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Introduction
The year 2025 elicited mixed emotions among We
Lead teams, partners, and stakeholders. On one hand,
it offered an opportunity to pause and reflect on the
energy, passion, collaboration, and innovation
invested in the programme over the past five years. On
the other, the conclusion of something so profound
and impactful brought a deep sense of loss. We Lead
nurtured a strong global community with a shared
vision. Something no one wished to see come to an
end.The opportunity to come together and reflect on
all these elements allowed us to recognize the
program’s true impact and celebrate the sustainable
tools, systems, and processes we have developed.

After four annual planning and reporting cycles, teams
within the consortium and across Communities of
Action (CoA) organizations had become accustomed
to projecting not only activities and milestones, but
also the resources and timelines required to achieve
them. This same discipline and foresight guided the
2025 annual planning process, resulting in a clear,
focused, and time-bound plan that needed to be fully
delivered within the year.
 
Following programmatic adjustments made in 2024 in
response to the midterm evaluation and with full
awareness of the programme’s closure in December
2025, the focus for the final year was clear. The
program aimed to accelerate results, document
impactful stories of change, strengthen resilience and 

sustainability, and produce materials that would
capture and showcase We Lead’s legacy.

The 2025 plan was implemented through activities
and processes intended to ensure a strong and
meaningful conclusion. Central to this effort was the
End-Term Evaluation (ETE), which served as the
primary mechanism for assessing results and impact.
In keeping with the We Lead tradition of identifying a
defining annual milestone, 2025 was designated the
year of demonstrated results and impact, alongside a
deliberate emphasis on sustainability and lasting
change.
While the year unfolded within an increasingly
challenging operating context, one that continues to
threaten the sustainability of this work, it also created
important moments for reflection, celebration,
solidarity, and the sharing of achievements. These
moments are documented across various formats
and embedded throughout this report, with links
provided in later sections. As anticipated, the
programme’s overall results are captured in detail in
the ETE report, which accompanies this annual report
as a standalone document.
This report, the programme’s knowledge products,
and the End-Term Evaluation aim to present an
accurate and holistic picture of what We Lead has
achieved over its five-year lifespan. It is our hope that
these outputs will offer valuable insights and lessons
to inform future programs and initiatives of a similar
nature.
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 Progress under each Benchmark

2025 marked the final phase of implementation of We Lead. To ensure the full and timely execution of all
action plans, the teams adopted a shortened implementation schedule running from January to August. This
approach was designed to mitigate the risk of delays toward the end of the year and to ensure that the Action
Plans of the nine Communities of Action (CoAs) were completed as planned. This strategy proved effective: all
CoAs concluded their core implementation by 30 June, with only selected wrap-up activities carried out in the
subsequent months. This allowed sufficient time to meet deadlines for technical and financial reporting, as well
as audits, during the final quarter of the year.

Throughout this period, the Hivos technical team and the CoA facilitator teams remained fully staffed and
responsive, providing continuous technical support and follow-up to address the needs of the CoAs. The first
six months of 2025 continued the positive trajectory observed in the previous year, with CoAs demonstrating
increased maturity, consolidation, and autonomy. Strong local ownership was evident, with young women
from the four rights-holder groups playing a predominant leadership role within the CoAs.

Capacity-strengthening efforts yielded tangible results, particularly in strengthening country ownership and
empowering rights holders within CoA organizations. Despite changes in CoA facilitators in Uganda and
Mozambique and adjustment within the Ugandan team to cover for the loss of the CoAF, programme
continuity was not affected due to the strength, cohesion, and collaborative teamwork of the organizations
involved.

All nine Host Organizations (HOs) remained engaged throughout 2025 and further strengthened their
performance, facilitating the timely implementation of Action Plans and contributing to the successful closure
of the program in each country. Capacity strengthening efforts focused primarily on reinforcing technical and
administrative processes, with particular emphasis on supporting the development of CoA sustainability plans.

At the beginning of the year, the management team, in collaboration with the Design Monitoring, Evaluation
and Learning (DMEL) programme officers, initiated the contracting process for the consultancy team
responsible for conducting the End-Term Evaluation (ETE). All ETE data collection processes were completed
successfully by the end of November and validated by all key We Lead stakeholders, including CoA members,
consortium partners, Hivos staff, and the Ministry of Foreign Affairs (MoFA) focal point.

Throughout 2025, the program continued to operate under its established governance, leadership, and
decision-making structures. Thematic working groups; Advocacy and Communication, Capacity
Strengthening, DMEL, Safety and Security, and Finance met monthly to support a smooth and coordinated
programme closure in line with their respective Action Plans and those of the CoAs.

In parallel, both the Global Management Team (GMT) and the Global Coordination Team (GCT) held monthly
strategic meetings to ensure timely decision-making and to provide clear guidance on programme closure
processes.

The Steering Committee convened three times in February, May, and November. The February meeting
focused on setting priorities for the final year, identifying opportunities for fundraising and programme
profiling, and addressing key challenges, including the armed conflict between Lebanon and Israel and the
continued impact of the coup d’état in Niger. The May meeting concentrated on preparations for the ETE,
budget status, and planning for the final We Lead linking and learning event. The November meeting served as
the programme’s formal closing session, reflecting achievements, lessons learned, governance and
sustainability considerations, updates on the ETE, the Annual Report, and overall budget performance.

Beyond formal meetings, the Steering Committee was regularly consulted throughout the year to review and
approve key documents, including the 2024 Annual Report, budget modifications, and other strategic and
operational decisions.

 Program Management







In 2025, communications played a pivotal role in documenting the program's legacy, amplifying the voices of
rights holders, and showcasing the transformative impact achieved across the nine countries. As implementation
ended, the communications team focused on strategic storytelling, knowledge product development, global
visibility, and supporting evidence dissemination that reflects five years of feminist, youth-led, rights-based work.
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Communications

One of the flagship achievements of 2025 was the
development of the “Journeys of Courage”
publication series. As part of the program's
commitment to centering rightsholders’ lived
experiences, the communications team led a
comprehensive documentation mission across all
nine countries. Through in-depth interviews with CoA
members, the team captured powerful narratives of
leadership, resilience, and advocacy for SRH-R justice.
This work culminated in the production of 10
booklets; one global edition and nine country-specific
editions, each profiling young women who shaped
their communities through activism, evidence
generation, policy engagement, and movement-
building. These publications now serve as a
permanent archive of the program's human impact
and a tool for learning and inspiration within and
beyond the SRHR ecosystem.

 Documenting Impact Stories: Journeys of
Courage Publications

 Contribution to Global Publication: The Power of
Partnerships

We Lead was featured in the global publication “The
Power of Partnerships,” coordinated by Partos. The
program's contribution highlighted the strength of
cross-country collaboration, feminist leadership, and
intersectional advocacy as a blueprint for
transformative partnership models.

The communications team supported the pre-launch
phase, coordinated content review, and aligned
messaging for external engagement. Partners were
equipped with:

A comprehensive social media kit
Suggested posting timelines (announcement on
November 6 and spotlight posts throughout
November–December)
A customizable Canva template to create visuals
from their own story content

The publication positioned We Lead as a leading
example of collaborative, rights-holder-driven
programming within the Partos network and global
development community.

Feminist Leadership Guideline: Knowledge from
Lived Experience

In December 2025 the program finalized the Feminist
Leadership Guideline, a unique knowledge product
grounded in the lived experiences, practices, and
reflections of CoA members, host organizations,
facilitators, and the broader consortium. This guide
documents what feminist leadership looked like in
practice within the We Lead model, leadership
characterized by empathy, shared power, collective
decision-making, care-centered approaches, and
accountability to rightsholders.

The guideline provides a robust resource for
practitioners, youth leaders, feminist organizations,
and policymakers seeking to integrate feminist
principles in leadership development, movement
building, and program governance.

Safety & Security and Learning Publications

The communications team supported the packaging,
editing, and dissemination of several key technical
documents produced by the DMEL and Safety &
Security teams, including:

Safety and Security Guide developed to support
youth-led organizations in navigating shrinking
civic spaces, digital threats, and physical risks.
Learning Briefs generated from DMEL analyses,
capturing lessons emerging from local ownership
strategies, innovative advocacy, intersectional
inclusion, and movement-building practices.

PV developed a short video on the experiences and
transformations from the LILO Women workshops
during We Lead featuring footage from the
workshops and reflections from We Lead staff and
rights holders. They speak about the power of PV’s
LILO (Looking In, Looking Out) approach in building
community, providing a space for storytelling,
creativity and expression, and transforming
relationships. The emergence of a community of
trained facilitators to take the methodology forward
into organisations and communities was also a key
achievement. 

https://hivos.org/document/journeys-of-courage/
https://hivos.org/document/journeys-of-courage/
https://partos.maglr.com/the-power-of-partnerships/cover
https://partos.maglr.com/the-power-of-partnerships/cover
https://hivos.org/document/we-lead-with-power/
https://hivos.org/document/we-lead-with-power/
https://hivos.org/document/we-lead-safety-security-learning-brief/
https://hivos.org/document/learning-leading-sustaining/
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In Kenya, physical copies of the Universal Periodic
Review (UPR), submitted in October 2024, as well as
a friendly summary, were produced. While in Nigeria
a menstruation card game was produced as a tool to
work with girls to create knowledge and information
on menstruation. 

(LILO Women participant, 

The consortium partners continued working in
collaborative ways, both in technical and financial
areas, leveraging limited resources and increasing
impact. Being the final year of the programme, the
focus was on developing resources and creating
learning spaces to reinforce the skills and the
knowledge gained by the CoAs over the past four
years. With earlier years prioritizing intensive capacity
building, this year emphasized consolidating
understanding of consortium methodologies and
supporting CoAs to lead their own initiatives. Restless
Development (RD) spearheaded the Youth Power
Toolkit Rollout, a key capacity-building resource
designed to strengthen the capabilities of young 

young leaders and youth civil society organizations
(CoAs). The toolkit equips participants to lead
facilitative discussions with young people, helping
them to recognize and navigate their diverse and
intersecting experiences and identities, and
understand how these shapes their power and ability
to challenge structural inequalities. By
operationalizing the toolkit, CoAs will be able to
apply the toolkit directly within their contexts,
adapting it to meet local needs and priorities beyond
the programme. 

As part of our commitment to fostering sustainable
leadership and leaving a programmatic legacy, Hivos
led the process of developing a Feminist Leadership
Guide ‘We Lead with       Power’ that would provide
young people and emerging leaders with the tools,
principles,       and approaches they need to lead
using a feminist lens across different thematic areas.         
This guide was unveiled during the global close out
event held in August 2025 and was informed by
diverse voices from rightsholders, COAs, feminist
leaders, and consortium       staff to ensure it
reflected the realities and aspirations of those it aims
to support. The guide    is also available on YouTube
https://www.youtube.com/watch?v=cDp79s_Lh7s
and also as   a podcast episode. 

RD collaborated with PV in developing a Feminist
Inclusive Facilitation Workshop guide. In its updated
and strengthened form, the methodology was
piloted by RD in Lebanon in partnership with Hivos.
The workshop used a participatory, experiential
approach, encouraging participants to actively
engage in shaping outcomes while integrating
knowledge and guidance from the trainers. By
fostering open discussion and mutual sharing of
experiences, the workshop promoted collective
knowledge. 

Furthermore, PV prioritized sustainability work with
CoAs in different countries to develop sustainability
plans. Sustainability remained a critical capacity need
for the programme as organisations needed to plan
for their future beyond     We Lead. PV rolled out the
Pathways to Sustainability workshops as key element
of capacity building across the organisations.     CoA
organisations appreciated sharing with one another,
building practical skills on how to engage with
donors and strategic partners. 

https://hivos.org/document/we-lead-with-power/
https://hivos.org/document/we-lead-with-power/
https://hivos.org/document/we-lead-with-power/
https://www.youtube.com/watch?v=cDp79s_Lh7s
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In Kenya, physical copies of the Universal Periodic
Review (UPR), submitted in October 2024, as well as
a friendly summary, were produced. While in Nigeria
a menstruation card game was produced as a tool to
work with girls to create knowledge and information
on menstruation. Additionally, PV continued to invest
in the LILO Comms platform which connects LILO
facilitators across countries and programmes. They
supported more sign-ups (growing from 86 to 136
people) and added translation facilities available for
Spanish, Arabic, and Portuguese.      

PV held an in-person Legacy workshop with 27
participants including partners, rightsholders,
facilitators, and PV staff from the We Lead and Free
to be Me global programmes within which PV was a
consortium partner. Partners came together in this
cross-regional gathering to honour the journeys
within these programmes, and imagine what comes
next. In reflecting on key insights participants noted
the importance of local ownership as both an
aspiration and work-in-progress, the growth of
movements beyond programme structures, and the
importance of meaningful partnerings in shifting
power dynamics within global programming. They
also reiterated the importance of person-centered
programming where connections have become a
lasting resource, where the importance of collective
care was highlighted, and the value of LILO
methodologies as a powerful tool for partners and
PV to carry forward. For We Lead specifically,
participants highlighted that the programme created
spaces where diverse marginalized young women
could engage and lead differently through the LILO
methodologies and the HSMA work healing,
leadership, advocacy and meaningful change took
place. As summarised in the Legacy workshop
learning brief:

(LILO Women participant, 

Overall, capacity strengthening of organisations and
rightsholders was recognized as a strong point of
the program achievements, which was highlighted
in the ETE findings. The ETE process integrated a
capacity assessment aspect which allowed the
program to measure the technical contributions of
the Capacity Strengthening, Linking and Learning
(CSLL) processes and working group in the content
and approaches of the program. According to the
capacity assessment results, capacity strengthening
was recognized, both for organisations and
rightsholders, as a highly appreciated and welcome
support, with a particular transformational impact on
the lives and psychosocial wellbeing of many
rightsholders. The program provided institutional
strengthening support to the CoA organisations
across a range of technical, operational,
management and governance areas. 

Key topics included SRH-R, SOGIESC (Sexual
Orientation, Gender Identity/Expression, and Sex
Characteristics), youth leadership development,
youth-led accountability and research
methodologies, advocacy and policy analysis and
influencing (including SRH-R policy frameworks at
national, regional and international levels), lobby and
advocacy skills, evidence-based advocacy
techniques, opposition monitoring and mitigation,
media campaigning and communication skills,
psychosocial wellbeing, safety and security
(including threat prevention, monitoring, and
response), participatory and/or creative
methodologies, inclusive facilitation with a feminist
approach, financial management, resource
mobilization, theory of change localization,
monitoring and evaluation and outcome harvesting
approach.

Capacity support approaches, both for rightsholders
and organisations, included training sessions,
participatory workshops, peer learning, mentoring
and coaching, knowledge and experience sharing
between organizations, face-to-face meetings in
supportive environments, and training of facilitators
models (which enabled peer education
multiplication), as well as the preparation and
accompaniment of CoA’s and rightsholders
participants previously and during the international
advocacy and linking and learning (L&L) events. 

The programme leaves behind strong seeds in wellness,
strengthening a rightsholder-centered facilitation, and
transformative partnership approaches.

In the PV Legacy workshop, LILO Comms was
identified as a tool for maintaining connection
beyond programme timeframes with LILO facilitators
and communities of practice. The WL programme
served as a learning process for PV to enhance
accompaniment at a larger scale and across several
regions. 
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An example of the former is the increasing interest and understanding, during the implementation, of the needs
of women with disabilities by other young women participating in CoAs: accessibility was increasingly
considered in activities organized by them, including physical and communication accessibility, which implied
revision of budgets to guaranteeing sign interpretation and assistance, both at country levels and in
international events. In Honduras women from different rightsholders groups undertook courses on sign
language, including the learning of specific SRH-R signs of a manual developed during the program
implementation in this country, allowing communication in these topics with a strong element of local
ownership. This being only one of the multiple examples that happened during the programme in diverse
contexts.

The following charts, taken from the ETE, illustrate the perspective of rightsholders about their capacities
before and after We Lead in four key areas of the highlighted competencies:

(LILO Women participant, 

It is important to note that creating capacities for mutual recognition and inclusion among rightsholders was
not always easy. Overcoming lack of knowledge, lack of trust and discrimination was a process. Through the
time programme efforts increased empathy, acceptance, and willingness to collaborate, reducing initial barriers
and expanding the sense of belonging within the CoAs.

The CoA model, implemented as a pillar of the programme, successfully brought together previously siloed
groups, fostering intersectional solidarity and joint advocacy. The implementation of the model itself enhanced
the capacities of organisations and rightsholders to think and act jointly, being the sum of consortium CS
efforts instrumental in enabling environments to create “communities in practice” during all the
implementation but particularly in the first period, going beyond the development of specific topics and
methodologies. 

Creating CoAs was not just a matter of bringing everyone together, but investing and providing spaces for
dialogue, sharing and mutual learning what helped the actual creation of boundaries, “complicities”, collective
awareness, empowerment and common understandings to enable “living communities” to emerge. The CoA
was also a space that allowed us to unlearn and reflect on our own practices through direct interaction with
people with whom we would otherwise not have contact from one’s own experience and life lessons. The
CoAs themselves increasingly developed their own CS initiatives, including the adaptation of models to the
local realities, processes in which not only CoAs strengthened their capacities but also consortium members
through mutual learning. 
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Even whenclaiming rights through opening spaces
and improving services, it was frustrating for
rightsholders and committed healthcare providers to
continuously clash with structural barriers that did
hindered progress.

Experiencing these tensions expressed in these last
examples provide good learnings for CS processes in
general. This related to the need to work on cultural
change capacities with organisations (including the
revision of adult centric and patriarchal beliefs and
practices) while working in CS of rightsholders. It also
raised the need to consider parallel support for the
improvement of health system capacities, particularly
in countries in the Global South in which cultural
barriers related to discrimination, economic decisions
and structural inequalities have increasingly
diminished the capacity of health care systems to
respond to the overall population, and even more to
marginalized groups.

Another important point to reflect was the significant
challenge the program faced at its start in the context
of the COVID19 pandemic, which affected the
implementation of CS activities, since it was not
possible to have physical meetings for more than one
year. Many stakeholders felt overwhelmed by the
number of trainings developed when physical
meetings started to be possible, bringing heavy
workloads for everyone, but particularly affecting
small organisations who were participating in CoAs.
On the other hand, the pressure to implement was
high. Learning from this experience, in extraordinary
cases like this, it would be beneficial to pause, reflect
and propose a more strategic distribution of CS
activities, including budget redistribution, across the
programme lifecycle. The decision to place most of
the CS efforts and budget at the beginning of the
programme, leaving the last years with little resources,
based on the assumption that capacities were going
to be strengthened enough during the first years, has
also to be revised.    

In Kenya, for instance, CoA members engaged in a 3-
month Learn Visit series exploring “Three Spheres of
Response” (home, community, and administrative
spaces) supported by different CoA organizations. The
process built a strong network of peer facilitators and
encouraged independent linking and learning
initiatives. 

(LILO Women participant, 

The bilateral Learn Visit between Niger and Nigeria
CoAs became a turning point in how organizations
approached intersectionality, including better
inclusion of the people who are deaf and intersex
persons. Beyond the technical exchange, there was
a deep humanizing aspect to these visits. “The visit
happened in an atmosphere of mutual respect
where uninformed misconceptions could be
addressed, and common humanity could be
explored.” — COA Representative, Nigeria.  

The We Lead MENA Convention (December 5–7,
2022, Beirut), organized by Restless Development in
collaboration with Marsa, bringing together young
leaders from the Communities of Action ( An
example of a regional linking and learning space was
The We Lead MENA Convention (December 5–7,
2022, Beirut), organized by Restless Development in
collaboration with Marsa, bringing together young
leaders from the Communities of Action (CoAs) in
Jordan and Lebanon. The convention emerged from
the aim of strengthening youth leadership,
inclusiveness, and advocacy on sexual and
reproductive health and rights (SRHR) in the MENA
region. It provided a youth-friendly, inclusive, and
creative space to share experiences, expand
knowledge, and build peer networks. 

Another example was the Festival in December 2023
in Panajachel, Guatemala. It integrated participation
of rightsholders from Guatemala and Honduras, as
well as consortium members, local organizations
and other regions participants. This space provided
an opportunity to build connections and reflection
among different rightsholders groups and
consortium members, to put in common different
perspectives and learn from each other. The
implementation of spaces opened to communities
and the use of art-based methodologies, like the
living museum by women with disability, the theatre
of the oppressed and the presentation by
rightsholders of their own art-pieces was very
important for fostering sensitization and for
positioning rightsholders perspectives and struggles
for their rights. This experience allowed participants
to inspire and learn from each other perspectives
and strategies, and at the same time recognize and
celebrate their efforts and work. Some of this art
pieces were lately presented in global spaces like
Association of Women’s Rights in Development
(AWID) conference in 2024.
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Throughout the year, the CoAs continued to
strengthen their Design, Monitoring, Evaluation, and
Learning (DMEL) practices, generating robust evidence
to support program learning, adaptive management,
and the ETE. Guided by the program-wide DMEL
framework, country teams applied mixed-methods
approaches, participatory tools, and youth-led
methodologies to document change, capture
learning, and ensure that rights holders remained at
the center of evidence generation and reflection
processes.

SRHR) had 59 outcomes, while Intermediate Result 3
(IR3: Health care providers adopt youth-friendly SRHR
and HIV/AIDS services) recorded 43 outcomes. The
remaining 17 outcomes cut across multiple
intermediate results.

We went a step further in analyzing the outcomes and
grouped them into six thematic areas: policy and
governance reform; advocacy and awareness; feminist
and youth leadership; disability and inclusion; service
delivery innovations; and economic empowerment
and livelihoods. This helped us better understand not
just how many outcomes were achieved, but the kind
of change they represented.

Nearly half of all outcomes (44%) were related to
advocacy and awareness. This tells a powerful story. It
shows that the program was especially strong in
influencing narratives, raising visibility of young
women’s SRHR, and mobilizing public support.
Partners and rightsholders were active in shaping
conversations and pushing issues into public and
policy spaces.

Policy and governance reform also stood out as
significant. About 30% of outcomes involved changes
in policies, laws, or governance practices. This
suggests that advocacy efforts were not stopping at
awareness, but they were translating into engagement
with duty bearers and contributing to more systemic
shifts.

Design Monitoring, Evaluation, Learning and
Research (DMEL) 

 Data Capture and Evidence Management

Across implementing countries, partners
systematically tracked progress using results
frameworks, indicator monitoring, qualitative
documentation, and regular monitoring visits aligned
with the Theory of Change (ToC). These processes
produced a diverse and rich body of knowledge
products, including consolidated outcome
documents, health surveys, case studies, digital safety
assessments, policy briefs, newsletters, and audio-
visual materials. Collectively, this evidence
strengthened institutional memory and informed
strategic decision-making at both country and
regional levels.

 Outcome Harvesting 
Outcome Harvesting (OH) remained a core
methodology for capturing qualitative change, with
countries contributing to different outcome areas
based on their contexts and interventions. Over the
five-year period, We Lead harvested a total of 254
outcomes. Uganda recorded the highest number (64),
followed by Kenya (45) and Nigeria (37). Intermediate
Result 1 (IR1: Strengthened CSOs are inclusive of or led
by young women to defend and promote their SRHR)
accounted for the largest share of outcomes (75). This
was followed by Intermediate Result 4 (IR4: Duty
bearers increasingly design, adopt, and implement
laws and policies that respect and protect the SRHR of
young women), which recorded 60 outcomes.
Intermediate Result 2 (IR2: The general public
increasingly recognizes and supports young women’s
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Policy and governance reform also stood out as
significant. About 30% of outcomes involved changes
in policies, laws, or governance practices. This
suggests that advocacy efforts were not stopping at
awareness, but they were translating into engagement
with duty bearers and contributing to more systemic
shifts.

Feminist and youth leadership (26%) and service
delivery innovations (22%) also emerged as important
pillars of change. Strengthening youth and feminist
leadership reflects meaningful investments in capacity,
voice, and representation. Meanwhile, service delivery
innovations point to tangible improvements in how
services are designed and delivered, bringing change
closer to young women’s lived realities.

Disability and inclusion (9%) and economic
empowerment and livelihoods (7%) appeared less
frequently. This does not mean they were
unimportant, but it does signal opportunities to more
intentionally deepen and scale work in these areas
going forward. Economic empowerment and
livelihoods outcomes were mainly linked to Uganda’s
financial literacy and savings groups, linking SRHR with
livelihood strengthening. Several outcomes cut across
more than one category, showing that change was
rarely linear; a reflection of the interconnected and
layered nature of transformation.

Learning and reflection were embedded throughout
the programme implementation. Country teams
convened with regular strategic meetings, joint
reflection sessions, and monitoring missions to harvest
outcomes and sense making, assess contextual
changes, and adjust implementation strategies
accordingly. These spaces enabled teams to respond
effectively to political instability, safety and security
risks, and shrinking civic space, while sustaining
meaningful engagement with rights holders. Young
women- and girl-led groups participated actively in
these processes, reinforcing ownership of outcomes
and grounding learning in lived experience.

 Learning, Reflection, and Adaptive Programming

 Research and Contribution to the End-Term
Evaluation
Structured research efforts including surveys,
adolescent and young people health assessments, and
policy and legal analyses were combined with
systematic documentation of outcome-level change
to create a strong evidence base for the End-Term
Evaluation. Research outputs from Kenya and Nigeria,
such as training manuals, policy analyses, impact
documents, and narrative publications, were
integrated into global knowledge management
systems to ensure that Africa’s contributions were fully
reflected in the final evaluation of the program.

 Creative and Global Approaches to Learning and
Evidence

Complementing country-level monitoring and
outcome harvesting, the DMEL team advanced
innovative global tools to enhance collective learning,
increase the visibility of program impact, and support
cross-regional analysis. These include the We Lead
Data Dashboard and the Interactive Global Impact
Map.
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Safety and Security 

2024 was a difficult year for We lead. The
programme experienced unprecedented safety and
security challenges, incidents, threats and attacks
across nine countries. The safety and security team
received, investigated, documented and responded
to 45 security incidents/threats/attacks on rights
holders, Communities of Actions (CoAs), CoAs’ staff,
Consortium partner organizations, Host organization
(HO), and HO’s staff. Uganda bore the heaviest toll,
with 10 cases, (22%) of the total, as shown in Figure 1
below. Though Jordan did not report any direct
security incidents/threats/attacks, it suffered greatly
from rapidly shrinking space occasioned by the
Cyber Security Act that was enacted on 13 August
2023.

In 2025, We Lead navigated, yet another year marked by severe and evolving safety and security challenges
across the nine countries in which the program operates. These challenges were most starkly illustrated in Niger,
where an unprecedented government crackdown dramatically reshaped the civic landscape almost overnight.
In November, authorities published a list of only 133 NGOs authorized to operate nationally. Of the 14 We Lead
Communities of Action (CoAs) in the country, only one was permitted to remain operational. Although the list
was later expanded to 455 NGOs, just three CoAs regained their registration, leaving 11 youth-led groups
effectively silenced. The process of regaining authorization now requires extensive government-approved
financial audits and prohibitively high fees, placing extraordinary strain on already vulnerable organizations.

This rapid contraction of civic space, combined with growing hostility toward organizations working on SRH-R,
set the tone for a year characterized by acute safety and security risks across all the countries. Yet, amid this
volatility, the program safety and security systems which we have continuously strengthened proved both timely
and effective. The number of reported, investigated, and documented incidents declined significantly, from 45 in
2024 to 24 in 2025, demonstrating the impact of proactive risk mitigation and preparedness measures. Niger
alone accounted for more than half of these incidents, reflecting both the severity of the crackdown and
intensified documentation of SRH-R violations (see Figure 1).

A total of 24 security incidents resulted in 60 documented victims, due to multiple victims in several cases.
Kenya recorded the highest number of affected individuals, with 42 victims representing 70% of the total, largely
linked to risks associated with the We Lead Global Close-Out Event (see Figure 2). 
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2024 was a difficult year for We lead. The
programme experienced unprecedented safety and
security challenges, incidents, threats and attacks
across nine countries. The safety and security team
received, investigated, documented and responded
to 45 security incidents/threats/attacks on rights
holders, Communities of Actions (CoAs), CoAs’ staff,
Consortium partner organizations, Host organization
(HO), and HO’s staff. Uganda bore the heaviest toll,
with 10 cases, (22%) of the total, as shown in Figure 1
below. Though Jordan did not report any direct
security incidents/threats/attacks, it suffered greatly
from rapidly shrinking space occasioned by the
Cyber Security Act that was enacted on 13 August
2023.

These figures underscore both the gravity of the threats faced by rights holders and partners and the resilience
they demonstrated in continuing their advocacy under pressure.

Faced with an increasingly hostile and unpredictable operating environment, We Lead remained unwavering in
its commitment to safeguarding CoAs, their staff, rights holders, consortium partners, host organizations, and all
program stakeholders throughout 2025. Recognizing the escalating risks, the program implemented a suite of
proactive, coordinated, and context-responsive measures to ensure protection during both implementation and
close-out activities.

 A key component of this response was capacity strengthening in digital security. 

In May 2025, We Lead delivered one of its most impactful cybersecurity initiatives: the virtual training “Navigating
the Digital World Safely: Protecting Yourself and Your Organization Online.” This skills-based training reached
119 rights holders and CoA staff across Honduras, Guatemala, Mozambique, Kenya, Nigeria, Niger, and Uganda.
Moving beyond basic awareness, the training covered data privacy, online harassment, digital scams, and
prevention strategies through interactive exercises and real-world case studies. Participants completed post-
training assessments and received either a Certificate of Merit or a Certificate of Participation, reinforcing
accountability and skill mastery. For many participants, this was their first exposure to structured, practical
cybersecurity training that now directly protects activists whose digital presence increasingly exposes them to
risk. The training was delivered in partnership with Moringa School Kenya.

However, delivering virtual capacity building was not without challenges. In Niger, persistent internet disruptions
prevented participation in the cybersecurity training, highlighting ongoing digital access barriers that continue to
limit engagement in online learning and protection initiatives
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2024 was a difficult year for We lead. The
programme experienced unprecedented safety and
security challenges, incidents, threats and attacks
across nine countries. The safety and security team
received, investigated, documented and responded
to 45 security incidents/threats/attacks on rights
holders, Communities of Actions (CoAs), CoAs’ staff,
Consortium partner organizations, Host organization
(HO), and HO’s staff. Uganda bore the heaviest toll,
with 10 cases, (22%) of the total, as shown in Figure 1
below. Though Jordan did not report any direct
security incidents/threats/attacks, it suffered greatly
from rapidly shrinking space occasioned by the
Cyber Security Act that was enacted on 13 August
2023.

In the same month, and in response to rising burnout,
stress, and emotional fatigue among youth advocates,
We Lead facilitated seven virtual sessions on “Building
Sustainable Mechanisms for Collective Care, Self-
Care, Wellbeing, and Wellness.” Led by an
experienced psychology specialist, these sessions
brought together rights holders and CoAs from
Honduras, Guatemala, Mozambique, Kenya, Nigeria,
Niger, and Uganda. Participants gained practical,
culturally adaptable tools for managing stress,
recognizing trauma responses, and strengthening
mutual support systems. For young activists operating
in hostile environments, these collective care
mechanisms became essential to sustaining both
personal well-being and long-term engagement.

Together, these interventions went far beyond
training. They reflected We Lead’s holistic approach
to protection, recognizing that safety encompasses
not only physical and digital security, but also mental
and emotional resilience. In a year defined by
volatility, investments in cybersecurity, psychosocial
support, and emergency preparedness ensured that
CoAs and rights holders were not left exposed, but
rather equipped and supported to continue their work
with confidence.

Complementing these efforts, We Lead conducted a
global strategic field mission to Nigeria in February
2025. The mission focused on hands-on safety and
security support, including in-depth audits across
multiple CoAs. These assessments identified
vulnerabilities, provided tailored recommendations,
and strengthened internal protection systems. Similar
monitoring visits were conducted by national teams
in other countries, enabling early identification of risks
and proactive mitigation at local level.

Significant attention was also given to ensuring the
safety of national and global close-out events. A
multi-layered planning structure was established, with
country safety and security focal points embedded
within national planning committees, and the project
Safety and Security Officer actively engaged in the
global close-out committee. Comprehensive security
briefs, logistics notes, and contingency plans were
developed ahead of each event.

These preparations proved critical. During the Global
Close-Out Event, 37 participants including CoA staff,
rights holders, and partners fell ill. Thanks to
advance planning, including the presence of a
certified paramedic and pre-approved contingency
funds, immediate medical response was provided.
Severe cases were referred to hospital, with all costs
fully covered. This incident clearly demonstrated the
value of foresight and investment in preparedness.
Over the course of the year, all 24 recorded
incidents were systematically assessed and
addressed. Where risks escalated, We Lead
convened investigation meetings, provided tailored
safety guidance, and facilitated referrals to
specialized protection partners, including Frontline
Defenders and the Digital Defenders Partnership.

Across all its work in 2025, We Lead maintained a
strong, structured, and forward-looking approach to
safety and security. This commitment ensured that
CoAs and rights holders remained protected,
supported, and able to continue their vital advocacy
in increasingly hostile contexts. We Lead’s
safeguarding efforts remain unwavering, and we
extend our deepest appreciation to our donors,
whose continued support makes these life-
preserving interventions possible.
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Networking and collaboration (strategic partnering
with local partners and local ownership) 

Throughout the reporting period, the program
strategically prioritized networking and
collaboration as a core approach to strengthening
local ownership, enhancing sustainability, and
amplifying impact. Across all regions, partners
worked closely with government institutions, civil
society organizations, community networks, media
actors, and international agencies to ensure that
SRH-R interventions were coordinated,
contextually grounded, and aligned with national
and regional priorities as described below:

In Guatemala, the coordinated Community of
Action (CoA) model enabled joint planning and
implementation across territories. Through
strengthened networks, partners jointly
implemented health monitoring initiatives,
established a legislative monitoring committee for
collective advocacy, and deepened engagement
with government institutions such as the National
Youth Council,Presidential Secretariat for Women’s
Affairs, Ministry of Education and the Ministry of
Health. These collaborations supported the
institutionalization of Comprehensive Sexuality
Education, advanced transgender health strategies,
and expanded youth representation, notably
through support to the Petén Departmental Youth
Council. Active participation in thematic networks,
including the Quetzaltenango HIV Network, and
collaboration with health facilities such as San
Benito Hospital, further strengthened adolescent-
friendly healthcare services and community-level
accountability.

In Honduras, partnerships focused on advocacy,
service delivery, and policy influence. The CoA
actively contributed to national advocacy
platforms, collaborated with UNFPA on joint health
fairs, and formed strategic alliances with the
National AIDS Forum, the National Human Rights
Commissioner, and regional Ministry of Health
structures. 

Forum, the National Human Rights Commissioner,
and regional Ministry of Health structures.
Technical collaboration with Lawyers Without
Borders, UN Women, and UNAIDS reinforced
SRH-R policy development, while sustained
engagement with municipalities, academic
institutions, Ciudad Mujer, and social development
bodies ensured locally embedded and cross-
sectoral coordination.

Collectively, these partnerships enhanced
legitimacy, expanded reach, and strengthened the
political positioning of SRH-R agendas while
ensuring culturally relevant, community-owned
interventions.

In Niger, the CoA worked in close coordination
with regional health directorates in Maradi,
Tillabéri, and Dosso to ensure compliance with
state priorities and official guidelines, a critical
approach within an increasingly restrictive
regulatory environment. Municipalities and
governorates were actively engaged to reinforce
ownership and long-term impact. Collaboration
with security and protection institutions, including
the Police and Gendarmerie units for Women and
Minors Protection, enabled coordinated responses
to gender-based violence. Partnerships with the
National Commission for Refugee Eligibility
supported interventions in refugee settings,
leading to the establishment of a dedicated GBV
committee in the Chadakori refugee camp.
Beyond government actors, organizations
strengthened advocacy through civil society
networks and alliances with women’s rights
groups and disability organizations, while media
partnerships amplified awareness and rights-based
messaging through radio and community
platforms
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In Nigeria, collaboration centered on advancing the
rights of vulnerable populations and integrating SRH-
R into humanitarian and governance frameworks
across Lagos, Cross River, Nasarawa, and Anambra
states. Partnerships with government institutions such
as the Ministry of Health, NCFRMI, and the National
Human Rights Commission strengthened policy
integration, accountability, and legal protection. Civil
society and international partnerships with UNFPA,
IOM, UNHCR, OCHA, NEMA, and disability-led
organizations ensured coordinated, rights-based
responses in both development and humanitarian
contexts. Media engagement including radio
programming, social media campaigns, and national
publications played a key role in extending outreach,
particularly among youth and rural communities.

In Jordan and Lebanon, We Lead strengthened
strategic collaboration and local ownership through
high-level engagement, structured coordination, and
collective reflection during the programme’s final
year.

National close-out conferences in Amman and Beirut
served as key networking platforms, bringing together
COAs, host organizations, government
representatives, civil society actors, and donors. These
events showcased program achievements, facilitated
dialogue on sustainability, and connected partners to
broader SRH-R and gender justice networks. Active
participation from government entities and the
Embassy of the Netherlands reinforced national
recognition and cross-program alignment with other
MoFA-funded initiatives.

In parallel, We Lead supported the launch and
consolidation of national SRH-R Knowledge Hubs in
both countries. Developed collaboratively with local
partners, these hubs serve as sustainable, locally
owned platforms for sharing tools, policy resources,
evidence, and multimedia outputs, strengthening
long-term knowledge exchange and sectoral
collaboration. In Lebanon, Marsa contributed to the
development of an SRHR curriculum for caretakers, in
collaboration with the Department of Continuing
Education at the University of Saint Joseph in
Lebanon. 

The module aims to equip community caregivers
and educators with clear, rights-based and age-
appropriate information on adolescent health,
consent, and healthy relationships.

Regional collaboration was further reinforced
through a joint anti-gender baseline study
conducted with Hivos’ Free to Be Me program. This
cross-program effort brought together partners
across Jordan, Lebanon, and Tunisia to generate
shared evidence on anti-gender backlash, align
advocacy strategies, and strengthen movement-
building and protection planning beyond the
programme’s closure.

In Uganda, the CoA partnered with district and
national government structures, health teams, and
community platforms to co-host close-out
meetings, conduct joint service monitoring,
strengthen referral systems, and secure in-kind
support such as office space and youth-friendly
corners at health facilities. Collaboration with
national and regional advocacy networks, UN
agencies, private sector actors, and youth media
hubs supported digital inclusion, research
dissemination, legal empowerment, and storytelling.
At community level, partnerships with protection
networks and legal aid providers enable safe
mobilization, emergency response, and coordinated
advocacy for marginalized groups in restrictive
contexts.

In Kenya, the CoA worked closely with county and
sub-county government structures to advance
youth-friendly SRH-R services, community-based
monitoring, and policy advocacy. National civil
society and movement-based partnerships
expanded platforms for SRH-R, GBV prevention,
stigma reduction, and disability inclusion. Media and
communications coalitions, including the Safisha
Rada Campaign, mobilized national dialogue
through coordinated social media, radio, and
television engagement. Grassroots collaboration
with community-based organizations, survivor
networks, and livelihood 
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Programming Shifts 
Continuous political and contextual shifts across
countries required ongoing adaptation by all We Lead
stakeholders and significantly shaped how
achievements and challenges were framed in the
ETE. Safety and security remained a central concern
throughout the program, as several countries
experienced varying forms of threats and instability. In
response, training and capacity-strengthening
activities were prioritized as key strategies to support
partner organizations and build the resilience of
rights-holder groups.

To mitigate risks, rights holders in sensitive contexts
such as Jordan, Niger, and Uganda were not explicitly
named during trainings or public engagements.
Instead, partners adopted more inclusive framing,
operating under the broader banner of women and
girls. Even in countries where civic space remained
relatively open, deliberate caution was exercised to
avoid actions that could expose partners to harm. In
Lebanon, for example, public messaging was carefully
managed, including decisions around what content
could be shared through the Knowledge Hubs. The
growing prevalence of anti-gender narratives further
documented through the joint anti-gender baseline
study conducted with Free to Be Me also shaped
advocacy approaches and required additional
contextualization in program reporting.

In Lebanon and Jordan, ongoing insecurity continued
to disrupt program operations and necessitated
adaptive shifts. Building on adjustments made in the
last quarter of 2024, when budgets were reallocated
to respond to war and humanitarian crises, CoA
organizations sustained feminist principles while
adapting to diverse emergency response needs
across different geographic contexts. This
demonstrated how feminist organizations can
respond effectively to crises while safeguarding core
values and long-term objectives.

With regard to safety and security capacity, CoAs
demonstrated exceptional adaptability by developing
contextualized, location-specific approaches. These
combined formal training with deep contextual
knowledge and proved more effective than 

standardized protocols alone. In Lebanon where
context was particularly volatile and violent, this
adaptability enabled the program to address one of
the most pressing consequences of insecurity: the
deterioration of mental health and well-being
among rights holders and We Lead staff. Through
the Resilience Fund, mental health services were
made available to CoA rights holders and country
teams, removing financial barriers and ensuring
access to quality care in a setting where such
services are often unaffordable.

Across Nigeria, Kenya, Uganda, Lebanon, and
Jordan, programmatic shifts in 2025 were informed
by evolving contexts as well as lessons learned
during implementation. A key lesson was the critical
importance of sustained capacity building and
accompaniment of rights holders. This approach
emerged as a powerful accelerator of impact, not
only building confidence but also helping to sustain
program outcomes beyond project cycles. Flexibility
in programming proved essential for responding to
shrinking civic space, sudden policy changes, and
emerging risks, ensuring continued relevance and
effectiveness.

In addition, the program underscored the value of
building strong coalitions and cross-movement
alliances. Partnerships amplified advocacy
outcomes by creating collective leverage that no
single actor could achieve alone. These insights
informed strategic adjustments, including a stronger
focus on establishing sustainable youth-led
accountability platforms, aligning advocacy efforts
with government planning cycles, and investing in
documentation and evidence generation to
strengthen the case for SRH-R.

Reflection on the results framework and basket
indicators indicates that while many output-level
targets such as the number of rights holders trained
and advocacy engagements conducted were
exceeded, outcome-level changes, including the
institutionalization of youth participation in olicy
processes and increased budget allocations for p
SRH-R, require more systemic and long-term
strategies.
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The program embedded sustainability at the core of its
design and implementation, prioritizing long-term
impact beyond the project cycle through institutional
strengthening, community empowerment, knowledge
transfer, and strategic partnerships. Although the
strategy had to be adjusted due to contextual changes
and after the Midterm Review, across regions, these
mechanisms collectively continued to foster durable
structures, locally owned leadership, and embedded
practices that will continue advancing SRH-R agendas
independently.

 Institutional Sustainability

 Sustainability

At the institutional level, the program focused on
integrating SRH-R priorities into policies, systems, and
formal governance structures. In Guatemala for
instance, strategic alliances with state institutions
including the Ministry of the Interior, Ministry of Social
Development, and the Presidential Secretariat for
Women created permanent dialogue spaces and
established policy advocacy precedents. Formal
agreements with municipal governments further
committed local authorities to incorporating young
women’s rights into local action plans. In Honduras,
sustainability was reinforced through the establishment
of the Women in Movement Network as a permanent
advocacy structure and by embedding programme
activities into institutional strategic plans.

In Jordan and Lebanon, sustainability was advanced
through deep collaboration with host organizations
ANHRE in Jordan and CRTDA/Marsa in Lebanon which
integrated We Lead methodologies and approaches
into their broader institutional mandates. In 2025, host
organizations and CoAs jointly developed
comprehensive sustainability plans outlining how SRH-
R advocacy, youth leadership, and community
engagement would continue beyond programme
closure. These plans were grounded in long-term
organizational strategies and reflected realistic
pathways for maintaining services, networks, and
advocacy priorities.

In Kenya and Uganda, institutional sustainability
was pursued through integration within
government and administrative systems.
Memoranda of Understanding, district and county-
level partnerships, Youth Advisory Committees,
health and referral platforms, and participation in
planning and budget consultation processes
ensured that youth and gender-responsive SRHR
priorities remained embedded within public
systems.

 Community-Led Structures
We Lead invested heavily in community-led
structures to ensure continuity of leadership,
advocacy, and service delivery. In Guatemala,
autonomous networks such as the Petén Young
Women’s Network and the Embajadoras Disidentes
volunteer group were consolidated and continue
operating independently. Across contexts, capacity
building for community communicators, health
monitors, and peer educators ensured sustained
local expertise in rights-based approaches.

In Uganda, community sustainability was further
reinforced through social enterprise and
livelihoods models, including savings groups,
participation in the Parish Development Model, and
youth-led enterprises such as Esonga Investments
Ltd and reusable sanitary pad cooperatives.
Similarly, in Kenya, savings and loan groups,
entrepreneurship support, and linkages to
vocational and enterprise initiatives strengthened
the economic resilience of adolescent girls and
young women, enabling continued civic
engagement and advocacy.

Community club and safe space models in Kenya
embedded SRH-R education, psychosocial
support, and youth-led advocacy within existing
grassroots networks, ensuring that programme
gains remained locally owned and accessible.
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Below is an overview of the budget implementation in 2025. A more detailed Consolidated Year 5 Financial
Progress Report will be submitted as an annex.

Budget management  

Below, there is also an overview of the overall budget implementation in 2021-2025. A more detailed
Consolidated Year 1-5 Financial Final Report will be submitted as an annex.



Annexes: 
Annex 1: Risk Assessment Annex 2: Results Framework
Annex 3: Basket Indicators Results
Annex 4: IATI Report
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