent in the 
very difficult climate in Zimbabwe to advance LGBTI health and rights. The learning processes have also 
been strengthened by external support. GALZ staff have had different opportunities through the Bridg-
ing the Gaps programme for training and experience sharing with other partners at different events, and 
as well as having direct support from MPact and COC.

“GALZ has been operating in the sector for a long time and they have made strides in cre-
ating space and initiating dialogue in political and civic spaces as well as in government. 
They have largely represented the MSM community with regards to accessing HIV and 
STI related services, as well as for protective barriers, which has created room for other 
LGBTI persons to access those services as well. GALZ has contributed greatly to the 
strides that have been made in raising awareness and sensitising relevant stakeholders 
on LGBTI identities and experiences, in particular with regards to access to services and 
policy change.” Key informant, MOHCC

The engagement of ZANU PF emanates from GALZ’s experiences of advocacy in a country where the 
political environment has been a threat and remains very unpredictable and risky. This reflects an at-
tempt to identify new spaces that they needed to capture and secure. A staff member’s remarks show 
how unpredictable this environment can be:

“..What was surprising was [that] we got an audience from ZANU-PF and we were actual-
ly shocked....We expected no response from ZANU-PF but they were the first to respond 
and they asked for a meeting with us. And I think we didn’t know what to do or how to 
react to that. And also coupled with that was the fear that was in us to say--’Do we meet 
with ZANU-PF? Do we even go into the space? Do we even drink the water?--and all of 
that and so... But again, I think we then just decided to meet with ZANU-PF.”  
GALZ staff member

GALZ did, in the end, demonstrate its capacity to be flexible and to seize and take advantage of oppor-
tunities that arise, as unexpected as they may be. Now that the environment may be shifting towards 
being more receptive of LGBTI concerns (or at least more spaces are being made available for those 
concerns to be raised) there is an opportunity for GALZ to strengthen its advocacy and engagement 
skills with the political sector.

4.6. Emerging Issues and Gaps for Capacity Development

As a mature organisation, with much institutional history and stability, GALZ is in a very different position 
to other organisations in the country and in the wider region. This position, however, comes with its own 
particular opportunities and risks. The case study highlights the following issues for further deliberation 
within GALZ and among its strategic partners, such as COC and MPact.

There are some institutional practices that may hamper further capacity development. The pro-
cess of doing the case study revealed some gaps and weaknesses in GALZ’s systems and organ-
isational practices to document and store important evidence about its own work as well as about 
the broader trends for the many LGBTI in communities with whom GALZ interacts on a regular basis. 
Whether consciously or not, given the length of time GALZ has been operating, it has become an im-
portant custodian of critical evidence about the development of the LGBTI movement in the country; 
information that is extremely valuable and should be more systematically archived and protected.

Similarly, systematic monitoring, evaluation, and reflection are not yet institutional practices although 
there is emerging momentum in this direction. Without a greater emphasis on this, including routine 
external evaluations linked to milestones in its strategic plan, for example, GALZ risks simply repeat-
ing activities year-over-year and, possibly, losing its stature and influence as the needs of the LGBTI 
community evolve. In addition, given the pace at which new developments are occurring, it is perhaps 
incumbent on GALZ and other stakeholders to strengthen monitoring, evaluation, operational research 
and other forms of generating evidence to demonstrate the effectives of enhanced programming for 
LGBTI people and to be able to protect and sustain these crucial developments.

Successfully addressing structural issues will be the most difficult work that GALZ takes on. 
GALZ has correctly identified the need to address structural issues, such as more substantive law and 
policy change, that goes far beyond the health sector and that addresses core issue of justice, equality 
and dignity for the LGBTI community in Zimbabwe. However, how the organisation intends to do this 
has not yet been clearly mapped. Achieving substantive law and policy change, as GALZ itself knows, is 
a long-term and extremely challenging venture. At the time of the case study, it was not clear how GALZ 
was seeking to ‘re-wire’ itself to become more secure and persuasive in political spaces, for example. 
While it was able to take up the clearly unexpected opportunity to start an engagement with ZANU-PF, it 
was not clear from the case study how GALZ intended to put itself in the ‘driver’s seat’ for what happens 
next. Such steps require new or different skills and personalities and while GALZ may not have these at 
the moment, it must nevertheless consider how it will acquire them.

As GALZ moves away from some of its past work, the future shape and purpose of the or-
ganisation remains unclear. While the desire to focus on advocacy and structural change for LGBTI 
people in the country is important and necessary, how GALZ will shape itself to be more strategic and 
effective has not yet emerged with sufficient clarity to be observable within the context of the case study. 
As more newly created entities come to occupy the ‘space’ that only recently was filled mostly by GALZ, 
how will the organisation redefine its purpose and direction? How will it make its new case for support 
from Bridging the Gaps, for example, should the programme continue to a subsequent phase?

The capacity development plan has not been adequately funded and should, perhaps, be re-
viewed given changes in GALZ’s environment. As GALZ continues to work out the implications and 
practical necessities of its strategic shifts, it would be expected that its capacity development needs 
will also shift. Although the organisation has created a capacity development plan, it has not been 
adequately resourced and, consequently, not fully implemented. Similarly, Bridging the Gaps capacity 
development support has not always been directly aligned with GALZ’s plan. GALZ has been very fortu-
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5. Best Practices
The findings of the case study have drawn attention to the following best practices:

•   The ability of GALZ to nurture new entities and its commitment to building the LGBTI 
sector is remarkable. Despite the fact that the growth of organisations increases competition 
for funding, GALZ has been determined to build a strengthened civil society for working on key 
population concerns.

•   The Affinity Group Programme is an activity that uniquely facilitates community devel-
opment and empowerment which enables LGBTI members to be aware of their rights 
and to meaningfully engage and demand service provision. Given that its success is entire-
ly dependent on the contribution of members in local communities and the amount of motivation 
they have, it provides an opportunity for empowering the community.

•   The long-term, supportive relationship with COC and MPact has nurtured GALZ and 
allowed it to grow and develop in very complex and difficult environment. The length and 
the quality of the partnership, which now extends to eight years, has been one of GALZ’s critical 
success factors. It is the only funding partnership with GALZ that has been consistent and sup-
portive.

nate to be able to quickly take up strategic opportunities that have not been there previously. However, 
what additional skills and agility will it need to maintain an ability to act quickly as opportunities arise 
and, more importantly, to work equally as quickly to buttress or protect the gains that are achieved? And 
more than being able to quickly respond to opportunities, how will GALZ move into a position of being 
able to create the opportunities it needs (to be both proactive and responsive) for the changes it seeks 
to bring about? Addressing these questions could promote a joint review between GALZ, COC and 
MPact, regarding the capacity development plan and how it should be prioritised and fully resourced as 
the Bridging the Gaps partnership continues.
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6. Recommendations
The findings of the case study suggest the following recommendations for improving capacity develop-
ment at GALZ and under the Bridging the Gaps programme.

GALZ

Capacity to Empower Individuals and Communities
• Undertake an evaluation of the Affinity Group programme to both document successes and 

to identify key success factors for community mobilisation in the different local environments 
across Zimbabwe. Based on the results, develop different modalities for fostering further move-
ment-building across Zimbabwe.

Capacity to Function as a Change Agent with Legitimacy and Influence
• Urgently address issues regarding documentation and the capturing and storage of evidence. 

GALZ has a unique archive of critical information that should be protected.
• Consider further capacity development in operational research as well as different modalities for 

monitoring and evaluation to systematically gather evidence regarding new programmes and 
investments promoting SRHR for the LGBTI community. This will contribute to stronger arguments 
regarding the need for future investments for sustainability.

• Review and update the Capacity Development Plan, taking into account the findings of the case 
study, among other developments. Develop a resource mobilisation plan based on the revised 
plan to ensure that future investments in capacity development, including from the Bridging the 
Gaps programme, are aligned to GALZ’s priorities

Capacity to Change Duty-bearers
• Undertake a review of capacity development needs (for GALZ and across the sector) regarding 

advocacy in light of emerging opportunities. This should prioritise the areas of higher level engage-
ment in law and policy processes, for example, as well as for stronger political engagement from 
the local to the national levels.

Bridging the Gaps
• Support GALZ to undertake a comprehensive review of its capacity development needs and to 

up-date its plan as required. Link Bridging the Gaps investments in capacity development to the 
strategy.

• Collaborate with GALZ on an ‘organisational conversation’ regarding its strategic shifts and what 
the organisation will need to acquire in order to achieve success.

• Work with GALZ to improve organisational systems and practices for routine monitoring and eval-
uation and for capturing and sharing evidence.

7. Concluding Remarks
Over the almost three decades since GALZ was founded, it has evolved to become one of the most 
important and influential LGBTI organisations within Zimbabwe, as well as across the southern Afri-
can region and beyond. Having sustained itself through periods of intense difficulty in an environment 
characterised by hostility and intolerance towards the organisation and the LGBTI community that it 
supports, GALZ is now in a period of new (if unexpected) developments: most importantly, a gradual 
opening up of the environment towards LGBTI issues and concerns.

The case study has helped illustrate how this represents an important ‘leadership moment’ for the or-
ganisation. The LGBTI sector is growing rapidly with new entities being forged and taking up some of 
the work that, previously, only GALZ was undertaking. In addition, important partners or ‘duty-bearers’, 
particularly the MOHCC and NAC, are also becoming more active and engaged with health and rights 
priorities for LGBTI people. Many of these developments are very new and surrounded by uncertainty, 
given the complex and unpredictable environment for LGBTI work in the country. The case study oc-
curred, then, at an important time for GALZ when it was considering its own next steps and how, as 
the findings describe, it can place more emphasis on areas of advocacy for law and policy change, for 
example, as well as how it can more effectively facilitate institutional shifts towards greater inclusion and 
protection for LGBTI people.

Having accompanied GALZ through much of its journey over the past decade, one of the most difficult 
periods for the organisation and the LGBTI community, the Bridging the Gaps programme has become 
an important strategic partner and friend. This relationship has been of great value for GALZ as no other 
partner been as consistent or as loyal. The case study has provided some direction for how the partner-
ship between the Bridging the Gaps programme and GALZ might evolve, particularly in the area of ca-
pacity development. A clearer alignment between Bridging the Gaps investments and GALZ’s capacity 
development priorities (some of which the case study has suggested) would be an important first step. 
Participating with GALZ in its ongoing discussion regarding what this new ‘leadership moment’ for the 
organisation entails would also be important. The Bridging the Gaps partnership has always been a re-
lationship founded on cooperative learning and support. For this reason, it is essential that it continues.
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8. List of Documents  
and Sources
Advocacy Plan 2017

Affinity Group Scorecard

Bridging the Gaps II Partner Budget, October 2016 - 31 December 2016

Bridging the Gaps II Partner Budget, 1 January 2017 - 31 December 2017

Bridging the Gaps II Partner Budget, 1 January 2018 - 31 December 2018

GALZ Capacity Development Action Plan

GALZ Capacity Development Budget 2016

GALZ Bridging the Gaps 2017 Statement of Work

GALZ Bridging the Gaps Extension Work Plan 2016

GALZ MSMGF Bridging the Gaps 2018 Work Plan (01 January 2019- 31 December 2019)

LGBTI Sector Forum minutes

Political party’s correspondence

Organisation Scan Bridging the Gaps Programme

Terms of Reference for LGBTIQ+ Sector forum

The GALZ Strategy for 2017 – 2021: ‘Towards social justice for LGBTI People’

Annexes
Annex A: Case Study Participants

Name17 Organisation Designation

Chesterfield Samba GALZ Director

Samuel Matsikure GALZ Programmes Manager

Tadious Munyimani GALZ Regional Coordinator

Sylvester Munyaradzi Nyamatendedza GALZ Services and Advocacy Policy Officer

Mayita Tamangani GALZ Gender and KP Officer

Busisiwe Khumalo GALZ DIC Counsellor

Susan Shumba GALZ Peer Coordinator

Mitchelle Ruhonde GALZ Gender Officer 

Raymond Kuyala GALZ KP Officer

Rodney Chirunga GALZ Projects Officer

Grace Badza GALZ Counsellor

Tash Dowell GALZ Communications Officer

Diana Nyamukosa GALZ Peer Coordinator

Nkosilathi Mlala GALZ Projects Officer

Gilbert Kunyarimwe GALZ Finance and Admin Manager

Delone C Matongo GALZ M&E Officer

PSI

NAC

VOVO

SRC

MOHA

MOHCC

TIRZ

17 Only participant names of GALZ staff are provided
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Year Activity Funding Partner Participants

2016 Country Regional Sensitisation 
Consultative Workshops

MPact GALZ stakeholders (health care 
workers, police, etc.)

2016 Positive Image Wellness 
Session

MPact LGBTI members

2016 Community Mobilisation 
Through Hotspot Visit

MPact LGBTI members

2016 Focus Group Discussions MPact LGBTI members

2016 One -on -one visit to trained 
HCW

MPact Health Care Workers

2017 Training workshops –Mutare COC Peer educators

2017 Training workshops-Masvingo COC Peer educators

2017 Training workshops-Gweru COC Peer educators

2017 Victoria Falls - Training 
workshops

COC Peer educators

2017 10 Solidary Meetings COC LGBTI members

2017 Dialogues With Health Care 
Providers

COC Health Care Workers

2017 2 day Training of 9 task force 
members on PEPFAR and 
Global fund

COC GALZ and LGBTI partners

2017 Taskforce Consultative Meeting COC GALZ and LGBTI partners

2017T askforce Advocacy Strategy/
Plan Consultative Meeting

COC GALZ and LGBTI partners

2017 Develop Taskforce Advocacy 
Strategy

COC GALZ and LGBTI partners

2017 Healthcare Dialogues- 
Improvement of linkages & 
Service Delivery

COC Health Care Workers and LGBTI 
members

2017 Healthcare Review Service 
Provision Dialogue

COC Health Care Workers and LGBTI 
members

2017 Conduct orientation of 
GALZ staff on GF and CCM 
processes

COC GALZ staff

2017 Conduct training on Asset 
register management

COC GALZ staff

2017 Conduct tailored training for 
M&E and programme staff on 
data management

COC GALZ staff

2017 Conduct training on 
programme management

COC GALZ staff

2018 Reference Group Meetings MPact LGBTI organisational 
representatives

2018 Build Advocacy Capacity Of 
Peer Educators

MPact Peer educators

2018 Health Care Workers Dialogues MPact Health Care Workers

2018 Health Care Workers & LGBTI 
Dialogues

MPact Health Care Workers

2018 Day Sensitisation Workshop - 
Mutare

MPact Health Care Workers

2018 Day Sensitisation Workshop 
–Gweru

MPact Health Care Workers

2018 Capacity Strengthening of 
LGBTI Community

COC Community

Annex B: List of Bridging the Gaps-Supported Capacity De-
velopment Activities
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