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EXECUTIVE SUMMARY

UN Women, in partnership with the Government
of Japan, launched the "Women’s Leadership,
Empowerment, Access and Protection in Human
Mobility Crisis in Central America" project to ad-
dress the unigue protection challenges faced by
women, girls, and LGBTIQ+ individuals in human
mobility. Running from 1 April 2024 to 30 March
2025, the project responded to the complex hu-
man mobility crisis exacerbated by socio-eco-
nomic vulnerabilities, climate change, and vio-
lence. It aimed to address the specific needs of
women, girls, and LGBTIQ+ populations, including
increased risks of gender-based violence (GBV)
and trafficking. The project emphasized culturally
specific protection kits, improved humanitarian
access, and ensuring that affected women led,
participated in, and benefited from gender-re-
sponsive protection services and social cohesion
initiatives

The two main outputs of the project were: (1) en-
hancing the capacity of humanitarian actors to
deliver protection services and (2) increasing the
capacity of women in human mobility and host
communities to access and influence these ser-
vices. The project budget was USDS$2,2M and it
incorporated a partnership framework with sev-
eral implementing partners, such as, the INGO
Hebrew Immigrant Aid Society (HIAS), two na-
tional organisations in Honduras Fundacidn Alivio
al Sufrimiento (FAS) and Agua Pura para el
Mundo (APPM), and Coordinadora Nacional de
Mujeres Indigenas de Panama (CONAMUIP) for
specific activities in the Darien area.

METHODOLOGY

The evaluation employed mixed methods and a
participatory approach, emphasizing gender
equality and human rights principles. It inte-
grated HRBA, GERA, and MSC approaches to ad-
dress inequalities and discrimination, focusing on

intersectional aspects to understand the experi-
ences of women, girls, and LGBTIQ+ individuals.
Quantitative and qualitative analysis, desk re-
views, interviews, focus groups, and field visits
were used. The assessment was primarily con-
ducted remotely, with in-person data collection
in Costa Rica.

Lastly, the evaluation upheld the highest ethical
standards, following UNEG Ethical Guidelines, the
UN Women Evaluation Consultants Agreement,
and relevant Sphere and HAP standards.

FINDINGS
Relevance

Innovative and gender-sensitive methodologies
effectively addressed the protection and empow-
erment needs of women, girls, and LGBTIQ+ indi-
viduals in mobility contexts. The Call for Action on
Women in Human Mobility replaced need assess-
ments, engaging target populations in customiz-
ing protection kits. Despite successes, challenges
such as delays in procurement, kit distribution,
and difficulties in reaching LGBTIQ+ individuals
due to stigma and discrimination persisted.

A gender-transformative and rights-based ap-
proach ensured women's voices were integrated
into decision-making processes. Implementing
partners demonstrated strong capacities in deliv-
ering gender-responsive  humanitarian re-
sponses. Adaptation to shifting migration dynam-
ics through resource reallocation and strength-
ened coordination at national and local levels en-
hanced relevance and effectiveness.

Coherence

The project strongly aligned with UN Women, do-
nor, and regional priorities, embedding gender-
responsive humanitarian action into Central
America’s migration crisis response. It advanced
GBV prevention, empowered women leaders,
and fostered social cohesion, while adhering to
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key frameworks like CEDAW, the SDGs, and
MIRPS. Partnerships and technical integration
amplified impact, though institutional capacity
gaps and limited project visibility, especially in Ja-
pan, constrained broader recognition. Overall, it
effectively bridged global commitments with lo-
cal action, catalyzing inclusive humanitarian re-
sponses for women, girls, and LGBTIQ+ people in
mobility.

Effectiveness

The implementation of this project established
multiple causal pathways that meaningfully
linked interventions to improvements in protec-
tion service delivery, leadership and women’s
empowerment, and social cohesion. In many in-
stances, these pathways aligned closely with the
Theory of Change, particularly in fostering hu-
manitarian actor capacities and nurturing com-
munity cohesion. However, the evaluation re-
veals that while the project successfully triggered
early-stage transformations, several pathways
encountered fragility points, procurement de-
lays, institutional inertia, financial rigidity, and
persistent exclusion of marginalized groups. The
result is a landscape of uneven progress: strong
in localized empowerment and awareness-rais-
ing, yet vulnerable in institutionalization and sus-
tainability. Outputs often exceeded numeric tar-
gets, yet critical qualitative factors, timing, insti-
tutional buy-in, and inclusivity, limited the depth
and resilience of outcomes. Moving forward, re-
inforcing these causal pathways will require em-
bedding adaptive mechanisms, institutional part-
nerships, and continuous learning frameworks
that respond to both anticipated and emergent
challenges.

Efficiency
The evaluation showed effective allocation of hu-
man resources and budget across several imple-

menting partners, overcoming logistical and se-
curity challenges. HIAS received the largest

budget share, while Honduras faced the most sig-
nificant operational difficulties. Despite adequate
human resources, delays in contracting and fund
transfers impacted efficiency. The project mobi-
lized diverse actors and established partnerships
to enhance training and capacity-building initia-
tives.

The project optimized resources through local
partnerships but faced delays due to bureau-
cratic hurdles and infrastructure challenges. Mo-
bile units improved responsiveness. The decen-
tralized and context-specific design allowed tai-
lored interventions, but coordination gaps and
accessibility barriers affected efficiency. Project
implementation varied across countries, with
Panama serving primarily as a transit country and
Honduras relying on grassroots organizations.

Sustainability

The project strengthened institutional capacity
and women's empowerment in migration con-
texts through policy integration, training, and
leadership initiatives. Despite significant contri-
butions, long-term sustainability remains uncer-
tain due to high staff turnover, deep-rooted gen-
der inequalities, and the absence of a clearly de-
fined sustainability plan. Continuous advocacy,
education, and support are essential to maintain
progress.

Changes in government commitments and migra-
tion policies present challenges to sustaining pro-
ject initiatives. Adaptation to evolving needs, par-
ticularly for returning migrants, is crucial. Political
transitions and leadership changes further com-
plicate sustainability efforts, emphasizing the
need for quality protection services and gender-
responsive approaches.

Human Rights & Gender
The project integrated the LNOB approach, fos-
tering community cohesion and awareness

through  workshops and  empowerment



initiatives. Despite successes, challenges such as
language barriers, cultural norms, limited reach
to LGBTIQ+ populations, and the transient nature
of migrant women persisted. Efforts to promote
diversity included empowerment initiatives and
bridging communication gaps using mobile trans-
lation applications and visual materials.

LESSONS LEARNED & GOOD PRACTICES

LL1 - Agile processes and realistic planning are
critical for short-term humanitarian projects, par-
ticularly for development-oriented organizations

LL2 - Responding to human mobility dynamics re-
quires flexibility to adapt to rapidly changing con-
texts and needs.

LL3 - Effective and agile project coordination
among partners is key to maximizing impact and
ensuring complementarity.

LL 4 - Proactive oversight and risk-informed plan-
ning are essential to mitigate delays and safe-
guard humanitarian delivery.

GP1 - Good contextual understanding enhances
the relevance and effectiveness of humanitarian
interventions.

GP2 - Involvement of project beneficiaries in de-
cision-making processes brings success to the
project, fosters ownership, improves relevance,
and strengthens project outcomes.

GP3 — A holistic, multi-level approach—combin-
ing direct services like protection kits with capac-
ity building of local actors—added significant
value beyond typical humanitarian models.

GP4 - Strategic investment in local actors’ capac-
ity-building ensures continuity and localization of
gender-responsive services.

GP 5 - Building inclusive and effective humanitar-
ian responses through proven practices.
CONCLUSIONS

The project effectively bridged global commit-
ments and local action, advancing gender

equality and inclusive humanitarian response for
women, girls, and LGBTIQ+ people in mobility
across Central America. The project’s causal ar-
chitecture held promise but demanded further
consolidation to ensure that short-term suc-
cesses evolve into long-lasting, systemic impacts.
Embedding agility, institutional alignment, and
inclusive protection measures will be essential
for sustaining progress and fully realizing the vi-
sion of the original Theory of Change.

Additionally, LEAP-Trayectos represented a pio-
neering, gender-transformative approach to hu-
manitarian programming in Central America. It
introduced valuable innovations, fostered local
leadership, and adapted services to dynamic mi-
gratory contexts. However, its strategic potential
was undermined by operational constraints,
short implementation timelines, and a lack of sys-
tems to institutionalize change. Future iterations
should focus on systemic integration, inclusive
design for marginalized groups, and sustainability
mechanisms embedded from the start.

RECOMMENDATIONS

R1 - Institutionalize and strengthen gender-trans-
formative practices into humanitarian responses
initiatives.

R2 - Strengthen the sustainability of knowledge
on gender related issues by promoting inclusive
capacity-building strategies.

R3 - Optimize procurement and logistical pro-
cesses of UNWOMEN for humanitarian action in-
itiatives.

R4 - Promote adaptive management for continu-
ous learning on humanitarian actions responses

R5- Strengthen institutional partnerships at re-
gional and national level

R6 - Enhance multi-sectoral partnerships, ex-
panding engagement with actors in health, legal
and economic sectors to provide a more holistic
support system



1. INTRODUCTION AND CONTEXT

UN Women recognises that women, girls and
LGBTIQ#+ in human mobility- such as refugees, inter-
nally displaced persons (IDPs), and migrants- face
unigque protection challenges and barriers to access-
ing essential services and rights throughout all
stages of the journey. These include gender-based
violence (GBV), discrimination and heightened vul-
nerability to trafficking, kidnapping and murder.
Traditional humanitarian protection planning and
service delivery often fail to adequately consider the
differentiated needs of women, girls and LGBTIQ+ in
these circumstances.

In this context, in partnership with the Government
of Japan, the “Women’s Leadership, Empower-
ment, Access and Protection in Human Mobility Cri-
sis in Central America” project was designed to re-
spond to the unprecedented displacement and hu-
man mobility crisis in Central America, particularly
affecting women, girls and LGBTIQ+, while enhanc-
ing their ability to lead, to equally participate in and
benefit from gender-responsive protection services
and social cohesion initiatives in the border areas of
Costa Rica, Honduras and Panama. Running from
March 2024 to March 2025, the project supports
UN Women’s commitment to gender equality,
safety, and leadership by addressing critical needs
within humanitarian, peacebuilding, and develop-
ment frameworks. It aligns with Sustainable Devel-
opment Goals (SDG) 5 on Gender Equality and 16 on
Peaceful and Inclusive Societies, with the UN
Women Strategic Note Latin America and the Carib-
bean (2023-2025) and, it contributes to the United
Nations Sustainable Development Cooperation
Framework (UNSDCF) in each country where it was
under the UN

implemented. The project is

1 Migration Data Portal. Mixed migration. 2022. Available
at: https://www.migrationdataportal.org/themes/mixed-migration

2 Migration Data Portal. Regional Data Overview. Migration data in
Central America. 2023. Available at: https://www.migrationdatapor-
tal.org/regional-data-overview/migration-data-central-america

Women’s globally implement LEAP-Gender Acceler-
ator Model.

The project is finalized, with and an evaluation being
carried out during the last months of implementa-
tion by the UN Women's Regional Office for the
Americas and the Caribbean (ACRO) independent
evaluation service. The evaluation sought to opera-
tionalize the following guiding principles aligned
with the UN Women Evaluation Policy: responsive-
ness to UN Women’s strategic priorities in the
Americas and Caribbean region; timeliness, rele-
vance, and utility to the most critical programmatic
and operational needs of the organization; as well
as innovation and flexibility to implement efficient
and effective approaches in evaluating UN Women
work.

The purpose of this report is to present the assess-
ment conducted based on evaluation criteria, in-
cluding relevance, coherence, efficiency, effective-
ness, sustainability, and the integration of a human
rights-based approach, while ensuring a gender-re-
sponsive perspective. To this end, the report pre-
sents key findings, conclusions, and recommenda-
tions, offering actionable and evidence-based guid-
ance to enhance future similar interventions.

1.1. Human mobility crisis in Central
America

The Central America sub-region is one of the most
dynamic, complex, and rapidly evolving areas® con-
cerning mixed movements? with multi-causal dis-
placement drivers. Outmigration from countries in
the subregion, intraregional, transit, and return mi-
gration flows 3 characterize the human mobility

3 10M, World Migration Report, 2022. Available at: https://publica-
tions.iom.int/books/world-migration-report-2022
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dynamics. Over the past 15 years, the number of in-
ternational migrants in Latin America and the Carib-
bean more than doubled, from 7 million to 15 mil-
lion people in 2022; of them, 48.7% are women?,
most in transit to the north of the continent, making
Central America a critical point for human mobility.
Statistics vary at the country level as countries have
different capacities to monitor human mobility
flows with a gender approach, compounded by the
challenge that mixed movements often use unmon-
itored routes.

During the implementation of the project, numer-
ous contextual factors impacted and intensified hu-
man mobility flows through Central America, includ-
ing the complex humanitarian emergency in Vene-
zuela, which led to the emigration of 7,710,887 peo-
ple, 85% in the Americas and the Caribbean. Haitian
mobility also represented one of the most signifi-
cant flows by nationality due to a deteriorating hu-
manitarian situation marked by spiralling violence,
protection and human rights issues, food emergen-
cies, and the cholera epidemic. Socio-economic vul-
nerabilities further exacerbated by the COVID-19
pandemic, climate change-related extreme weather
events, including hurricanes Eta and lota, and vio-
lence stemming from organized crime also had pro-
found impacts on the Central American population,
increasing international displacement flows. Addi-
tionally, drivers of migration in other countries and
regions, including Afghanistan, Cameroon, Angola,
and China, led to an increase in the arrival and
transit of migrants through Central America.

Furthermore, In July 2024, electoral upheaval in
Venezuela raised concerns about a significant in-
crease in migration; but this did not materialise dur-
ing the third quarter of the year, as the number of
new arrivals of Venezuelans to Colombia increased
by about 7% between July and August 2024.

4World Bank, Migrant Women and girls in Central America risk their
lives for a better future, 2022. Available
at: https://blogs.worldbank.org/latinamerica/migrant-women-girls-
search-better-future-central-america

However, a new increase was recorded in the num-
ber of Venezuelans crossing from Colombia to Pan-
ama via the Darien Province in September>. Along
the same line, tensions arose between the Domini-
can Republic and Haiti, after the re-election of Do-
minican president, Luis Abinader, and the imple-
mentation of massive deportation of Haitians to
their country, which resulted in the increase of Hai-
tian migrants.

More recently, the inauguration of the 2025 U.S.
Administration intensified uncertainty within Cen-
tral America’s migration landscape. Policies an-
nouncing mass deportations, along with shifts in mi-
gration and foreign policy, are directly disrupting
asylum and transit processes across the region.
These deportations heighten the vulnerabilities of
displaced populations, as forcibly returned individu-
als frequently endure harsh detention conditions,
insufficient legal representation, and family separa-
tions—serious breaches of their human rights and
dignity. Women and LGBTIQ#+ individuals are partic-
ularly at risk, facing heightened exposure to GBV
and discrimination in return contexts where protec-
tions are often inadequate or absent.

1.2. Gender and human rights risks for
persons in human mobility in Panama,
Costa Rica and Honduras

The journey through Central America to the north
follows a distinct route that begins in Panama,
where migrants typically enter through the danger-
ous Darien Gap, a rugged jungle region connecting
South and Central America characterized by limited
infrastructure and high risks of exploitation and vio-
lence. Resulting from the increase in the flows in
2023 and 2024, authorities relocated reception
points in indigenous communities to assist those in

5> According to the National Migration Service of Panama, 19 800 Ven-
ezuelans enter the Country via the Darien. https://www.migra-
cion.gob.pa/wp-content/uploads/IRREGULARES-POR-DARIEN-2024-
1.pdf


https://blogs.worldbank.org/latinamerica/migrant-women-girls-search-better-future-central-america
https://blogs.worldbank.org/latinamerica/migrant-women-girls-search-better-future-central-america
https://www.migracion.gob.pa/wp-content/uploads/IRREGULARES-POR-DARIEN-2024-1.pdf
https://www.migracion.gob.pa/wp-content/uploads/IRREGULARES-POR-DARIEN-2024-1.pdf
https://www.migracion.gob.pa/wp-content/uploads/IRREGULARES-POR-DARIEN-2024-1.pdf

transit in nearby spaces®. In 2024 alone, Panama re-
ported over 302,203 entries from Colombia, with
approximately 35% of these being women’, 9% of
the women being pregnant or breastfeeding, and
children making up 5% of the transit population?,
many of whom were unaccompanied or separated
from their families, highlighting the growing vulner-
ability of young migrants®.

From these, at least 300,000 migrants travelled
northward to Costa Rica', before crossing into Nic-
aragua and continuing their journey through Hon-
duras. For Costa Rica this created a significant pres-
sure for service delivery as the number of arrivals in
2023 and 2024 surpassed the total registered in
2022 by 80% according to International Organiza-
tion for Migration (IOM) data'!. The country be-
came a frequent passage route for Haitians, Cubans,
Venezuelans, and persons from other countries®?,
and experienced a significant increase in the num-
ber of people applying for refugee status, mainly
from Nicaragua and Venezuela®s.

As a result, in September 29, 2023, the Government
of Costa Rica declared a National Emergency in re-
sponse to the migratory situation*, highlighting the
need for an inter-institutional and comprehensive
approach to provide a humane and orderly re-
sponse to this complex situation, and develop joint

6 UNHCR. Mixed Movements Darién and Chiriqui. September 2023.
Available at: https://data.unhcr.org/en/documents/details/104240

7 UNHCR, Mixed Movements Official Data, May  2023. Availa-
ble at: https://data.unhcr.org/en/documents/download/100745

8 UNHCR. Mixed Movements Darién and Chiquiri. September 2023.
Available at: https://data.unhcr.org/en/documents/details/104240

S UNICEF. Records highest ever number of migrant children crossing
the Darien jungle towards the US. 2021. Available at: https://www.uni-
cef.org/press-releases/2021-records-highest-ever-number-migrant-
children-crossing-darien-jungle-towards-us

10 |IBC Human Mobility (April - June 2024).
https://www.rcplac.org/sites/default/files/2025-
01/IBC%20HM%20July-Sept%202024.pdf

11 0IM. DTM Monitoreo del flujo migratorio de personas en situacion
de movilidad por las Américas en sitios especificos de alta movilidad y
concentracion de personas migrantes en Costa Rica, OIM, San José,
Costa Rica. 2023 Available at: https://dtm.iom.int/Costa Rica

12 |FRC. Costa Rica Population Movement-DREF Operation N2
MDRCR020. 2022. Available at: https://reliefweb.int/report/Costa
Rica/Costa Rica-population-movement-dref-operation-ndeg-
mdrcr020-final-report

Available in:

approaches with the government of Panama to op-
timize the verification and transfer of migrants who
make up the mobility flow through the Americas.
Shelters, bus stations, and public space in border
cities were frequently over their capacity®®, expos-
ing persons in human mobility to unsanitary condi-
tions, and an increased exposure to GBV, violence
and trafficking networks.

Honduras also witnessed a sharp rise in irregular mi-
gration between 2023 and 2024, with 341,000 en-
tries recorded—highlighting a stark increase in mi-
gratory pressure compared to the previous year'®.
As in Panama and Costa Rica, a large part of the of
the country’s human mobility flows were women
and girls'’ (40%), and a large percentage of Women
traveling alone with children, thus increasing vul-
nerability to gender-based violence and a having a
decreased social capital during the transit®. Fur-
thermore, the northern corridor, particularly the
northern borders of Honduras and Guatemala rep-
resented critical points in the migration route,
where migrants faced additional vulnerabilities and
protection challenges.

In particular, the increase in flows exceeded the ca-
pacity of shelters at the main transit points, and the
possibility to offer protection to survivors was sub-
stantially decreased.

3 |bid

14 Swiss info. Costa Rica registra el paso de mas de 300,000 migrantes y
declara emergencia nacional. 2023. Available at: https://www.swis-
sinfo.ch/spa/crisis-migratoria-Costa Rica_Costa Rica-registra-el-paso-
de-m%C3%A1ls-de-300.000-migrantes-y-declara-emergencia-nacio-
nal/48850814

Presidencia de la Republica. Gobierno de Costa Rica. Comunicados.
2023. Available at:  https://www.presidencia.go.cr/comunica-
dos/2023/09/presidente-firma-decreto-de-emergencia-nacional-

para-atencion-oportuna-y-agil-de-crisis-migratoria/

15 BBC News. Estamos sobre pasados: la grave crisis migratoria que llevd
al presidente de Costa Rica a pedir la declaracion de la emergencia na-
cional. 2023. Available at: https://www.bbc.com/mundo/arti-
cles/c5179k0xdIzo#:~:text=Seg%C3%BANn%20datos%200fi-

ciales%20de%20las,la%20atravesaron%20en%20tod0%202022.

16 |bid.
17 Consorcio Life Honduras. SITREP No. 11. 2023. Available at:
https://www.unicef.org/honduras/media/3236/file/SITREP%2011.pdf

18 Ibid
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For example, Médecins Sans Frontiéres (MSF) re-
ported that one case of sexual violence against per-
sons in human mobility occurred every three hours
in the Darien Gap, including rape against children
and men; and with 95% of sexual violence survivors
being women'®. MSF called on the government to
ensure that survivors of sexual violence can access
medical care within 72 hours to avoid unwanted
pregnancies, HIV, and other sexually transmitted
diseases?®. In 2022, the CEDAW Committee also
raised concerns about GBV, including the disappear-
ances and rape suffered by migrant women crossing
the Darien Gap, and urged the regional govern-
ments to take measures to address the high risk of
GBV against women?.,

The above was also compounded by the existence
of Extreme poverty rates affecting primarily
women, alongside recurrent climate shocks, chronic
violence, and alarming rates of GBV, driving signifi-
cant internal and international human displace-
ment 2% from within Central America. In specific,
Honduras is listed as a high-risk country in the In-
form Risk Index, according to Insight-Crime, it is
among the most violent countries due to trafficking,
gangs, corruption, and transnational criminal organ-
izations. Resulting violence takes on many forms, in-
cluding homicides, femicides, forced disappear-
ances, restrictions on mobility and freedom, forced
recruitment of children by gangs, GBV, extortion,

19 UNHCR, Mixed Movements Official Data, May  2023. Availa-
ble at: https://data.unhcr.org/en/documents/download/100745
20UNICEF. Records highest ever number of migrant children crossing
the Darien jungle towards the US. 2021. Available at: https://www.uni-
cef.org/press-releases/2021-records-highest-ever-number-migrant-
children-crossing-darien-jungle-towards-us

2 CEDAW 2022 Report. Available at: https://pan-

forced eviction, dispossession, and forced displace-
ment?.

These need gaps were evident from years prior. For
example, according to a 2022 UNHCR and HIAS? re-
gional study on GBV and women in human mobility
across Latin America, 62% of women surveyed felt
unsafe and at risk of GBV during transit. The study
also revealed that 30% of women continued to be
at risk of suffering GBV in their destination country,
and 35% reporting feeling unsafe in the host com-
munity, reaffirming GBV is a reality for women?. A
UNHCR?® survey taken in 2015 further revealed that
40% of Central American women asylum seekers
who had experienced sexual assault, rape, attacks,
or threats never reported them to the police, and
10% said the police were the perpetrators. Such
symbolic violence created the conditions for the
normalization and promotion of violence against
women in human mobility?’.

This is why Panama, Costa Rica® and Honduras
called on the international community for support.
In October 2023, all three countries signed the Pa-
lenque Declaration, to obtain the support of inter-
national organizations to provide attention to peo-
ple in human mobility with special protection needs,
with a priority focus on women and children?, re-
flecting the immediate support and regional articu-
lation required to address the uptick in migration
flows and complexities they pose at national level.

violence. Available at: https:
vilidad.org/2022/12/08/our-right-to-safety-executive-summary/

% |bid

26 UNHCR. Women on the run. First-hand accounts of refugees fleeing
El Salvador, Guatemala, Honduras, and Mexico. 2015. Available at:
https://www.unhcr.org/publications/operations/5630f24c6/women-
run.html

segurasenmo-

ama.un.org/es/173502-el-comit%C3%A9-de-derechos-de-las-muje-
res-de-la-onu-publica-hallazgos-sobre-rep%C3%BAblica-dominicana
22 OCHA. Honduras Humanitarian Needs Overview 2023. Available
at: https://reliefweb.int/report/honduras/honduras-humanitarian-
needs-overview-2023-september-2022

23 OCHA. Honduras Humanitarian Needs Overview 2023. Available at:
https://reliefweb.int/report/honduras/honduras-humanitarian-
needs-overview-2023-september-2022

24 UNHCR; HIAS (2022) Our right to safety: Placing forcibly displaced
women at the center of searching solutions to address gender-based

27 Hourani, Jeanine, et.al. Structural and Symbolic Violence Exacerbates
the Risks and Consequences of Sexual and Gender-Based Violence for
Forced Migrant ~ Women. Frontiers.  (2021).  Available  at:
at: https://www.frontiersin.org/arti-
cles/10.3389/fhumd.2021.769611/full

28 UN. Costa Rica recibe el apoyo de la comunidad internacional ante el
desafio migratorio. 2022. Available at:
https://news.un.org/es/story/2022/09/1515031

29 | os Angeles Press. Resultados de la Cumbre Migratoria de Palenque.
2023. Available at: https://www.losangelespress.org/noticias/resulta-
dos-de-la-cumbre-migratoria-de-palenque-20231023-6812.html
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The migration route through Central America pre-
sents unique challenges that necessitate comple-
mentary gendered approaches to relief and protec-
tion. This includes leveraging humanitarian diplo-
macy to prioritize the needs of women, girls, and
LGBTQ+ individuals in human mobility. Additionally,
there is a need to enhance humanitarian access and
protection measures, and to ensure that GBV pre-
vention information is available in relevant lan-
guages.
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2. RESPONSE TO THE HUMAN MOBILITY DYNAMICS IN THE REGION

2.1. The project (evaluation object)

This project sought to address the gaps in women’s
leadership, their equal access and protection in the
situation of unprecedented displacement and hu-
man mobility crisis in Central America. It aimed to
enhance the gender responsiveness of the protec-
tion and social cohesion efforts in response to the
intensification and increase of protection risks to
GBV and human trafficking, thus, preventing and
responding to the differentiated and incremented
risks for women and girls in human mobility.

The project responded to the human mobility crisis
in Central America particularly affecting women
and girls, who faced challenges at all stages of the
journey, including GBV, discrimination, and vulner-
ability to trafficking, kidnapping, and murder. Ac-
cording to the recent evidence, at least one in every
four migrant women, refugees, and asylum seekers
experienced harassment or abuse on their jour-
ney®, 25% of family groups travel with a woman or
girl, with transit being the riskiest stage. Women
also felt reluctant to file complaints because of
fears of being deported to their countries of origin
in uncertain conditions, risk of abuse or harassment
by authorities, fear of being re-victimized by the
perpetrator, lack of information about available
services, and long distances making it difficult to ac-
cess such services during their journey3!.

This is why Panama, Costa Rica®? and Honduras
called on the international community for support.
In October 2023, all three countries signed the Pa-
lenque Declaration, to obtain the support of inter-
national organizations to provide attention to

30 Darien Panama: Mixed Movements Protection Monitoring February
2023, UNHCR. Available from: https://data.unhcr.org/es/docu-
ments/details/98861

31 “Migrant women and girls in Central America risk their lives in search
of a better future”, 2023, World Bank. Available from:
https://blogs.worldbank.org/latinamerica/migrant-women-girls-
search-better-future-central-america

32 UN. Costa Rica recibe el apoyo de la comunidad internacional ante
el desafio migratorio. 2022. Available at:
https://news.un.org/es/story/2022/09/1515031

people in human mobility with special protection
needs, with a priority focus on women and chil-
dren®, reflecting the immediate support and re-
gional articulation required to address the uptick in
migration flows and complexities they pose at na-
tional level. In addition, women, adolescents and
girls in international mixed displacement were
found to have limited conditions and resources to
access minimum hygiene items, as well as essential
elements that contribute to their psychological and
physical well-being, including critical information
on rights and services from first response institu-
tions and humanitarian actors.

According to the project concept note, this situa-
tion required the creation of complementary gen-
dered approaches to relief and protection concerns
on the migration route through Central America, in-
cluding leveraging humanitarian diplomacy to put
the needs of women, girls, and LGBTIQ+ persons in
human mobility at the centre of response, further
improving humanitarian access and protection, and
making available GBV prevention information in rel-
evant languages. Protection kits needed to consider
cultural specificities and the particularities of the
geographical context, in which they were provided,
based on previous needs assessment centred on
women, adolescents, LGBTIQ+ and girls’ voices, and
including age and disability concerns®*.

With current changes in the context and migration
flows, new country-specific challenges arose. Hon-

duras, with nearly 5% of its population on

33 | os Angeles Press. Resultados de la Cumbre Migratoria de Palen-
que. 2023. Available at: https://www.losangelespress.org/no-
ticias/resultados-de-la-cumbre-migratoria-de-palenque-20231023-
6812.html

34 Global Protection Cluster. Dignity Kits. Guidance Note. Available
at: https://www.humanitarianresponse.info/sites/www.humanitari-
anresponse.info/files/documents/files/dignity kits guid-

ance note en.pdf
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deportation lists®®, faces multiples challenges to ad-
dress poverty, violence, and climate-induced dis-
placement. Guatemala estimates that nearly 2.7
million nationals are in the United States, but only
400,000 have the necessary documents to work®®
and may face deportation. In Mexico, after the U.S.
CBP One app was disabled, an estimated 270,000
people are stranded on the Mexican side of the bor-
der, with no clear indications of when or how they
will be able to apply for asylum. At the same time,
ongoing U.S. migration dynamics could pose signif-
icant pressure for Panama and Costa Rica, particu-
larly regarding the management of their shared
transport corridor for mixed movement flows. In-
creased migration pressure could force the closure
of this vital route, leaving many people stranded in
precarious conditions in both countries.

2.3. Project response and objectives

Responding to the above-mentioned context, the
“Women’s Leadership, Empowerment, Access and
Protection in Human Mobility Crisis in Central
America” project sought to address the gaps in
women’s leadership, their equal access and protec-
tion in the situation of unprecedented displace-
ment and human mobility crisis in Central America.
It aimed to enhance the gender responsiveness of
the protection and social cohesion efforts in re-
sponse to the intensification and increase of pro-
tection risks to GBV and human trafficking, thus,
preventing and responding to the differentiated
and incremented risks for women and girls in hu-
man mobility.

At the Outcome level, the proposed project aims to
ensure that women affected by the human mobility
crisis lead, equally participate in and benefit from
gender-responsive protection services and social
cohesion initiatives in Panama, Costa Rica and Hon-
duras. Two indicators measure the achievement’s
degree of the outcome:

3 |sacson, Adam (2025). Weekly U.S. —Mexico Border Update: Trump’s
First Days. WOLA

e Indicator 1: # of women in human mobility and
women in host communities who have in-
creased perceived safety in Panama, Costa Rica
and Honduras (Baseline: 0, Target: 70%)

e Indicator 2: # of women affected by human mo-
bility crisis demonstrating leadership in social
cohesion initiatives in Panama, Costa Rica and
Honduras (Baseline: 0, Target: 50%)

To achieve this result, the project includes two out-
puts:

e Qutput 1: Humanitarian actors have enhanced
capacities to plan and deliver protection ser-
vices, including GBV care, that are responsive to
the needs of women in human mobility in Pan-
ama, Costa Rica and Honduras.

e Qutput 2: Women in human mobility and in host
communities have increased capacity to access
and influence protection service delivery and
social cohesion initiatives in Panama, Costa Rica
and Honduras.

The above is represented in this Theory of Change

(ToC):

IF Humanitarian actors have enhanced capacities to

plan and deliver protection services, including GBV

care, responsive to the needs of women in human
mobility.

IF Women in human mobility and in host communi-

ties have increased capacity to access and influence

protection service delivery and social cohesion ini-
tiatives.

Then Women in human mobility will lead, equally

participate in and benefit from gender-responsive

protection services and social cohesion initiatives.

Because Humanitarian protection planning and ser-

vices, as well as social cohesion initiatives become

responsive to the differentiated needs of women in
human mobility in Panama, Costa Rica and Hondu-
ras.

A reconstructed ToC elaborated by the Evaluation
Team is provided below.

36 Swiss info (2024). EE. UU. deportd un récord de mas de 61,000 gua-
temaltecos en 2024.
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Figure 1- Theory of change of the project

INPUTS ACTIVITIES OUTPUTS OUTCOMES IMPACT
Resources: 1. Leadership and women 1. Greater awareness . Leadership and women ment: Hu itarian
i empowerment of women rights Women actively shaping decisions and rotection
Funding - Advocacy and decision-making o ivonmar rticioate ind i proges
Technical particpation and stionga participate in decision-making spaces. planning,
expertise - Empowerment with host participation in peacebuilding and
Partnerships communities ) leadership . Harmonious communities: reduced development
- Promate women's leadership in tensions and stronger social cohesion in initiatives such as
pea:(eifurldwrg o confict 2. Increased trust and host communities. R .
resolution process oS S social cohesion,
» 2. Social cohesion initiatives - social dialogue in » :
host communities ccome;

- Social dialogue linking
humanitarian support with long-
term development and peace
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- Recrestional activities

3. Protection services.

. Access to

protection services.

. Women safety and protection:

improved well-being and protection
systems for women, girls and LGTBIQ+.

. Institutional strengthening: gender-
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differentiated
needs of women,
girls and LGTBIQ+
in human mobility

- Train humanitarian actors +
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- Develop tools
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humanitarian, development,
and peacekeeping actors

= Ry 4. Humanitarian actors
- Protection services e
4. Capacity Building: SncpaYC

institution with
enhanced skills

embedded within institutions and
humanitarian, development and
peacekeeping actors.

in Panama, Costa
Rica, and
Honduras.

Assumptions and External Factors
Assumptions: (1) Humanitarian actors adopt gender-responsive approaches and conflict-sensitive approaches, (2) Women are willing to engage in
workshops, awareness spaces and peace dialogues, and (3) Governments support gender-responsive and peacebuilding initiatives, (4) Development

actors coordinate with humanitarian actors around gender-responsive strategies

- External Factors: (1) Political stability, (2) Availability of funding, and (3) Cultural attitudes toward gender equality

2.4. Project expenditure and partner-
ship framework

An overview of the project budget allocation is
presented below.
Table 1- Project budget

Budget allocation

QOutput Budget USD

Output 1 220,936.13
Output 2 1,158,770.14

Subtotal 1,739,706.27 USD
Personnel costs 243,152.06
Logistical support 66,707.40
Communications and Visibility 134,717.14
Audit 14.010.58
M&E 53,927.82
Indirect costs 69,258.12
General Management Cost (8%) 163,640.10

TOTAL 2,125,109.49 USD

Source: elaborated by the evaluation team based on
information available in the project proposal.

Source: elaborated by the evaluation team

*/In addition to these partnership agreements, the country offices
also established alliances with other actors and worked in coordina-
tion with other institutions, agencies, and CSOs present in the terri-
tories. Further details of these alliances can be found in section 6.

Source: elaborated by the evaluation team

This budget was implemented through different
partnerships®’ based on the country of implemen-
tation (see Table 2). In Panama and Costa Rica, the
international NGO Hebrew Immigrant Aid Society
(HIAS) served as the implementing partner (IP),
while in Honduras, two national NGOs were se-
lected as IPs, Fundacion Alivio al Sufrimiento (FAS)
and Agua Pura para el Mundo (APPM). In Hondu-
ras and Costa Rica, the IPs were responsible for
carrying out activities related to Output 2. In Pan-
ama, HIAS was responsible for activities under
Output 1 and 2%8. Lastly, FLACSO was contracted
for capacity-building efforts (output 1)

Table 2- Partnerships framework

Partnership per country

Output Panama CostaRica  Honduras
Output 1 HIAS, UNW UNW UNW
FLACSO
Output 2 HIAS, UNW HIAS FAS - APPM

S UNW was responsible for the activities related to output 1 in the
three countries, and for those related to output 2 only in Panama
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3. EVALUATION OBJECTIVES AND GENERAL APPROACH

3.1. Objectives, purpose, and scope

The main purpose of this evaluation is to assess
the relevance, coherence, effectiveness, organi-
zational efficiency, sustainability and human
rights and gender approaches of this project. The
evaluation findings will be used for strategic deci-
sion-making, organizational learning and ac-
countability as well as for the generation of
knowledge. Furthermore, the evaluation also
aims to draw lessons and practices regarding the
implementation of this innovative humanitarian
intervention by UN Women, and recommenda-
tions to be applied for future potential program-
ming. The evaluation was conducted with a spe-
cial focus on lessons learned.

The objectives of this evaluation are to:

e Analyse how relevant were the project inter-
ventions for women and girls in human mobil-
ity and in host communities, with a particular
focus on vulnerable population (indigenous,
afro-descendent, LGBTIQ+, amongst others).

e Analyse the different modalities of work
across the three countries and what have
been its strengths, limitations and weak-
nesses.

e Assess to what extent gender mainstreaming
has truly been integrated within this humani-
tarian response, the achievements and gaps
and how this integration has occurred.

e Examine to what extent the project has been
able to achieve its objective of empowering
and promote the leadership of the target pop-
ulation given the short implementation win-
dow, determining what empowerment really
means and how the project helped women in
human mobility and in host communities to
improve leadership in these communities.

e Assess the changes experimented during pro-
ject implementation, repercussion of these

changes and UN Women’s capacity to re-
spond to the changing humanitarian context
for current and future similar programming.

e Measure to what extent the project was able
to build institutional capacities to respond and
serve target communities with a particular fo-
cus on women, girls from a gender diverse
population.

e |dentify and validate lessons learned, good
practices and work innovations implemented
by UN Women in relation to the mainstream-
ing of gender in humanitarian action.

e Provide actionable recommendations with re-
spect to UN Women’s work on the area for the
benefit of the wider organisational priorities
and resource mobilisation in the area.

The findings of the evaluation are expected to
contribute to effective programming, organiza-
tional learning and accountability, as well as in-
form future programming and contribute to re-
source mobilisation.

The period to be evaluated covers the entire du-
ration of the LEAP-Trayectos project, defined as
being from March 2024 to March 2025.

The evaluation has a broad geographic scope cov-
ering Costa Rica, Honduras and Panama.

The evaluation is expected to be both summative
and formative in nature. In summative terms,
there is the requirement to conduct field visits to
assess project performance. In formative terms,
it’s understood that a high level of importance is
placed on learning and to incorporate in the anal-
ysis, conclusions, recommendations and lessons
learned, gender equality, vulnerable groups en-
suring that “no one is left behind”.

Targeted users of the evaluation are the senior
management and programme staff for the UN
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Women ACRO, the counterparts at national and
regional levels, including national and local insti-
tutions, NGOs, humanitarian actors, women-led
organizations, civil society organizations and par-
ticularly the representatives and key stakehold-
ers from the Government of Japan as the evalua-
tion is a contractual requirement with the donor.

3.2. Evaluation criteria

To meet the exercise’s stated objectives, the fol-
lowing questions were evaluated based on the
key criteria of relevance/human rights and gen-
der, coherence, efficiency, effectiveness, and
sustainability using the standard definitions of
the Assistance Committee (OECD) with the inte-
gration of human rights and gender in a cross-
cutting manner®. In these areas of evaluation,
the exercise looked to identify lessons across its
triple mandate of coordination, programmatic,
and normative dimensions for potential applica-
tion to future programming in the region. The
evaluation questions and a detailed evaluation
matrix, including the set of indicators and tools
under which these questions were evaluated are
included in Annex 1 and 2. A set of sub-questions
were identified within the Tools in Annex 9.

3.3. Evaluability assessment

The Evaluability Assessment focused on the revi-
sion of the quality and availability of the docu-
mentation and identification of available data for
use as secondary sources. The programme team
provided access to several documents used by
the programme including proposals, donor and
visit reports, as well as write-ups from decision-
making spaces. The information was initially re-
viewed and catalogued as per Annex 13. Infor-
mation came mainly from interviews, focal

39 OECD, ‘Better Criteria for Better Evaluation: Revised Evaluation
Criteria Definitions and Principles for Use’, OECD/DAC Network on
Development Evaluation, Dec 2019.

groups and field visit with the programme bene-
ficiaries.

As this evaluation aims to assess the rele-
vance/coherence, organizational efficiency, ef-
fectiveness, sustainability and human rights and
gender approaches of this project, and the evalu-
ation findings will be used for strategic decision-
making, organizational learning and accountabil-
ity as well as for the generation of knowledge, the
evaluability assessment seeks to determine
whether this project is in a condition to be evalu-
ated, justified, feasible and likely to provide use-
ful information.

The preliminary revision of these documents
helped to identify a series of gaps which were
solved during the primary data collection. These
are (see table 5 for mitigation measures):

e The project ToC and results framework effec-
tively address protection needs for women,
girls, and LGBTIQ+ in human mobility and
host communities across Panama, Costa Rica,
and Honduras, focusing on GBV and social co-
hesion. While the ToC clearly identifies target
populations and aims to enhance stake-
holder capacities and service accessibility, it
could improve by detailing causal pathways
and assumptions for better evaluation. The
results framework is structured with measur-
able outcomes and indicators at the outcome
level. However, the lack of a quantifiable
baseline limited the progress assessment. In
this sense, the evaluation incorporated con-
tribution analysis to better attribute changes
to project interventions.

e The project’'s documentation is primarily
stored in UN Women’s Results Management
System (RMS). However, the availability of
project documents and interim reports, both

OECD. ‘Applying Evaluation Criteria Thoughtfully, OECD/DAC Net-
work on Development Evaluation, March 2021.
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narrative and technical, is somewhat limited.
To address documentation gaps, this evalua-
tion supplemented this data lacking, with in-
terviews, focus groups, and stakeholder in-
puts to ensure comprehensive data collec-
tion and accurate impact assessment.

e The project operates in a complex and evolv-
ing socio-political context, where migration
policies and flows, humanitarian needs, and
political changes vary across poses new chal-
lenges for the three countries. Additionally,
changes in various country contexts, prior or
in response to the new policies of the U.S. Ad-
ministration announcing mass deportations
and with shifts in migrations routes also
posed new challenges meant that the con-
text under which project was initially de-
signed and then evaluated, were particularly
different.

3.4. Stakeholder mapping

The project key stakeholders were also identified
during the preliminary evaluation meetings and
data collection, desk review process, across the
following categories.:

e Main Duty Bearers: those mainly responsible
for provision of services to targeted popula-
tion outside of the project implementation,
such as governing agencies.

e Secondary Duty Bearers: supporting govern-
ment and non-governmental organizations,
but not directly responsible for drafting or im-
plementing

e Supporting Partners: UN Women, IPs, and
other UN agencies, that might be responsible
for the provision of services during project de-
livery but are not governing agencies.

e Right holders: women and girls in mobility,
and the CSOs, WROs, leaders representing
them, and supporting partners.

The list compiled by the evaluators was then ver-
ified with each of the UN Women teams involved
during the evaluation, as well as with the imple-
menting partners. Additional stakeholders were
identified during the data collection process, and
the specific limitations that were likely to be
found when trying to directly contact people in
mobility that had been participants of the pro-
jects. Additional details about the process of con-
solidating a sample and the limitations encoun-
tered during the data collection process with
these stakeholders are mentioned in the next
chapter.

The evaluation sought to understand the differ-
ent experiences and contrasting views of these
stakeholders when working as supporters, partic-
ipants, and external observers of the project
strategies. Data analysis depended on the trian-
gulation of information across these stakehold-
ers. The detailed assessment of the stakeholders
is included in Annex 4.
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4. APPROACH AND METHODOLOGY

4.1. Methods of data collection and
analysis.

4.1.1 Overall
framework

design and conceptual

The assessment was conducted through a mixed
methods approach and adopted a bottom-up, par-
ticipatory approach aligned with the local stakehold-
ers needs. It was carried out in accordance with in-
ternal and external guidelines®® and placed empha-
sis on the integration of gender equality and human
rights principles in the evaluation process with a fo-
cus on Leaving No One Behind (LNOB) and intersec-
tional aspects.

Both the human-rights based approach (HRBA) and
the gender-responsive approach (GERA) were used
in this evaluation, together with the Most Significant
Change (MSC) approach. The HRBA informed the
way the LEAP-Trayectos project was designed, im-
plemented, monitored and evaluated, using human-
rights standards and principles to increase the en-
joyment of rights. This includes confronting patterns
of inequalities and discrimination and formulating
responses that address the structural causes of ex-
clusion, marginalisation, and the denial of human
rights®'. A gender approach was integrated through-
out the data analysis by applying intersectional,
rights-based frameworks to interpret findings across
all contexts. This included systematically examining
how factors such as sex, gender identity, age, eth-
nicity, migration status, and disability intersected to
shape the experiences and needs of women, girls,
and LGBTQ+ individuals on the move. The analysis
drew heavily on qualitative data, such as testimonies
from women in mobility, host community, participa-
tory sessions, and focus groups, combined with

40 These guidelines include the UNEG Ethical Guidelines for Evaluation,
the UNEG Guidance on Integrating Human Rights and Gender Equality
in Evaluations (2024) and the UN Women Evaluation Handbook: How
to manage gender-responsive evaluation (2022).

insights from Call for action on women in human
mobility, which served as key tools to surface real-
time, gender-differentiated risks and gaps in protec-
tion. The gender lens also informed how institu-
tional capacities, community engagement, and ac-
cess to services were assessed, ensuring that both
individual and systemic dimensions of inequality
were critically examined. Ensuring a HRBA and GERA
to evaluation requires two elements. Firstly, a
HR&GE responsive approach was applied to what
the evaluation examined. Secondly, a HR&GE re-
sponsive approach informed how the evaluation
was undertaken, thus, analytical frameworks con-
sidered power dynamics, access to resources, and
decision-making roles to ensure that the analysis
captured gender-specific patterns, inequalities, and
potential impacts of the intervention.*?

The Most Significant Change (MSC) approach was
primarily employed to capture qualitative insights
and assess the impact of the intervention from mul-
tiple perspectives in Costa Rica, where the in-person
data collection took place. This context enabled a
richer and more grounded understanding of the in-
tervention’s effectiveness and impact, allowing for
the gathering of more robust qualitative evidence to
support the findings. By collecting and analysing sto-
ries of change, this method facilitated the identifica-
tion of contributed valuable insights into key out-
comes and lessons learned, providing a deeper un-
derstanding of the transformative effects of the ini-
tiative. Additionally, the MSC technique comple-
mented quantitative data, ensuring a more holistic
evaluation of progress and challenges.

4.1.2 Data collection methods

41 UNEG (2024) Integrating Human Rights and Gender Equality in Eval-
uations

42 UN Women (2022), UN Women Evaluation Handbook: How to man-
age
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Methodologies for data collection and analysis in-
cluded both the analysis of quantitative®® and quali-
tative data and use of both in-depth desk review of
the project implementation process., primary data
collection to fill information documentary gaps and
triangulation. Specific qualitative data collection
methods were articulated in the inception report,
and included the evaluation criteria, questions, and
data analysis approaches. The assessment was pri-
marily carried out through remote data collection
and field data collection was done in Costa Rica. In
total, 57 stakeholders were consulted, including one
focus group discussion with seven rights holders’
representatives during the field mission in Costa
Rica (see table 4). Data collection methods included
those below, with details about the number of doc-
uments revised, interviews and focal groups con-
ducted included in the sampling and Annexes 3 and
8:

e Secondary analysis of project data, including
M&E reports, other relevant metadata, and re-
lated documentation from corporate systems
and obtained from UN Women project mem-
bers.

e Structured desk review of key reference docu-
ments and knowledge products related to the
project but not specifically linked with the pro-
ject implementation. This includes information
from particularly government and civil society
stakeholders to understand key advances and
limitations on policy areas. Other complemen-
tary documents were also added during the eval-
uation based on interviews.

e Semi-structured interviews and Key Informant In-
terviews (Klils) with a selection of the stakehold-
ers identified, in accordance with the sampling
table (see Table 3), were undertaken (by remote
and face-to-face) in the three countries.

43 Mainly programme indicators and budget allocation across UN par-
ticipating agencies.

e focus Groups Discussions (FGDs) with right hold-
ers, CSOs and WROs representatives were car-
ried out during the field visit in Costa Rica.

e Field visits and observation at selected project
sites, such as San José and Northern Border areas
in Costa Rica.

The use of each of these data collection methods
was articulated against each of the evaluation ques-
tions within the Evaluation Matrix (Annex 2), includ-
ing the revision of specific indicators of success ex-
pected to be found during the data collection pro-
cess. The data tools with the questions used for each
of the different sets of stakeholders is included in
Annex 6.

For the field visit, the agenda and stakeholders con-
tacted was developed together between the Evalu-
ation Team and the Evaluation Management Group
based on the possibility of articulating Klls and FGDs
within an existing agenda of a monitoring and train-
ing visit. The agenda for remote data collection was
mainly managed by the Evaluation Team with strong
support from the Evaluation Management Team.
The UN Women teams in country shared the contact
details for each of the stakeholders mapped and
sent introduction letter, whilst the Evaluation Team
agreed the times of the Klls and FGDs based on the
preferences of those participating in the exercises.
Strong flexibility was kept regarding the times of the
interviews conducted, as well as the tools used for
communication as not all users were able to connect
through Teams.

4.1.3 Data analysis

Overall, data analysis used content analysis for qual-
itative data collected. The content analysis was be
based on the extraction of major and recurrent
themes during the interviews/focus groups and
draw out key trends based upon the preponderance
of available evidence. Interview notes were kept

18



confidential and shared only among the evaluation
team members, as outlined in more detail in the
Data Management Plan (see Annex 11). This meth-
odology was particularly focused on identifying
qualitative results which are normally hard to meas-
ure and/or identify, particularly those related to
gendered experiences of mobility, access to rights,
and economic participation.

Triangulation was used to identify similarities and/or
discrepancies in data obtained in different ways (i.e.,
interviews, focus groups, observations, etc.) and
from different stakeholders (e.g., duty bearers,
rights holders, etc.). Data analysis and triangulation
of data were enhanced using ATLAS.ti software®,
which allows the qualitative analysis of many textual
documents, such as strategic notes narrative sec-
tions, annual and quarterly reports and logical ma-
trixes. Through the development of categories of
analysis, ATLAS.ti allowed the consultants to identify
gendered patterns of responses to the Evaluation
guestions. Indicators were developed for each of
the Evaluation Questions, as well as sub-questions
within each of the Data Collection Tools, which are
distinctly directed to the different stakeholders to
be consulted. This was the main mechanism to con-
solidate the data collection tools.

The “Gender at Work” framework was used as a key
analytical tool to assess gender dynamics within the
collected data. This approach enabled a comprehen-
sive understanding of both formal and informal gen-
der-related barriers, facilitating a deeper analysis of
structural inequalities and power relations. By ap-
plying this tool, the study aimed to generate evi-
dence-based insights to inform gender-responsive
strategies and interventions. Additionally, this tool
ensured that the evaluation did not measure gen-
der-disaggregated outcomes but also identifies sys-
temic barriers and opportunities for transformative
change. This evidence-based approach used to in-
form gender-responsive strategies, improve project

4 my.atlasti.com

design, and strengthen policies addressing women'’s
rights in human in mobility and migration contexts.
Data from different research sources was triangu-
lated to increase its validity. The methodology and
approach incorporated human rights, intersectional
and gender equality approaches to ensure that
women’s diverse migration experiences, especially
those marginalized groups, are fully captured and
analysed.

4.2. Sampling and stakeholders con-
sulted

Based on the Stakeholder Analysis mentioned in the
last chapter. The sample was purposive sampling
was used to determine the names and numbers of
the stakeholders to be consulted during the process.
This non-probability sampling technique was used
to deliberately select participants based on specific
characteristics, knowledge, or experiences relevant
to the research questions. Other considerations for
the use of this sampling methodology included the
limited time available for the evaluation and limita-
tions in doing extensive field visits, the qualitative
nature of the evaluation and the focus on in-depth
understanding detailed insights about the pro-
gramme.

As mentioned above, the stakeholders were identi-
fied both through the desk review and preliminary
meetings, and a detailed list was then verified and
complemented by the UN Women teams involved in
the project design and implementation, as well as
the partners involved. The list was then compiled us-
ing the detailed Stakeholder Analysis in Annex 4 and
the Evaluation Matrix (Annex 2) to trace each of the
selected groups against the evaluation questions.

For the implementation of the purposive sampling,
it was used the Stakeholder Analysis (see Annex 4)
following criteria to determine the sample of pri-
mary stakeholders and type of documents to consult
and analyse. Thus, the following key sample criteria

19


https://my.atlasti.com/

was selected based on discussions with the Evalua-
tion Management Group and the objective of the
evaluation:

e Geographical representativeness ensuring data
collection across the three countries and, when
possible, the different border crossings where

Based on those criteria, the following sample was
consulted (see Table 3). The proposed sample size
was consolidated with the Evaluation Management
Group based on ensuring that at least 75% of all
stakeholders identified as of high importance were
interviewed (100% for right holders given its im-

the project implemented activities.

e Implementation approach representativeness to
capture the different approaches to the imple-
mentation of the programme, so its efficiency
and effectiveness can be compared.

e Participants representativeness
stakeholders across all the stakeholder catego-

ries.

Table 3- Sampling achieved

Stakeholder Type | Proposed Sample | Sample achieved Mechanism |

Honduras*: 4

portance) and 50% of others. Data collection was
continued until the point of data saturation was
achieved, so additional data collection no longer
provided new insights or information and where lim-
itations in accessing specific sets of stakeholders
made it impossible to acquire new information (see
to capture

more in section 4.4.) Based on those criteria, the fol-

lowing sample was consulted (see Table 3).

At least 80% of the

organisations identi-

fied with a_t Iegst FGDs and
one organisation Kil

per country?” and 1

FGD in each of the

project areas visited

Right ho{ders rep- org. Panama®: 1
resentatives: CSOs, ore: and Costa
WRO and other '8;
. Rica org: 2- In to-
representatives.
tal 7 orgs.
Hond 2
onduras . At least 70% per
Implementing part- = &> Panama: 1 category, with at
p gp org., Costa Rica: 1 gory, )
ners least one organisa-

org., and Regio-
nal: 1 org.

tion per country.

-:

UN Women Teams
(in Country and Re-
gional)

Honduras: 3 peo-
ple; Panama: 3
people; Costa
Rica: 4 people;
Regional: 5 peo-
ple.

At least 75% per
category, with at
least one person
per CO

-K—

Other UN agencies

Others UN agen-
cies in the three
countries and at

At least 50% of the
population

- )

4> Population numbers are based on the stakeholders mapped with the
Programme Teams in each country. In cases like Honduras, despite hav-
ing a smaller budget, the number of stakeholders mapped was higher,
so samples were slightly adjusted within the sampling to avoid
overrepresentation

4 One of the implementing partners also represents key right holders in
Panama (CONAMUIP).

47 As most of the population benefited by the programme is population
in mobility and passing through the project sites only temporarily, and
contact data from them was not collected, it was impossible to consoli-
date a sample of former project users. Visits to the border crossing areas
was also limited by cost-efficiency restrictions in the amount of travel
for UN staff since February 2025. As a result, the Evaluation Manage-
ment Group opted to focus on right holder representatives in each of
the countries.
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Stakeholder Type | Proposed Sample | Sample achieved Mechanism |

the regional level:
6 orgs.

Duty bearers: Gov-

ernment partners orgs.; Panama: 3 ographical area,

and national insti- orgs.; Costa Rica: | 75% at least when

tutions 2 orgs. more than 2 people.
Representative of

Donor representa- the donor (JICA) At least one person

tives and Japan Em- or representative

Others (Universities
and Capacity Pro-
viders)

Honduras: 4

bassies

Honduras: 4, and
FLACSO

Almost achieved. 7 people in total- 5

At least one per ge- orgs.(55,5%).

Kl

Costa Rica: 2 people - 2 orgs.
Panama: 4 people - 2 orgs.
Honduras: 1 people -1 org.

At least one pro-
vider

Table 4- Type and number of stakeholders consulted

ype of stakeholder

PANAMA COSTA RICA HONDURAS REGIONAL

Women Women en Women Men  Women
Right holders (women, girls and 3 3 10 3 3 B 3
LGBTIQ+ population, CSO, WROs)
Implementing Partners 1 2 3 4 1 1 2 1
UN System
UNW - 2 4 1 2 1 5
Other UN Agencies 1 -- 2 - 2
Duty bearers 1 3 1 1 -- 1 -- --
Donors - 1 - - - - - -
Others 1
TOTAL 3 11 4 21 2 6 3 7

4.3. Ethics and data management

was independent, inclusive, culturally sensitive, and
accountable to affected populations.

The evaluation upheld the highest ethical standards,
following UNEG Ethical Guidelines, the UN Women
Evaluation Consultants Agreement, and relevant
Sphere and HAP standards. These frameworks guided
all phases of the evaluation, design, data collection,
analysis, reporting, and dissemination, to ensure it

From inception, the evaluation was carried out in a
transparent and participatory manner, independ-
ence, and responsiveness to gender and human
rights, upholding the principles of impartiality, integ-
rity, for dignity and

respect and diversity,
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responsiveness to gender and human rights. Special
care was taken to safeguard the privacy, security, and
autonomy of all individuals engaged in the process,
particularly women, girls, LGBTIQ+ individuals, people
with disabilities, and migrant populations in vulnera-
ble contexts.

To ensure ethical engagement, informed consent was
obtained from all participants prior to any interview,
focus group, or consultation. Participants were clearly
informed of the purpose of the evaluation, the volun-
tary nature of their participation, their right to with-
draw at any time and the confidentiality of responses
and how data would be used. Special attention was
given to cultural sensitivity and the inclusion of vul-
nerable and marginalized groups. Data storage and
transfer protocols followed UN Women’s standards
for secure handling and access control, protecting
sensitive information from unauthorized use or dis-
closure.

All data was managed according to UN Women’s Data
Protection and Privacy Policy, ensuring compliance
with international principles of lawfulness, purpose
limitation, data minimization, and storage limitation

It was conducted transparently and inclusively, ensur-
ing impartiality, independence, and responsiveness to
gender and human rights and trauma-informed ap-
proaches. Special attention was given to cultural

Table 5. Evaluation risks and mitigation measures

sensitivity and the inclusion of vulnerable and margin-

alized groups. Confidentiality was maintained
throughout, and findings and recommendations will
be shared with stakeholders through transparent
feedback loops to promote learning, accountability

and fairness.

4.4. Methodological limits and risks

The evaluation was conducted under a few opera-
tional and methodological constraints, which may
have influenced the depth and breadth of the find-
ings. A key methodological limitation envisioned for
this evaluation was the inability to conduct field visits
across to all project areas, due to limited constraint
and a tight evaluation timeline as the end of the pro-
ject approached and operations were close to their
end. Accordingly, most data collection for Honduras
and Panama was carried out remotely via online inter-
views to key informants previously identified in col-
laboration with the project management unit, and di-
rect engagement with some target population was
limited.

Additionally, several contextual and methodological.
Other risks were identified for the completeness, rep-
resentatives, and reliability of the evaluation results.
There are presented in the next table along with mit-
igation strategies with measures to be taken to re-
duce their impact.

Risk Level
Lack of sufficient imple- Medium-
mentation time and late High

access to documentation
to properly assess
change created and ef-
fectively contrasting evi-
dence

Possible impact

Gaps in the evaluation report
due to the lack of accurate in-
formation and data.

Given the short implementa-
tion time and the fact that
there was not a pre-existing
guantifiable  baseline, the
methodological conditions to
conduct an impact evaluation
were not met. Instead, the
evaluation focused on out-
come or intermediate change
and potential avenues for fu-
ture change.

Mitigation measures
Project information requested from both UN
teams and partners, including partner re-
ports. Gaps to be filled through primary data
collection.
Effectiveness criteria was assessed using
qualitative and theory-driven approaches,
namely “contribution analysis” and “gender
at work” (see Annex 12).
Additional data was triangulated through
partner reports, stakeholder interviews, and
focus groups.
Recommendations for future programme, in
relation to the possibility of doing impact
evaluations in the future are provided.
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Medium

High

Medium

Medium

Challenges in assessing com-
parative effectiveness and
scalability of practices, limited
the comparability of results.
This could impact the reliabil-
ity of conclusions drawn from
the evaluation.

Limited the amount of infor-
mation available regarding the
level of influence and insight
created within duty bearers.

Limited data and evidence of
change collected and inability
to fully measure project goal.

Collecting data while imple-
menting the project may result
in incomplete or low-quality
information and could lead to
exhaustion among partici-
pants.

Despite these constraints, the evaluation team
adopted adaptive, participatory, and gender-re-
sponsive methods to uphold the credibility and util-
ity of the findings. The limitations described above
do not invalidate the findings but should be consid-
ered when interpreting their generalizability and
depth. Acknowledging these methodological chal-
lenges transparently also contributes to learning
and improving future evaluations, particularly
those conducted under similar humanitarian or
fast-paced operational contexts.

Effectiveness was evaluated individually per
country modality, and a comparative lens was
applied to highlight lessons learned and con-
textual differences to provide recommenda-
tions for future work.

Where direct interviews were not possible,
the evaluation team relied on secondary data
sources, documented information, and in-
puts from intermediary stakeholders to trian-
gulate findings and assess the level of influ-
ence achieved.

Contact with targeted communities was em-
phasized during field data collection in Costa
Rica, supplemented by extensive remote in-
terviews and data collection with WROs, CSO
and other representatives of local communi-
ties across Panama and Honduras (done re-
motely) Additional sources of information al-
ready taken in border areas were requested
to enhance coverage. Where direct benefi-
ciary input was not possible (Panama and
Honduras), proxy sources were used (e.g.,
frontline staff that benefited from capacity
strengthening activities)

The evaluation prioritized the use of existing
secondary data and limited primary data col-
lection to address key gaps. Stakeholders
were engaged flexible, respecting their avail-
ability and ensuring informed, voluntary par-
ticipation. Ethical protocols were strictly ob-
served.
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5. FINDINGS

5.1. Relevance

This section assesses to what extent the project ad-
dressed the needs for women, girls and LGBTIQ+ in
human mobility and in host communities, including
adaptations undertaken to the evolving humanitarian
context throughout the implementation. It also anal-
yses the implementing partners’ capacity to gender-
rights-based  ap-

transformative and human

proaches®.

Finding 1. The project effectively addressed the pro-
tection and empowerment needs of women and
girls, using Call for Action on Women in Human Mo-
bility instead of need assessments. However, it
faced challenges in fully reaching LGBTIQ+ popula-
tions.

The project demonstrated a strong alignment with
the protection and empowerment needs of women,
girls, and LGBTIQ+ individuals in mobility contexts. By
providing protection services and capacity-building
spaces with institutions, CSOs, NGOs, agencies, etc.,
and with women and female leaders, it addressed
critical concerns related to gender mainstreaming
and women and girl’s leadership into the humanitar-
ian response. This focus was further reinforced
through participatory processes, carried out in the
three countries, engaging women target population
in the customization of the protection kits. These
consultative processes were key to identifying the
most relevant items in each of the contexts and for
each type of population. Need assessments were re-
placed with systematic process that identified the key
gender-related needs of, and risks faced by women,
girls and LGBTIQ+ in human mobility -called Call for
Action on Women in Human Mobility. These were
carried out in the three implementing countries plus
one related to the border between Colombia and

*® The information is complemented in section 6.6 (see finding 13).

Panam3; in total four documents were produced.
(see more information section 6.4. of this report).

A notable strength of the intervention was its innova-
tive and gender-sensitive methodology. The project
deliberately centred women and girls as primary ben-
eficiaries. The inclusion of psychosocial support, safe
spaces, and empowerment spaces reflected a nu-
anced understanding of gender-specific vulnerabili-
ties and opportunities for transformation (see section
6.4). Stakeholders widely recognized this as a pro-
gressive shift in humanitarian programming, aligning
with UN Women’s mandate to prioritize gender
equality in crisis response.

However, the project faced significant challenges in
ensuring a comprehensive and timely response, with
many stakeholders pointing to delays in procurement
processes and kit distribution as major obstacles.
These bureaucratic hurdles not only undermined the
effectiveness of protection services but also raised
concerns about the intervention’s responsiveness in
rapidly evolving displacement contexts. Structural
and coordination issues further influenced the pro-
ject’s overall relevance, while the relatively short
twelve-month implementation period limited its ca-
pacity to achieve sustained empowerment out-
comes—suggesting that a longer timeframe would
have strengthened its relevance.

Finally, the project exhibited commendable adapta-
bility across different regional contexts*®. In Costa
Rica and Panama, for instance, the emphasis shifted
toward community-based workshops and social co-
hesion activities, which resonated well with local dy-
namics. Efforts to include indigenous communities in
Panama through targeted consultations further en-
hanced the cultural relevance of the intervention. De-
spite these strengths, the project encountered

4% The analysis is complemented in section 6.3 (see finding 7).

24



difficulties in adequately reaching LGBTIQ+ individu-
als due to persistent stigma and discrimination, which
often discouraged them from seeking support. Addi-
tionally, limited data, insufficient tailored strategies,
and weak engagement with LGBTIQ+-led organiza-
tions hindered the project's ability to address their
specific needs in crisis and displacement settings.

to persistent stigma and unsafe migration routes.

Finding 2. The project applied a gender-transforma-
tive and rights-based approach, with implementing
partners demonstrating capacities in delivering
gender-responsive humanitarian responses, while
also showcasing adaptability to shifting migration
dynamics through resource reallocation and
strengthening coordination at national and local

levels.

The project demonstrated commitment and align-
ment with a gender-transformative and rights-based
framework. It incorporated participatory principles
by ensuring that women voices were systematically
integrated into decision-making processes, both at
local and regional levels. Such approaches not only
enhanced the relevance and cultural appropriateness
of the project intervention but also aligned with UN
Women’s mandate for gender-responsive and rights-
based programming. By centering the perspectives of
women and girls—particularly those in situations of
mobility—the project fostered greater ownership
and accountability, ensuring that services delivered
were tailored to the realities of the populations
served. This exemplifies a commendable adherence
to internationally recognized standards for participa-
tory evaluation and gender-sensitive humanitarian
response.

The implementing partners HIAS, FAS, and APPM
demonstrated recommendable capacities in deliver-
ing gender-transformative humanitarian responses.
All of them are national (FAS and APPM) and interna-
tional (HIAS) NGOs, with expertise in supporting refu-
gee and migrant populations, particularly survivors of
GBV. Their commitment to gender equality, their

localized expertise, and their collaborative ap-
proaches at both local and regional levels were in-
strumental in driving the project's success.

Regarding the adaptation capacity to the changing
humanitarian context, the project demonstrated re-
sponsiveness to the dynamic migration landscape by
adapting its intervention strategies. For example, as
migration flows shifted, the project reallocated re-
sources and prioritized emerging needs from the Dar-
ien Gap to the northern borders in Panama. Similarly,
in Costa Rica, the project adapted to the evolving con-
text by initiating work in shelters in San José and
strengthening civil society organisations to enable
them to deliver protection kits. In Honduras, adapta-
tions also included collaboration with the Secretariat
for Women to distribute protection kits to women re-
turned from the United States, ensuring that support
was contextually appropriate and gender sensitive.
Besides, it also establishes strategic coordination
mainly at the national and local level. Effective collab-
oration with national governments, civil society or-
ganizations, particularly women-led organizations,
and other UN agencies enhanced the project’s adapt-
ability. Basically, at the local level, information shar-
ing among humanitarian, civil society and public ac-
tors allowed for timely adjustments in response to
contextual changes.

5.2. Coherence

The key evaluation questions for the coherence crite-
rion focus on “the adhere to programme and strate-
gic priorities of the donor®, UN Women*! and other
UN agencies*?, and relevant normative frameworks
and the local/regional/national government.

Finding 3. The project aligns with UN Women'’s stra-
tegic priorities and those of other UN agencies, en-
hancing gender-responsive humanitarian action in
Central America. It integrates women's voices, pro-
motes leadership, and addresses gender-based vio-
lence through a prevention-focused approach. The
project supports various international frameworks
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and conventions, contributing to gender equality
and women's empowerment.

Since 2022, UN Women'’s role in humanitarian action
was significantly strengthened by its position as Co-
Chair of the Reference Group on Gender in Humani-
tarian Action and its full membership in the Inter-
Agency Standing Committee (IASC). These milestones
have expanded its capacity to support crisis-affected
women and girls and reinforce gender commitments
across humanitarian responses. UN Women has been
uniquely positioned to implement and deliver a gen-
der-responsive approach to the human mobility crisis
in Central America.

The UN WOMEN Strategic Note Latin America and
the Caribbean (2023-2025) was designed to address
the interconnected challenges of peace, security, hu-
manitarian action, and development. It positions gen-
der equality and women's empowerment as funda-
mental pillars for building more equal, peaceful, safe,
and sustainable societies in the Latin America and the
Caribbean (LAC).

The SN highlights that “the increase in mixed flows of
migrants and refugees across Central and South
America and the Caribbean also puts women at in-
creased risk for gender-based violence, other human
rights violations, stigmatization, and limited socio-
economic integration in the host countries. LAC is ex-
periencing the second-largest global migration cri-
sis”*% To address these challenges, the project docu-
ment noted that “through the triple nexus approach,
UN WOMEN seek to relieve immediate gendered
needs during the human mobility crisis and decrease
the conflict and social tensions by promoting the lead-
ership, collaboration, and empowerment of local and

national women’s organizations”>*.

50 UN WOMEN SN (2023-2025) pg. 10
51 Pro Doc pg. 8

Additionally, the project adopted a prevention-fo-
cused, conflict-sensitive approach to strengthen so-
cial cohesion and mitigate social tensions that could
escalate violence against women and girls in human
mobility. This included social dialogues, community-
based activities, and sports initiatives aimed at foster-
ing peace.

Guided by the Women, Peace, and Security (WPS)
framework, the project also promoted women’s lead-
ership in peacebuilding efforts, leveraging the exper-
tise of local women peacebuilders. While target coun-
tries have WPS Action Plans, their full implementa-
tion remained crucial for addressing gender-based vi-
olence, human rights abuses, and displacement driv-
ers in a coordinated manner.

Through strategic partnerships with UN agencies,
public institutions, and key stakeholders at both re-
gional and national levels, UN Women ensured that
technical expertise and existing knowledge are effec-
tively integrated into the design, coordination, and
implementation of its initiatives. This collaborative
approach enhances synergies across programs and
multidisciplinary teams, maximizing the reach, scale,
and impact of gender-responsive humanitarian ac-
tion.

The project document noted that the project contrib-
uted to 1) the recommendations of the Gender Ac-
countability Framework Report presented to the Inter-
Agency Standing Committee’s (IASC) Reference Group
for Gender in Humanitarian Action (GRG)>? and the
IASC Strategic Priorities 2022-20233; 2) responded to
the Buenos Aires Commitment>?; 3) it was also aligned
with the Los Angeles Declaration”; 4) it adhered to

the 2021 CEDAW recommendation
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(CEDAW/C/HND/CO/9)>* concerning the persistence
of gender-based violence against women, including
sexual violence, high levels of insecurity, violence, and
organized crime that negatively impacts women and
girls” enjoyment of their human rights; 5) it also set
forth recommendations to address the specific risks
and needs of the different groups of returnees, refu-
gee and migrant women who are subject to multiple
and intersecting forms of discrimination, and to en-
sure that immediate humanitarian assistance needs
and protection requirements are complemented by
long-term strategies, and 6) further considers the pri-
orities established at the Japan National Women,
Peace and Security Action Plan, in particular the cen-
tral Protection goal that aims to prevent various aid-
recipients, including women and girls, from being sub-
jected to human rights violations, such as sexual and
gender-based violence in humanitarian crisis during
and after a conflict, as well as a natural large-scale
disaster, further providing assistance in cases where

they have been subjected to such violence®®” .

The evaluation also found that the project was
aligned with the Convention on the Elimination of All
Forms of Discrimination against Women (CEDAW),
particularly Articles 1, 2 and 3, which call for the elim-
ination of discrimination against women and the
guarantee of equal rights, as well as Article 14 on the
protection of rural and migrant women. It also
aligned with the Beijing Declaration and Platform for
Action, especially the critical areas of concern
"Women and Armed Conflict" and "Human Rights of
Women," by promoting women's protection, partici-
pation, and leadership in humanitarian settings. Fur-
thermore, the project contributed to the implemen-
tation of the UNSC's Women’s, Peace and Security
agenda, notably Resolution 1325 (2000), which em-
phasizes the importance of incorporating a gender
humanitarian

perspective into  peacebuilding,

response, and protection frameworks. Additionally, it
contributed to advancement and implementation of
the 2030 Agenda for Sustainable Development and
specifically the SDG 5 on Gender Equality and the Em-
powerment of Women, SDG 10 on Reducing Inequali-
ties within and among Countries, SDG 16 (Peace, Jus-
tice, and Strong Institutions) and SDG 17 (Partnership
for the Goals), ensuring a holistic approach to inte-
grating mobile populations.

In Central America, various UN agencies imple-
mented initiatives addressing human mobility and
promoting human’s rights. Key efforts include the
work done by United Nations High Commissioner for
Refugees (UNHCR), the International Organization for
Migration (IOM) or the Office of the United Nations
High Commissioner for Human Rights (OHCHR). Col-
laboration with these entities always took place
through the different roundtables and coordination
bodies on migration flows and humanitarian aid in
the different countries where the project was imple-
mented. The work carried out was always heteroge-
neous and complementary to activities being devel-
oped by the different agencies. It is worth noting that
in the interviews conducted with key informants, it
was highlighted the novelty of the project for focus-
ing exclusively on migrant women, girls and LGBTIQ+
in mobility.

The coherence of the LEAP-Trayectos project with UN
WOMEN commitments to and endorsements of vari-
ous international gender equality conventions, decla-
rations and strategies is assumed given the central
purpose of the project is to advance gender equality
and women’s empowerment in crisis-affected con-
texts ensuring their protection, empowerment, and
participation in decision-making processes.

The project complements and directly assists imple-
mentation of UN Women corporate and country pri-
orities and strategies and is therefore fully aligned
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with and relevant for UNWOMEN commitments in
the Central America region.

Finding 4. The project aligns with national and re-
gional frameworks on human mobility and rights
protection in Central America. It addresses institu-
tional capacity challenges and integrates gender
and social equity concerns into national strategies
through training and collaboration.

While the project document provided a situational
analysis of migratory flows and the factors that have
influenced and intensified human mobility across
Central America—particularly response to the com-
plex humanitarian situation since 2022— a compre-
hensive understanding of the specific normative
frameworks related to human mobility, humanitarian
aid, and peace in each country required further as-
sessment. Therefore, during the initial months of pro-
ject implementation, baseline documents were de-
veloped to do an analysis of women's needs and gaps
in available services based on these frameworks.

In this regard, the project aligned with national and

regional normative frameworks governing human

mobility and rights protection in Central America, in-
cluding:

e The Comprehensive Regional Protection and Solu-
tions Framework (MIRPS), by enhancing protec-
tion mechanisms and durable solutions for dis-
placed women and girls, consistent with MIRPS’
emphasis on gender-responsive protection and in-
tegration strategies.

e National Plans on Migration and Human Rights, in-
cluding Costa Rica’s adoption of the Global Com-
pact for Safe, Orderly, and Regular Migration, by
supporting the protection of vulnerable migrants,
addressing gender-based violence, and facilitating
access to services in line with human rights stand-
ards.

e The Quito Process, aimed at harmonizing public
policies in response to the Venezuelan exodus in
the region, with a gender-sensitive and intersec-
tional approach.

e Commitments under key regional declarations, in-
cluding the Cartagena Declaration (1984), by rec-
ognizing broader definitions of refugee protec-
tion; the San Pedro Sula Declaration (2017), by ad-
dressing internal displacement and the protection
of women and girls; the Los Angeles Declaration
(2022) , by fostering regional cooperation for safe,
orderly, and humane migration; the Buenos Aires
Commitment (2022), by promoting a gender and
human rights-based response to human mobility;
and Palenque Declaration (2023), by prioritizing
the rights and protection needs of women and
children in migration contexts.

e Membership in the Central American Integration
System (SICA), by supporting regional integration
efforts and coordinated responses to human mo-
bility challenges, aligned with SICA’s objectives on
migration, security, and human rights protection.

By aligning with these frameworks, the project
showed coherence with regional and national com-
mitments, fostering a coordinated and rights-based
approach to addressing human mobility, humanitar-
ian response, and peacebuilding efforts.

However, like many countries that serve as migratory
corridors to North America, Costa Rica, Honduras,
and Panama face significant institutional capacity and
resource constraints that hinder their ability to effec-
tively manage migration and address the specific
needs of women, girls, and LGBTIQ+ populations. Key
informants confirmed that the regional units of the
institutions representing the Ministries or National
Institutes for Women in the implementation coun-
tries operate with extremely limited resources and
are overwhelmed by the high volume of cases they
must handle. Similarly, the Migration Police face con-
siderable capacity challenges, further complicating
efforts to provide adequate protection and services
to vulnerable populations in transit. In order to com-
plement these gaps and lessen the challenges faced
by the project, significant efforts were made with
training activities provided to humanitarian actors
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and government staff to ensure the full coherence of
the LEAP Project and the integration of gender and
social equity concerns into the national strategies and
public policies.

Finding 5. The project aligns with Japan’s Develop-
ment Cooperation Charter, focusing on human se-
curity and supporting vulnerable groups. It benefits
from Japan’s expertise in managing migrant com-
munities and promotes gender-responsive humani-
tarian action. Despite its success, the project's visi-
bility was limited to implementation countries.

Regarding the alignment of the LEAP — Trayectos pro-
ject with the donor’s priorities, the evaluation found
that the project is well aligned with the core princi-
ples of Japan’s Development Cooperation Charter®’,
which emphasizes human security as a core policy for
responding to humanitarian crises. It also reflected
the Human Security Japan Action®® and the Japan Na-
tional Action Plan on Women, Peace, and Security>®
highlighting the importance of ensuring that all indi-
viduals live with dignity and without fear, with a par-
ticular focus on vulnerable groups such as migrants,
women, and minorities.

The project document noted that by addressing the
root cause of conflict and instability, “the project
aimed to build resilient communities, directly contrib-
uting to Japan’s vision of strengthening peace and
stability in regions affected by human mobility in Cen-
tral America”.

In line with these guiding documents, the project pro-
vided effective emergency humanitarian assistance
and contributed to social cohesion, empowerment
and the prevention of social conflicts and tensions
through comprehensive and context-specific ap-
proaches that protect rights and promote the inclu-
sion of populations in human mobility.

57 Ministry of Foreign Affairs of Japan. Development Cooperation Charter.
Japan’s Contribution to the Sustainable Development of a Free and Open
World. 2023. Available at: https://www.mofa.go.jp/files/100514705.pdf

Additionally, key informants confirmed that the pro-
ject benefited from the excellent relations between
the donor with UN WOMEN, as well as Japan’s exten-
sive experience in managing and integrating migrant
communities. This experience was instrumental in
strengthening Japan’s commitment and understand-
ing of the project’s relevance and objectives. By lev-
eraging Japan’s expertise in inclusion, social cohe-
sion, and intercultural understanding, the project
gained credibility and visibility, increasing its poten-
tial to attract additional resources and strategic part-
nerships.

To further enhance donor recognition, UN Women
actively promoted the "Trayectos" programme
through various publications, media interviews, and
editorials. These initiatives not only highlight the pro-
ject's impact but also underscore Japan’s role in ad-
vancing gender-responsive humanitarian action,
strengthening its position as a key ally in the region.
However, the evaluation found that the project's vis-
ibility was primarily limited to the countries where it
was implemented, with additional regional exposure
through UN Women'’s social media channels and
website. UN Women did not fully capitalize on the op-
portunity to promote the project through its office in
Japan, which could have expanded its reach beyond
national borders, gained international recognition,
and even increased awareness among the Japanese
public.

5.3. Efficiency

This section analyzes the allocated resources (human,
financial and logistical) used across the three coun-
tries. It also assesses the project modality adopted in
each country and the type of adjustments made
throughout the implementation in response to the
emerging mobility needs.

8 Ministry of Foreign Affairs of Japan. Human Security Japan Action. Avail-
able at: https://www.mofa.go.jp/policy/oda/sector/security/action.html
59 National Action Plan on Women, Peace and Security. Second Edition
(2019-2022). Available at: https://www.mofa.go.jp/files/000521395.pdf
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Finding 6. The project effectively allocated human
resources and budget across several implementing
partners, overcoming logistical and security chal-
lenges while facing delays in contracting and fund
transfers, with HIAS receiving the largest budget
share and Honduras experiencing the most signifi-
cant operational difficulties.

The project mobilized diverse actors in terms of hu-
man resources allocation. On the one hand, as de-
tailed above, it involved partner agreements with dif-
ferent IPs in each of the implementing countries, two
in Honduras with APPM and FAS and one in Costa Rica
and Panama with HIAS. Moreover, a partnership with
CONAMUIP was established by exploring different
agreement options that would best serve its needs.

Ultimately, the collaboration was formalized by inte-
grating it into the Long-Term Agreement (LTA) that
UN Women Country Office (CO) in Panama had estab-
lished with SAGA, a travel and event management
company. This arrangement facilitated logistical sup-
port for workshops in local communities, enabling
CONAMUIP to provide training and capacity-building
initiatives more effectively. On the other, in terms of
management the project also involved staff in each of
the UN Women COs and Regional Office (see table 6)

Table 6. UN Women staff allocated

UNW staff
UNW CO
Funded by the project Support staff
1 project manager; 1 | 1 head of office.
CO Panama project associate; and

1 regional specialist®°.

1 project manager; 1 | 1 head of office.
project associate; 1
regional specialist®;

and 1 consultant.

CO Costa Rica

1 project manager; 1
CO Honduras |project associate;
and 1 specialist.

1 programme analyst:
and 1 admin/finance
associate.

1 programme management, 1 programme as-
ACRO sociate; 1 WPS communication; 1 M&E ana-
lyst®2; and communications team.

According to the stakeholders consulted, the human
resources allocated were adequate to implement the
activities. However, from the IP side, some adjust-
ments were needed in terms of strengthening the ca-
pacities on humanitarian response, mainly in Costa
Rica. In terms of the support received from UNW,
while two IPs demonstrated clear support and proce-
dures, another reported procedure that were very
rigid and not always aligned with the agility that a hu-
manitarian response intervention would have re-
quired. In any case, all of them pointed significative
delays in contracting and transferring the funds to the
respective countries of implementation.

Besides, the efficiency can be also assessed based on
the budget allocations for the implementing part-
ners, as shown below:

HIAS: 768,833.03USD (36.2% of total budget)
APPM: 96,720.00 USD (4.6%)
FAS: 209,602.00 USD (9.9%)

According to the stakeholders consulted, the budget
assigned to CONAMUIP though the LTA with SAGA
company was approximately 78,500.00 USD (3.7% of
total budget). The largest portion of the budget
(36.2%) is allocated to HIAS. It is worth noting that
this IP also had the highest project targets. In terms
of timeframe and considering the agreements signed
with each IP, HIAS operated for 8 months project,
while APPM and FAS operated for 6 months, respec-
tively.

All three countries faced unique logistical challenges.
In Honduras, difficult terrain and security risks limited
the effectiveness of mobile service units, while Pan-
ama struggled with complex logistical coordination
due to its dual role as a transit and destination coun-
try. Border areas required additional mobile service

51 |dem.
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units, and inland waterway transport to reach vulner-
able populations and indigenous communities.

However, limited infrastructure in remote areas hin-
dered the efficiency and agility of service deliver. Be-
sides, security risks in Honduras further increased op-
erational costs. Overall, Honduras faced the greatest
challenges due to security risks and institutional limi-
tations, while Panama required stronger coordination
among stakeholders.

Finding 7. The project was efficient in optimizing re-
sources through local partnerships but faced delays
due to bureaucratic hurdles and infrastructure chal-
lenges. Adjustments like mobile units helped im-
prove responsiveness.

The project employed a multi-stakeholder and multi-
level implementation approach-including work at the
national level, but also at the local level in the three
countries, combining partnerships with governmen-
tal institutions, CSOs, and international agencies. A
key aspect of the implementation modality was its
decentralized and context-specific design, which al-
lowed interventions to be tailored to the distinct so-
cio-political and economic conditions of each coun-
try.

Efficiency was assessed also based on several factors,
including resource utilization and coordination. By
engaging local actors in Costa Rica, Honduras, and
Panama, the project optimized financial and human
resources, reducing operational costs while ensuring
targeted impact in the specific decentralized loca-
tions where the key activities were executed. At the
local level, strong collaboration among stakeholders
helped minimize duplication of efforts and maximize
outreach.

Despite these strengths, the project faced challenges
that affected its efficiency. UNW bureaucratic delays
in the three countries made significant delays in hir-
ing implementing partners, all of them signed the

83 After Panama's national elections in 2024, the country experienced sig-
nificant shifts in its migration policies prioritizing border security over hu-
manitarian concerns

contract in August 2024, which also complicated fund
disbursement and therefore slowed activities execu-
tion. Accessibility barriers further complicated imple-
mentation, as limited infrastructure in remote re-
gions made it difficult to reach displaced women, de-
spite efforts to deploy mobile service units for in-
stance. Additionally, while partnerships were a core
strength of the implementation modality, some
stakeholders noted coordination gaps between gov-
ernment agencies, NGOs, and UN agencies at the
central level. These gaps occasionally led to service
overlaps and delayed decision-making due to differ-
ing priorities. However, efficient interagency coordi-
nation was observed at the local level.

Project implementation varied across the three coun-
tries due to differing contexts. In Costa Rica, a strong
legal and institutional framework enabled quicker
policy adaptation and better integration of migrant
protection measures In Honduras, the capacity to
work under a humanitarian response was more con-
solidated due to the existing humanitarian architec-
ture and the previous country's humanitarian re-
sponse plan. Therefore, the project relied more on
grassroots organizations and informal networks to
reach migrant and displaced women and girls.

In terms of migration, Panama primarily serves as a
transit country. In this sense, changes in the national
government & during the project implementation
produced some significant shifts in migration policies
and increased also some bureaucratic processes. In
Honduras, the team modified and adapted the kit dis-
tribution method, offering them in small local shops.
In these spaces the kits were offered and each person
asked for different items based on individual needs
rather than pre-packaged sets.

Regarding the capacity to adapt to evolving needs,
the project made several adjustments. Mobile service
hard-to-reach

units were deployed in areas,
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particularly in Panama. Besides, the participation in
several coordination mechanisms at the local level
was also undertaken in the three countries. Finally, in
the three countries, coordination with humanitarian
actors was strengthened during the project imple-
mentation through increased partnerships with UN
agencies, NGOs, and government bodies®.

5.4. Effectiveness

This section provides a causal analysis of how the pro-
ject’s interventions contributed to strengthening the
capacities of humanitarian and government actors in
planning and delivering protection services, including
gender-based violence care, tailored to the needs of
women in human mobility. It examines the key fac-
tors that facilitated or hindered these efforts.

Additionally, it explores how these interventions,
alongside efforts to empower women in human mo-
bility and host communities across Panama, Costa
Rica, and Honduras translated into concrete changes.
The analysis also delves into the main enablers and
limitations that shaped these processes and identi-
fied significant unintended consequences, both posi-
tive and negative. Finally, the section evaluates the
project’s overall impact on conflict prevention, social
cohesion, and the creation of safe environments, as
well as its influence on women's perceptions of
safety. It considers whether the initiative successfully
ensured their equal participation and access to gen-
der-responsive protection services and social cohe-
sion programs in the three countries. Where applica-
ble, the pathways are lined to the original ToC to as-
sess alignment between intended outcomes and ob-
served effects.

In order to respond to the above questions, the Table
7 was consolidated to summarize the documentary
and primary data evidence provided around each of

%4 Based on the evaluation matrix, there is an overlap between indicators
under the relevance and efficiency criteria, which may appear repetitive
but reflect different perspectives. For example, “Evidence that the project
implementation adapted to the changing humanitarian context” falls

the output areas, as a mechanism to provide more
clear evidence of the findings below.

Finding 8. The LEAP project strengthened humani-
tarian actors and women's groups, ensuring their
participation in coordination. UN Women increased
its presence in interagency mechanisms, advocating
for gender-sensitive assessments. Operational chal-
lenges included high staff turnover, coordination is-
sues, and delays. Capacity building was provided,
but the short timeline and rigid financial processes
created strong limitations.

The LEAP project introduced innovative initiatives
aimed at strengthening the capacities of humanitar-
ian actors, women's groups, and organizations. De-
scribed as “unique in its kind,” the project was partic-
ularly innovative because it provided training on gen-
der and human rights to stakeholders who typically
lacked access to such knowledge. By targeting actors
previously lacking this knowledge, the trainings initi-
ated a causal chain: humanitarian actors became bet-
ter equipped to integrate gender considerations into
their practices. This, in turn, contributed to the in-
tended ToC outcome of ensuring humanitarian pro-
tection planning is responsive to the differentiated
needs of women in human mobility.

One of the most pivotal causal levers was the en-
hanced participation of UN Women staff in the inter-
agency coordination mechanisms, which catalysed
advocacy for gender-sensitive security assessments
and inclusion of women’s safety in migration frame-
work. Before the project's approval, UN Women had
limited presence in these spaces. The project facili-
tated its inclusion in interagency coordination and
technical working groups on human mobility and pro-
tection, as well as in bilateral protection platforms at
both borders

Their amplified role allowed gender-sensitive per-
spectives to permeate migration frameworks and

under relevance, while “Number and type of adjustments made to imple-
mentation modalities in response to emerging mobility needs” is part of
efficiency. Although they are similar, each addresses distinct aspects
within its respective criterion.
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security assessments, an alignment with the ToC am-
bition of embedding responsiveness into protection
services. The influence UN Women exerted in these
spaces was not incidental; it was the product of delib-
erate capacity-building that enabled the agency to el-
evate its voice.

However, the depth of this causal chain varied across
countries. While HIAS in Panama had the required
presence, experience, and engagement in humanitar-
jian settings, unforeseen weaknesses, such as high
staff turnover and internal coordination difficulties,
hindered the efficiency of project implementation,
mainly in Costa Rica and acted as bottlenecks, frag-
menting the pathway from capacity building to effec-
tive service delivery, and partially limiting alignment
with the ToC assumptions. In contrast, the two imple-
menting partners in Honduras (FAS and APPM) bene-
fited from their prior experience in delivering essen-
tial services, psychological support, medical assis-
tance, and temporary shelter. Their ongoing work
with the community allowed the project to integrate
smoothly into existing efforts rather than having to
build from the ground up. Additionally, their estab-
lished relationships with other humanitarian actors
facilitated more effective inter-institutional collabo-
ration. However, despite their reputation, these or-
ganizations lacked a solid foundation in gender-sensi-
tive approaches and operational tools. Recognizing
this gap, UN Women took proactive steps to enhance
their understanding and application of gender princi-
ples, ensuring the project’s interventions were more
inclusive and responsive to the needs of women and
girls. Capacity building was provided to the imple-
menting partners through different trainings all along
the project implementation.

Donor reports in October 2024 and in March 2025, as
well as key informants interviewed agreed that the
implementation timeline was too short, particularly
given the multi-country scope and ambitious goals.
("More time was needed to work on the processes to
have a greater impact. Besides having other scopes
where other authorities can join in‘*-IP Kll; "We were

contracted for a period of 8 months starting in August
to be able to implement a project effectively, let's say
with the very ambitious goals that were expected, at
least in the case of Costa Rica. They wanted agility
and flexibility in such short of time, and | think that
was lacking - IP KIl ; “The time extension for a regional
project was too short - UNW KlI*; “The short period of
implementation of the project was a challenge for
everyone - UNW KIl; ‘We would need to do more train-
ing, as the one that was done left us with a seed’ -
Project beneficiary) Except from Honduras, the rest of
countries faced significant delays right from the be-
ginning, which cause the loss of valuable time, delay-
ing the implementation of key activities. Although
some activities began well before acceleration plans
were introduced, overall delays mainly due to slow
start-up and inadequate planning. In response, an ac-
celeration plan, developed in August and reviewed in
January, was implemented to expedite all project ac-
tivities, not only those related to IP. While the accel-
eration plans did help push activities forward, some
Kll indicated that UN Women introduced it to ensure
timely delivery, as significantly delays and a challeng-
ing context were affecting progress. For the IPs, alt-
hough the acceleration plan was highly appreciated
and seen as a valuable step that enhanced coordina-
tion, aligned expectations, and fostered collabora-
tion, it was also seen as overdue, “a measure that
should have been implemented months earlier to
maximize its results”.

Moreover, structural certain structural challenges,
such as the absence of defined methodologies for
outcome indicators and limited guidance for tracking
early progress,weakened the feedback loops neces-
sary for continuous improvement. While most output
indicators were straight forward and quantitative in
nature, the lack of clarity at the outcome level added
a layer of complexity to the project monitoring. Coor-
dination with key counterparts also proved challeng-
ing, particularly in Costa Rica, where resource con-
straints within institutions like INAMU limited their
ability to effectively reach migrant population.
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Unintended negative consequence emerged from
donor-imposed rigid financial processes, which im-
peded timely fund disbursement. The donor’s re-
quirement for upfront payments conflicted with the
local financial system in target countries, where pay-
ments for services such as Social Security in Costa
Rica are made in arrears. This discrepancy created op-
erational challenges, as HIAS could not meet the do-
nor’s financial deadlines without the necessary in-
voices or payments. Such limited flexibility placed un-
due stress on the project team, caused delays inter-
rupting the intended causal flow and highlighted the
need for more adaptable financial policies to facilitate
smoother project implementation.

Finding 9. UN Women produced four Call for Action
on Women in Human Mobility, identifying the

needs of women, girls, and LGBTIQ+ persons. Signif-
icant progress was made in capacity building for hu-
manitarian actors and government staff, though
continuous training is needed due to high turnover.
The project embedded gender perspectives into
policy frameworks and exceeded training targets in
all three countries, highlighting strong multi-stake-
holder collaboration.

During the first five months of the project, UN
Women collaborated across borders to produce four
Call for Action on Women in Human Mobility in Costa
Rica, Honduras, and Panama, and Colombia (border-
ing Panama). Monitoring reports showed that
through 72 consultative meetings with key inform-
ants and 13 focus groups with over 80 women, UN
Women identified the most pressing needs of
women, girls and LGBTIQ+ persons on the move, as
well as the gaps in gender-responsive humanitarian
responses. They provided key recommendations for
humanitarian and institutional actors to better ad-
dress these challenges. Originally scheduled for re-
lease in the second half of the project, the Call for Ac-
tion on Women in Human Mobility were meant to es-
tablish a baseline for capacity-building activities, sup-
port inter-agency coordination, and inform gender-
sensitive humanitarian response planning. However,

due to shifting political and social contexts both na-
tionally and internationally, their publication re-
mained pending at the project's conclusion.

The most significant progress across the three imple-
menting countries came from frontline humanitarian
NGOs and workers at the Secretary of State for
Women’s Affairs, Women’s Affairs National Insti-
tutes, Border Migration Stations staff or the security
sector who view their capacities enhanced thanks to
the different capacity building activities carried out by
UN WOMEN. Training efforts, particularly for police
officers, were reported to not enough to overcome
the challenges presented by their high turnover rate.
This created a need for continuous training to ensure
that migrants received adequate protection and ser-
vices. Although efforts to train police personnel were
made, it was clear that without ongoing capacity-
building initiatives, the standards of care could not be
consistently upheld, particularly in such a fluid and
high-turnover environment.

On the other hand, capacity-building efforts, espe-
cially the partnership between FLACSO and UN
Women, highlighted the growing recognition of gen-
der-responsive tools as a necessity in humanitarian
settings. By the end of the second and third tri-
mesters, 360 personnel from key government institu-
tions had received training, laying the groundwork for
institutionalizing gender-sensitive approaches in mi-
gration and protection responses. However, sustain-
ing this progress requires ongoing engagement to en-
sure trained personnel can effectively apply their
knowledge in evolving migration contexts.

Beyond individual capacity-building, UN Women’s in-
terventions have sought to embed gender perspec-
tives into policy frameworks. The training of local of-
ficials within the Comprehensive Framework for Pro-
tection and Solutions (MIRPS) and the gender review
of national contingency plans in Honduras highlighted
the critical link between knowledge transfer and sys-
temic change. These initiatives aimed not only to im-
prove service delivery in the short term but also to
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institutionalize gender-sensitive policies that can
withstand political and operational shifts.

Public awareness efforts, such as prevention messag-
ing at Costa Rica’s Southern Border Migration Station
and Panama’s Prevention of Sexual Exploitation and
Abuse (PSEA) training, complemented broader risk
mitigation strategies. However, their effectiveness
depended on the availability of comprehensive pro-
tection services and sustained institutional commit-
ment.

At the end of the project, all three countries ex-
ceeded the training targets. Costa Rica achieved a
243% of target for trained humanitarian actors and
250% for women's groups’ participation, while Hon-
duras achieved a 674% of target for trained humani-
tarian actors and 100% for women’s groups’ partici-
pation and Panama achieved 368% of target for
trained humanitarian actors, 325% for women’s
groups’ participation. This showcased the potential of
strong multi-stakeholder collaboration, but it also
raises questions about scalability and consistency
across different national contexts.

Findings 10. The project enhanced capacities of
women and girls, addressing immediate needs with
mobile units, protection services and essential kits.
It strengthened social cohesion through women's
networks and community structures. Challenges in-
cluded procurement delays, need for flexible de-
ployment, continuous training, and better coordi-
nation with local institutions

The project made heterogeneous contributions to
enhancing the capacities of women, girls, and
LGBTIQ+ people in human mobility and host commu-
nities, enabling them to access and influence protec-
tion services and social cohesion initiatives. The mo-
bile service units proved to be an effective tool for
addressing immediate needs; however, their success
was contingent on flexible deployment. The fluctuat-
ing nature of migration required rapid adjustments in
service delivery based on when and where migrants
arrived. Key informants interviewed recognized this

need for agility but highlighted challenges in making
quick operational changes without thorough evalua-
tions.

The provision of protection kits was a crucial inter-
vention in addressing the basic needs of women in
mobility. Both direct beneficiaries and the IPs inter-
viewed valued very positively the participatory meth-
odology employed in selecting products for the sen-
sitive protection kits, exemplifying a well-functioning
causal pathway. These kits were tailored to the spe-
cific needs of girls, adolescents, adult women, elderly
women or LGBTIQ+ people, a significant improve-
ment over other agencies that used a standardized
approach without consulting beneficiaries and lacked
a gender-sensitive perspective. By directly addressing
the needs of these populations, the project success-
fully filled a critical gap and ensured that the content
of the kits was not only relevant but also empower-
ing. However, delays in the procurement process hin-
dered the timely distribution of kits, reducing the ef-
fectiveness of this intervention in a changing context
where rapid response is essential and where flows
started to decrease just as the kits arrived. For exam-
ple, after the disbursement to HIAS was completed in
September 2024, orders for the items were done in
October and payment to the providers only done by
DecemberChallenges with suppliers further compli-
cated the process, underscoring the importance of
improving logistical coordination for greater effi-
ciency in future projects. While Honduras successfully
distributed all the kits, exceeding the initial target
(170%), Costa Rica reached the 100% and Panama
were less successful, distributing only 95% of the kits

Additionally, in Honduras the project made notable
progress in addressing the needs of women with dis-
abilities, particularly in temporary shelters, which had
previously lacked specific attention criteria. By
providing colostomy collection bags and facilitating
direct engagement between women with disabilities
and shelter personnel, the project contributed to
raising awareness and setting new standards for in-
clusive humanitarian response. This progression

35



highlights how initial small interventions, when con-
textually attuned, can mature into systemic contribu-
tions.

Conversely, support for LGBTIQ+ persons revealed
critical weakness in the project’s causal architecture.
While some individuals, particularly trans women,
were identified and assisted during their migration
journey, the humanitarian network in Honduras,
Costa Rica and Panama still lacks adequate tools to
systematically address the needs of LGBTIQ+ popula-
tions in emergencies. A key barrier was the absence
of safe spaces where they could disclose their identi-
ties without fear. IP confirmed that many opted not
to self-identify due to the absence of protective
mechanisms tailored to their needs, highlighting a
critical gap in service provision.

To address these challenges, the project focused on
integrating LGBTIQ+ organizations into decision-mak-
ing spaces. In Honduras, a key achievement was the
inclusion of an LGBTIQ+ organization in the Gender
Working Group (GWG) within the humanitarian net-
work, which had previously lacked representation
from civil society, particularly feminist and LGBTIQ+
organizations. UN Women, in collaboration with
OCHA and other agencies, successfully advocated for
their participation, ensuring that gender and diversity
perspectives were embedded in humanitarian strate-
gies.

This contrast between progressive inclusion (disabled
people in Honduras) and persistent structural exclu-
sion (LGBTIQ+ individuals) underscores the incom-
plete realization of the ToC in this domain.

Beyond immediate service delivery, the project also
contributed to strengthening social cohesion at the
community level by fostering women’s networks and
reinforcing gender-sensitive community structures.
These activities provided a platform for dialogue,
peer support, and awareness-raising on issues such
as violence prevention, self-care, and mental health.
The project helped address xenophobia and mistrust
among women in host and migrant communities.

Host community and migrant women interviewed
recognised that a most significant changes of this pro-
ject was that these sessions not only fostered greater
empathy towards the realities and needs of women
and girls in mobility but also empowered participants
to break down personal barriers, overcome limita-
tions, and ultimately develop new projects and initia-
tives aimed at both professional and personal growth.
Additionally, these sessions provided them with op-
portunities to see one another differently, fostering
stronger community ties and professional collabora-
tions. By engaging in dialogue, women identified key
issues affecting social cohesion, including their over-
whelming workload, economic violence, and limited
institutional support. By equipping local communities
with tools to support migrant women, the project
strengthened social networks and enhanced protec-
tive environments. Recreational activities further re-
inforced these efforts, promoting solidarity and re-
ducing tensions between migrants and host commu-
nities.

Additionally, these social cohesion efforts laid the
groundwork for deeper, multi-level transformations
within the community, particularly when analysed
through the lens of the Gender@Work framework.
This framework enabled a nuanced understanding of
how the project’s interventions contributed to
change across various dimensions. In the informal-in-
dividual quadrant, testimonies from beneficiaries of
the social cohesion workshops revealed marked im-
provements in self-esteem, self-confidence, decision
making capacity and critical awareness of gender in-
equalities, evidence of profound internal transfor-
mation among women and girls in mobility contexts.
At the informal-systemic level, women project bene-
ficiaries actively challenged restrictive social norms,
contributing to the emergence of community spaces
where gender roles are being redefined and opportu-
nities for women's and girls' participation were ex-
panding. Through social cohesion workshops and
leadership training sessions, women in rural and mi-
grant communities, such as Cristo Rey, La Trocha, and
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San José de Campanario, began forming grassroots
networks, creating safe spaces for dialogue, mutual
support, and rights awareness. This emerging cultural
shift represents one of the most impactful outcomes
of the project. Conversely, in the formal-individual
guadrant, there still significant areas for enhance-
ment in strengthening participants’ practical skills
and socio-economic capacities, particularly in the
realms of income generation, community leadership
and navigating institutional systems. These improve-
ments are critical to ensuring that personal empow-
erment can be translated into meaningful develop-
ment opportunities. While some progress has been
made in developing income-generation skills, espe-
cially in Panama, the project's most notable successes
were observed in the domain of community leader-
ship. In this area, women leaders demonstrated ac-
tive engagement in advocacy processes, including
their participation in consultations for the Cartagena
+40 process. At the formal-systemic level, weak coor-
dination with local institutions was identified as a po-
tential barrier to the sustainability of initiatives driven
by beneficiaries. This lack of alignment could limit the
long-term impact and scalability of the efforts made
by the project beneficiaries.

Table 7 shows strong progress in achieving output
targets. Under Output 1, 100% of the output indica-
tors exceeded expectations , particularly in training
humanitarian actors and engaging women and girls in
mobility with some by over 600%. Output 2 also re-
flects solid performance, with89% of indicators either
meeting or surpassing targets. Notably, protection
services and social dialogues significantly outper-
formed expectations across all countries. Only one in-
dicator (provision of protection kits in Costa Rica)
slightly underperformed, reaching 95% of its target.
However, no datan was available for Outcome Indi-
cators, limiting the assessment of longer-term im-
pact to women’s leadership and perceived safety.
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Table 7. Project targets and completion rates to March 2025

Project Outputs (summarized titles) & Indicators

| Baseline | Target |

Actual

| %

Outcome 1: Women affected by human mobility crisis lead, equally participate in and benefit from gender-responsive protec-
tion services and social cohesion initiatives in Panama, Costa Rica and Honduras.

Indicator 1: # % of women in human mobility and women in host commu-

Panama: 96%

Panama: 137%

leadership in social cohesion initiatives in Panama

Honduras: 50%

. ho h . dJ ived ) 0 70% Costa Rica: 84% Costa Rica:120%
nities who have increased perceived safety in Panama Honduras: 66% Honduras. 94%
Indicator 2: % of women affected by human mobility crisis demonstrating Panamd: 48% Panama: 96%

0 50% Costa Rica: 90% Costa Rica: 180%

Honduras: 100%

Output 1: Humanitarian actors have enhanced capacities to plan and

lence care, that are responsive to the needs of women in human mobility in Panama,

Costa Rica and Honduras.

deliver protection services, including gender-based vio-

Indicator 1.1: # of humanitarian actors trained in gender-responsive pro-

protection planning and programming in Panama

. . L . 0 60 146 243%
tection planning and programming in Costa Rica
Indl;ator 1.1:' # of human/tanan' ac?ors trained in gender-responsive pro- 0 30 539 674%
tection planning and programming in Honduras
Indl;ator 1.1:‘ #of humamtanan‘ ac‘tors trained in gender-responsive pro- 0 120 241 368%
tection planning and programming in Panama
Indicator 1.2: # of women’s groups and organizations participating in the
} ; L . 0 8 20 250%
protection planning and programming in Costa Rica
Indicator 1.2: # of women’s groups and organizations participating in the
. ; L 0 10 10 100%
protection planning and programming in Honduras
- 2 # ; — cinating in th
Indicator 1.2: # of women’s groups and organizations participating in the 0 1 39 325%

Output 2: Women in human mobility and in host communities have increased capacity to access to and influence
service delivery and social cohesion initiatives in Panama, Costa Rica and Honduras.

the protection

Indicator 2.1: of women in human mobility received protection services as
a result of the project in Costa Rica

0

4,000

4,508

103%

Indicator 2.1: of women in human mobility received protection services as
a result of the project in Honduras

6,000

7,965

133%

Indicator 2.1: of women in human mobility received protection services as
a result of the project in Panama

10,000

12,243

122%

Indicator 2.2: # of women in human mobility received access to protection
kits disaggregated by: Age, Disability, Ethnic background, SOGIESC (Costa
Rica)

4,000

3,781

95%

Indicator 2.2: # of women in human mobility received access to protection
kits disaggregated by: Age, Disability, Ethnic background, SOGIESC (Hon-
duras)

6,000

10,202

170%

Indicator 2.2: # of women in human mobility received access to protection
kits disaggregated by: Age, Disability, Ethnic background, SOGIESC (Pan-
ama)

10,000

9,993

100%

Indicator 2.3: of social dialogues co-led by women in human mobility and
members of local community in host communities and transit areas in
Costa Rica

225%

Indicator 2.3: of social dialogues co-led by women in human mobility and
members of local community in host communities and transit areas in Hon-
duras

113%

Indicator 2.3: of social dialogues co-led by women in human mobility and
members of local community in host communities and transit areas in Pan-
ama

10

10

100%

Baseline and Targets are from the LEAP M&E Tracker, “Results as of March 2025”
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Table 8. Progress and achievements against outputs

Outcome: Women affected by human mobility crisis lead, equally participate in and benefit from gender-resp

ama, Costa Rica and Honduras.

onsive protection services and social cohesion initiatives in Pan-

Output 1. Humanitarian ac-
tors have enhanced capaci-
ties to plan and deliver pro-
tection services, including
gender-based violence care,
responsive to the needs of
women in human mobility
in Panama, Costa Rica and
Honduras.

Output score: A (met milestones/ target). During first months of implementation, 4 Calls
for Action on Women in Human Mobility covering Costa Rica, Honduras and Panama, with
an additional report focused on Colombia’s border with Panama were elaborated. These
alerts were based on extensive consultations, including 72 meetings and 13 focus groups
that engaged over 80 women, girls, and LGBTIQ+ individuals in migration contexts. The
alerts pinpointed critical service gaps and challenges, offering concrete recommendations
for institutional and humanitarian actors to develop more inclusive, gender-responsive
responses. In Costa Rica, UN Women played a key role in validating an updated GBV re-
ferral and care roadmap through national protection and migration roundtables. 146 hu-
manitarian actors were trained in gender-responsive protection (exceeding the initial tar-
get by 243%) and 20 women’s organizations were actively included in planning (250%
above target). In Panama, a landmark field visit to the Lajas Blancas Migration Station
strengthened inter-agency cooperation. This visit influenced the national roadmap for
border protection, ensuring that community-identified needs shaped official policies. Pan-
ama’s achievements included training 441 humanitarian actors (over 200% above target)
and involving 39 women’s groups (325% of the original goal). In Honduras, UN Women
revived protection coordination spaces in Trojes and Danli, improving referral pathways
and inter-institutional response mechanisms. The country trained 539 humanitarian ac-
tors (exceeding the target by 674%) and successfully engaged 10 women’s organizations
in protection planning. A regional training program on gender and humanitarian action (in
collaboration with FLACSO) reached over 360 participants across migration offices, secu-
rity forces, and women’s ministries. In Costa Rica, UN Women developed and dissemi-
nated GBV prevention messages in Southern Border Migration Stations, empowering
women in transit with information on protection services. In Honduras, six state institu-
tions and multiple NGOs partnered with UN Women to train 320 humanitarian actors on
gender-sensitive approaches, quadrupling the original goal. A national protocol for
women in temporary shelters and a gender review of emergency contingency plans were
also developed. In Panama, 20 frontline workers (primarily Indigenous women and NGO
staff) were trained on Prevention of Sexual Exploitation and Abuse (PSEA). A follow-up
mechanism was established to monitor safe practices and ensure accountability. Addition-
ally, UN Women trained 41 local officials from border regions through the MIRPS Local
Governance Group on minimum standards for GBV prevention, ensuring that local gov-
ernments integrate gender considerations into municipal emergency responses.

Output score: A (met milestones/ target). KIl confirmed that Calls for Ac-
tion on Women in Human Mobility were thought as a baseline for capacity
building efforts and ended up being strategic advocacy tools pushing for
the integration of intersectional gender perspectives in regional migration
response planning. Due to the international context development, these
Calls for Action on Women in Human Mobility have not been yet pub-
lished. All consulted humanitarian actors confirmed that the project facil-
itated joint strategies, strengthened inter-agency coordination at both na-
tional and community levels and showed engagement from both institu-
tional and grassroots actors. The trainings provided to frontline respond-
ers, national institutions and local authorities were highly appreciated
since it served to gain essential knowledge on gender-responsive protec-
tion and to address intersectionality, recognizing that gender, migration
status and sexual identity create layered vulnerabilities. However, state
actors consulted mentioned that there is a need for continuous learning
mechanisms and monitoring systems to assess how well these lessons
translate into concrete actions in humanitarian settings.

Output 2 - Women in hu-
man mobility and in host
communities have in-
creased capacity to access
to and influence the pro-
tection service delivery

In Panama, protection services were pro-
vided to women in remote and high-risk areas, such as Darién, in coordination with
the Ministry of Women and the National Migration Service. Information and Orientation
Spaces for Protection (EIOP) were established at migration stations, facilitating access to
information on rights and GBV risks. A total of protection kits were distributed, tai-
lored to specific needs based on age, disability, ethnicity, and SOGIESC. In Costa Rica, the

Project beneficiaries con-
firmed that the protection services and sanitary kits were very useful. The
participatory methodology used to decide what will be in those protection
kits was highly appreciated since for once it was addressed the specific
needs of different groups. They also highlighted that the inclusion of
women community leaders in political dialogues allowed for greater

39



and social cohesion initia-
tives in Panama, Costa Rica
and Honduras.

coverage of protection services doubled, reaching 4,508 women. The project ensured the
distribution of 3,781 protection kits at border points, incorporating inclusive messaging
and risk mitigation guidance. In Honduras, the project exceeded its target, benefiting
7,965 women (initial goal: 6,000) and distributing 10,202 protection kits. Psychosocial and
legal services were strengthened in collaboration with COPECO, FAS, and APPM in key
areas. While in Costa Rica, support was provided to the “Red de Mujeres Migrantes y Re-
fugiadas” and the Southern Border Humanitarian Network, enabling 42 women leaders to
influence protection strategies. Participation in the Quito Process made it possible to high-
light solutions for reducing GBV and xenophobia. In Panama, twenty-five indigenous
women leaders were trained in human rights, leadership, and GBV prevention, leading to
the organization of 10 social dialogues. While in Honduras, the Law on Women in Emer-
gencies was implemented with regulations and shelter protocols, promoting social cohe-
sion through community events. A total of 9 social dialogues were held, surpassing the
initial target. UN Women’s approach strengthened the participation of women leaders in
the planning and delivery of protection services. In Panama, indigenous women lead pro-
tection planning in Embera, Wounaan, and Guna communities. In Costa Rica, women from
humanitarian networks participate in inter-agency coordination and provide peer support
to other women in mobility. In Honduras, trained women leaders serve as focal points in
shelters and community organizations. Despite the program’s success, challenges arose
due to the complexity of human mobility in the region: External factors: Economic crises,
natural disasters, and conflicts increased pressure on institutions with limited resources.
Inter-institutional coordination: Leadership changes and bureaucratic hurdles hindered
the continuity of actions. Effective communication and advocacy strategies were key to
overcoming these obstacles. Operational flexibility: Strategies were adjusted based on the
political and social realities of each country, ensuring the program's effectiveness.

representation and local ownership. Social cohesion activities served to
strengthening ties and breaking down limiting beliefs. Key informants
consulted confirmed that the active participation of migrant women
strengthened the sustainability of services, however it was also consid-
ered that mechanisms should continue to be developed to institutionalize
their participation in decision-making and ensure a more effective and co-
ordinated response.

From the point of view of both implementing partners and UNW staff, the
complexity of human mobility in the region and UNW's fast procedures in
the humanitarian context made it difficult to implement project activities
ontime. UNW!'s fast track procedures were described as anything but fast,
with high levels of bureaucracy that prevented the agility required by the
situation. In addition, inefficient inter-institutional communication and
changes in leadership positions was considered hindering the continuity
of actions. Internal support and training strategies were key to overcom-
ing these obstacles.

40



5.5. Sustainability

This section responds to two evaluation questions,
firstly, evidence of institutional capacity and women
empowerment achievements to be sustained or ex-
panded, and secondly, the effects of shifting political
priorities, fundings and policy environment for the
project sustainability. The related findings respond-
ing to these questions are presented below.

Finding 11. The project strengthened institutional

capacity and women's empowerment in migration

contexts through policy integration, training, and

leadership initiatives. Its long-term sustainability

remains uncertain due to high staff turnover, deep-

rooted gender inequalities, and the absence of a

clearly defined sustainability plan.

The project made significant contributions to
strengthening institutional capacity within the na-
tional institutions in the three countries involved and
advancing women’s empowerment in migration
contexts. It is worth noting that because cohesion di-
alogue initiatives, those primarily carried out in Hon-
duras and Costa Rica, peer-support networks among
women began to set up. According to those con-
sulted, these networks might continue to function
even after the project ends, thereby contributing to
the creation of alliances and female leadership. An-
other key aspect of sustainability was the institu-
tional capacity built through the project. In this
sense, there is evidence that policies and protocols
developed as part of this initiative were integrated
into government structures, which increases the
likelihood of their continuity. For instance, the Na-
tional System 911, Permanent Contingency Commis-
sion (COPECO) and the Women’s National Secretary
in Honduras mainstreamed specific women’s topics
in the national emergency response, as well as the
National Institute of Migrants in Costa Rica set up a
reception centre for migrants. When institutions
adopt gender-responsive policies and embed them
into their official frameworks, they have a stronger
chance of remaining in place over time. Additionally,

the project’s emphasis on training and knowledge
transfer contributed to equip government officials,
civil society actors, and local organizations with the
skills and understanding necessary to support mi-
grant women and girls effectively. These capacity-
building efforts are necessary to strengthen institu-
tional responses in the long term. However, and due
to high staff turnover, especially in the border
points, might challenge the capacities already
strengthened and knowledge transferred. Based on
the consultations and desk review carried out,
there’s is still a need to continue with the capacity
building initiatives to enhance the capacities of hu-
manitarian and government actors to mainstream
gender into the humanitarian response. In this
sense, the evaluation showed significant progress in
Honduras, where the humanitarian action architec-
ture was more developed and stronger background
of including gender-sensitive humanitarian response
than in the other two countries involved.

In terms of women’s empowerment, the project also
fostered leadership and participation among women
affected by human mobility crises. Based on the doc-
umentation reviewed, all the women targeted by the
project received protection services (4,000 in Cost
Rica; 7,965 in Honduras; and 10,000 in Panama).
Moreover, in the host communities where the social
cohesion activities were developed, many women
were encouraged to take on leadership roles, engag-
ing in advocacy efforts, and influencing in commu-
nity decision-making spaces. Stakeholders consulted
pointed out that these activities have contributed to
improving the women’s leadership in rural commu-
nities, however the sustainability of these achieve-
ments will depend on the availability of ongoing sup-
port to continue with these empowerment strate-
gies and to reach these remote areas. Additionally,
deep-rooted gender inequalities and cultural barri-
ers remain significant obstacles in the three coun-
tries. Without continuous advocacy, education, and
awareness-raising efforts, the progress made in

41



empowering women and girls could face resistance
or slow regression.

Lastly, and despite these efforts, there are critical
gaps that raise concerns about the project’s long-
term sustainability. One major challenge is the lack
of a clearly defined, long-term sustainability plan
that ensures the institutional capacity built through
the project will be maintained in the future. While
certain capacities were developed, there is uncer-
tainty about whether these will be sustained struc-
turally. The absence of a formalized long-term strat-
egy might put the project achievements at risk.

Finding 12. The evaluation showed evidence of

changes in government commitments to address-

ing migration challenges. However, recent shifts in

migration policies and leadership changes present

significant challenges to sustaining project initia-

tives. The project must adapt to evolving needs,

emphasizing quality protection services and gen-

der-responsive approaches.

The evaluation showed evidence of changes on gov-
ernment commitments for addressing migration
challenges throughout the project implementation.
For instance, the Government of Honduras demon-
strated a growing institutional commitment by de-
veloping the implementation and nationwide rollout
of the Law for the Protection of Women in the Con-
text of Humanitarian Crises, Natural Disasters and
Emergencies®.

However, recent shifts in migration policies, both do-
mestically and internationally, presented significant
challenges to sustaining project initiatives. For exam-
ple, U.S. migration restrictions and bilateral agree-
ments with countries like Panama and Honduras led
to a dramatic decline in northward migration flows.
Stakeholders reported an inverse trend, with in-
creasing numbers of migrants returning to their

55 Law No. 9-2023 for the Protection of Women in the Context of Hu-
manitarian Crises, Natural Disasters, and Emergencies was enacted in
2023. In 2024, UN Women collaborated with the Honduran govern-

ment to support its implementation and nationwide rollout, ensuring

countries of origin rather than continuing their jour-
neys. This shift altered the demographics and needs
of the population initially targeted by migration-fo-
cused projects, requiring rapid adaptation and flexi-
bility. Sustainability in this context hinges on the pro-
ject’s ability to recalibrate its strategies throughout
the implementation, for example, by addressing the
needs of returning migrants, rather than relying on
static assumptions about migration patterns. It is
crucial to adapt to the evolving needs within the con-
tinuously changing migration landscape.

Currently, uncertainty in government commitments,
exacerbated by leadership changes, further compli-
cates sustainability efforts. The 2023 Panama elec-
tion resulted in a new administration that swiftly al-
tered migration policies, underscoring how political
transitions can destabilize partnerships, funding, and
implementation frameworks. Future changes in
leadership could either reinforce or reverse current
policies, creating a volatile environment for long-
term planning. Additionally, while migration flows
may decline, the needs of migrants remain acute.
Psychological support, GBV and protection services,
and combating discrimination—particularly against
vulnerable groups like women, girls and LGBTIQ+
population—are persistent challenges that demand
attention. Projects should pivot toward these evolv-
ing needs, emphasizing quality of protection services
and ensuring gender-responsive approaches in the
human mobility crisis responses.

5.6. Human Rights and Gender®®

This section assesses to what extent the project
strategies considered the Leave No one Behind
(LNOB) approach and promoted diversity within the
target population.

Finding 13. The project integrated the LNOB ap-

proach, fostering community cohesion and

alignment with international standards and addressing gaps in enforce-
ment.
% The gender analysis was considered in section 6.1. (see finding 2).
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sensitization. However, challenges such as lan-
guage barriers, cultural norms, limited reach to
LGBTIQ+ populations, and the transient nature of
migrant women persisted. Efforts to promote di-
versity included empowerment initiatives and
bridging communication gaps.

The project integrated various strategies aligned
with the Leave No One Behind (LNOB) approach,
demonstrating a commitment to inclusivity and di-
versity. However, while the project made notable
strides in addressing the needs of migrant women

and girls’ certain challenges persisted that require
further attention.

One of the key strengths of the project laid in its ef-
forts to foster community cohesion and awareness.
The provision of workshops and empowerment initi-
atives was instrumental in raising awareness of mi-
grants’ rights, particularly in addressing issues re-
lated to violence, self-care, and mental health. Fur-
thermore, the survivor-centred approach employed
with GBV survivors was essential to ensure the nec-
essary support in a confidential and secure manner.
Additionally, efforts to adapt methodologies to dif-
ferent cultural contexts, such as psycho-education
activities within Emberd Wounaan communities in
Panama (indigenous population), indicated an
awareness of the importance of intercultural ap-
proaches in training programs.

Despite these achievements, several challenges re-
main. One of the most significant barriers pointed
out by most of the stakeholder consulted were the
limitations with language accessibility, particularly
for non-Spanish-speaking migrant women and girls,
including those from Haiti, Africa, and Asia. The ab-
sence of adequate translation services hindered the
ability to seek humanitarian aid and report cases of

GBV. Cultural and gender norms also presented con-
straints, as women from regions such as Africa, and
South Asia often face restrictive societal expecta-
tions and gender discriminations that limit their abil-
ity to engage with services independently as always
must be accompanied.

Another notable gap also identified was the limited
reach to LGBTIQ+ populations. Stakeholders ob-
served that LGBTIQ+ organizations and communities
were not substantially involved in emergency re-
sponse efforts. The project did not implement tar-
geted initiatives to address the specific needs of
LGBTIQ+ individuals, which remains an area for im-
provement. Additionally, the transient nature of
many migrant women posed a challenge, as their
short stays—sometimes only a matter of hours—
made it difficult for them to participate in specific
sessions or receive assistance. Although interven-
tions were adjusted to accommodate this reality,
further efforts are needed to ensure that outreach
and humanitarian response remain effective within
the limited timeframes available.

Lastly, the promotion of diversity within the project
was also evident in several aspects. In Honduras
some empowerment initiatives, such as the men-
strual hygiene initiative using recycled materials and
made locally, provide both economic opportunities
for migrant women and a means of strengthening
tied with host communities. Additionally, some at-
tempts were made to bridge communication gaps in
the three countries, including the use of mobile
translation applications and visual materials for in-
formation and dissemination with migrant popula-
tions.
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6. LESSONS LEARNED & GOOD PRACTICES

The lessons identified are coherently drawn from
the findings, offering an analysis of their potential
broader relevance while acknowledging any limita-
tions that may influence their applicability in differ-
ent contexts. The key lessons learned, and good
practices are outlined below.

LESSON LEARNED 1 - Agile processes and realistic
planning are critical for short-term humanitarian
projects, particularly for development-oriented or-
ganizations

The LEAP-Trayectos project underscored the diffi-
culty of adapting traditional development protocols
to the urgent demands of humanitarian contexts.
The compressed timeline led to bottlenecks in pro-
curement, staffing, and coordination, especially in
Costa Rica and Panama, where delayed starts hin-
dered service delivery. This lesson emphasizes the
need to build internal flexibility, streamline deci-
sion-making mechanisms, and anticipate risks
through acceleration plans. While such adaptations
can mitigate the effects of rigid bureaucracies, their
success remains limited without adequate planning
time and contextual readiness.

LESSON LEARNED 2 - Responding to human mobility
dynamics requires flexibility to adapt to rapidly
changing contexts and needs.

The project faced changes in migration patterns, re-
quiring adjustments in intervention points. For ex-
ample, the reorientation of activities from the Dar-
ién Province to Panama’s northern borders high-
lighted the critical need for agile operational frame-
works. Resource reallocation and strategic coordi-
nation allowed for responsiveness, but limited in-
frastructure, changing policies, and the lack of real-
time data hindered timely adjustments. This high-
lights a broader applicability: humanitarian inter-
ventions must include flexible deployment models
and context monitoring to remain effective in vola-
tile environments. However, the ability to adapt
may be constrained by rigid donor requirements
and delayed decision-making.

LESSON LEARNED 3 - Effective and agile project co-
ordination among partners is key to maximizing im-
pact and ensuring complementarity.

The project illustrated how structured coordination
spaces, particularly in Honduras, enabled alignment
across UN Women, local NGOs, UN agencies and
government actors. Gathering different implement-
ing partners around the table, discussing the limita-
tions, weaknesses and opportunities to work is not
only important for a better management of funds
and resources, but also to improve coordination
and complementarity between them and UN
Women. However, variations in partner experience,
rigid procedures, and high staff turnover often frag-
mented coordination efforts. This finding suggests
that coordination must go beyond information
sharing: it requires shared decision-making proto-
cols, clearly defined roles, and adaptive mecha-
nisms that respond to emerging challenges.
Broadly, this is applicable to multi-stakeholder hu-
manitarian projects, though its effectiveness de-
pends on prior inter-agency trust and strong local
leadership.

LESSON LEARNED 4 - Proactive oversight and risk-
informed planning are essential to mitigate delays
and safeguard humanitarian delivery

In the LEAP project, initial delays in procurement
and fund disbursement revealed the limitations of
standard oversight practices. Strengthening ac-
countability from the outset, particularly through
tailored risk management plans, could have antici-
pated contextual, and operational risks. This lesson
extends to other humanitarian contexts where
rapid changes in policy or political leadership affect
program stability. However, oversight mechanisms
are only as effective as the adaptability of financial
and administrative systems, something the project
struggled with due to procedural constraints and lo-
cal regulatory mismatches.

GOOD PRACTICE 1 - Good contextual understanding
enhances the relevance and effectiveness of hu-
manitarian interventions.

The project’s initial Call for action on women in hu-
man mobility and tailored activities—like the adap-
tation of protection kits to local needs—enabled
strong alignment with community dynamics. In Pan-
ama, incorporating indigenous perspectives and
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social cohesion activities further validated this ap-
proach. This practice is broadly applicable across re-
gions but requires early investment in participatory
assessment tools and localized knowledge. How-
ever, the absence of robust needs assessments for
LGBTIQ+ populations showed the limits of contex-
tualization when there was no access to the group
from data collection or consultation processes.

GOOD PRACTICE 2 - Involvement of project benefi-
ciaries in decision-making processes brings success
to the project, fosters ownership, improves rele-
vance, and strengthens project outcomes.

Facilitating the participation of beneficiaries in the
design of what should have a protection kit not only
fostered a sense of ownership but also ensured that
their voices were heard and that their actual needs
were met, avoiding the imposition of items that
may have proved less useful. This participatory ap-
proach reflects a scalable model for humanitarian
design, where end-users co-create solutions. How-
ever, success depends on sufficient time, local facil-
itation capacity, and safe spaces for diverse voices,
particularly marginalized groups such as LGBTIQ+
individuals, who in this case were often absent from
the process due to fear of stigmatization.

GOOD PRACTICE 3 — A holistic and multi-level ap-
proach enhances the resilience and sustainability of
humanitarian interventions

The project adopted a comprehensive strategy that
combined direct service provision, such as protec-
tion kits, with capacity-building for humanitarian ac-
tors, women’s networks, and civil society organiza-
tions. This integrated model is not always present in
typical humanitarian interventions and added sig-
nificant value to the project, as well as creating ca-
pacity in countries without previous experience in
humanitarian responses.

GOOD PRACTICE 4 - Strategic investment in local ac-
tors’ capacity-building ensures continuity and local-
ization of gender-responsive services.

Recognizing the temporary nature of the project, a
key focus from the beginning was on strengthening
the capacities of implementing partners, local part-
ners and stakeholders. This approach aimed to en-
sure the continuity of services and advocacy efforts

beyond the project’s duration, by equipping actors
with the tools and knowledge to deliver gender-re-
sponsive support and to engage effectively in pro-
tection and coordination spaces. In Honduras, ex-
isting grassroots organizations and networks ena-
bled rapid uptake and ownership. This model is
broadly transferable to other crisis settings, but its
success requires early engagement, context-appro-
priate training tools, and follow-up mechanisms to
address high turnover at governmental level, which
remained a limitation in Costa Rica and Panama.

GOOD PRACTICE 5 - Building inclusive and effective
humanitarian responses through proven practices.

The evaluation highlights the continuation and rein-
forcement of existing practices such as cross-sec-
toral collaboration, social cohesion initiatives, aca-
demic partnerships, and frontline engagement as
good practices contributing to the success of the
project. These practices have demonstrated their
effectiveness in promoting gender-responsive and
inclusive humanitarian action and should be sus-
tained and scaled where possible. However, replica-
bility depends on institutional openness and the
availability of safe, inclusive spaces, still lacking for
LGBTIQ+ populations in several intervention areas
due to fears of discrimination and social exclusion.

45



7. CONCLUSIONS

1. Gender-responsive design and alignment with
gender equality commitments.

The project’s gender-transformative design effec-
tively responded to the intersecting vulnerabilities
of women, girls, and marginalized groups in migra-
tory contexts, demonstrating both contextual rele-
vance and alignment with UN Women’s and Japan’s
humanitarian and gender equality commitments.
Its use of culturally adapted methodologies and sur-
vivor-centered responses indicates a commendable
application of the LNOB principle. However, limited
inclusion of LGTBIQ+ persons and language accessi-
bility gaps reveal that intersectionality was not fully
operationalized. These omissions highlight a need
for stronger institutional mechanisms to systemati-
cally identify and respond to all forms of exclusion.
Coordination challenges, especially with local insti-
tutions, further point to insufficient integration with
national systems—Ilimiting sustainability and scale-
up. For future interventions, these findings suggest
the strategic importance of early stakeholder map-
ping and long-term institutional embedding of
methodologies to move beyond project-based
gains toward policy-level transformation.

Related to findings: 1, 2, 3, 4, 5, 13.

2. Achieving gender-responsive outcomes

The project demonstrated a strong capacity to
achieve short-term gender-responsive outcomes,
particularly in enhancing access to protection ser-
vices, fostering leadership and women’s empower-
ment and raising awareness of GBV in mobile and
host communities. Its participatory design and lo-
calized delivery models were valued by beneficiar-
ies and show a clear pathway for gender main-
streaming in humanitarian action. Besides, the pro-
ject made significant strides in advancing women's
leadership and empowerment within migration and
crisis contexts. By integrating gender-sensitive pro-
tocols, delivering targeted training, and fostering

leadership initiatives, it not only strengthened insti-
tutional capacities but also elevated the voices of
women affected by human mobility. Guided by the
WPS framework, the project contributed to em-
power local women peacebuilders to take active
roles in peacebuilding and social cohesion efforts.

Nonetheless, persistent implementation bottle-
necks—logistical delays, procurement inefficien-
cies, and limited flexibility to evolving migration
flows—diminished timeliness and effectiveness.
These operational weaknesses signal a lack of adap-
tive management systems that are critical in hu-
manitarian contexts. Additionally, while qualitative
feedback confirms positive behavioral shifts, the ab-
sence of robust impact metrics limits the project's
ability to evidence systemic change. Strategic deci-
sion-makers should interpret these findings as a call
for enhanced agility in delivery mechanisms,
stronger quantitative frameworks for tracking insti-
tutional transformation, and more structured en-
gagement with grassroots actors to ensure lasting
local ownership.

Related to findings: 6, 8, 9, 10.

3. Sustainability of changes achieved

While the project made strides in embedding gen-
der-sensitive protocols and fostering women’s lead-
ership, particularly among indigenous groups, these
achievements remain vulnerable without a formal
sustainability strategy. Its success in policy integra-
tion (e.g., the incorporation into Honduras’ legal
frameworks) illustrates the potential for institu-
tional transformation when advocacy, capacity
building, and leadership support converge. How-
ever, the durability of results is at risk due to politi-
cal instability, inconsistent national commitment,
and limited ongoing training mechanisms. Moreo-
ver, despite the project's short implementation pe-
riod and the notable progress achieved through so-
cial cohesion initiatives, it remains crucial to ensure
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sustained support for local actors to consolidate
and expand peacebuilding efforts. These findings
reveal a crucial insight: sustainability in humanitar-
ian settings depends not only on technical interven-
tions but on building resilient ecosystems of prac-
tice. Future efforts should prioritize the develop-
ment of institutional anchors (e.g., permanent
training units, local advisory committees), alongside
advocacy strategies that maintain political momen-
tum and civil society engagement during periods of
flux.

Related to findings: 9, 11, 12.

4. Monitoring, Evaluation, and Learning

The project developed a robust M&E Analyst, which
although starting late in the project stages, was in-
strumental in shifting toward a results-based man-
agement approach. The hiring of a dedicated M&E
officer and development of tailored tools marked a
turning point, enhancing both accountability and
learning. However, inconsistencies in indicator de-
sign and misalignment with the project’s dynamic
context undermined data reliability and interpreta-
bility. This reveals a deeper design flaw: the indica-
tors were not sufficiently flexible or context respon-
sive. These limitations suggest that even strong
M&E systems falter without adaptive planning and
ongoing reflection. For future programming, invest-
ments in real-time data feedback loops, participa-
tory indicator reviews, and flexible monitoring
frameworks will be essential to ensure learning
drives timely course correction and strategic adap-
tation.

Related to finding: 8.
5. Adaptability to evolving humanitarian contexts

The project’s ability to reallocate resources and de-
ploy mobile units in response to new migration
hotspots showecases its tactical adaptability. Yet,
this responsiveness was largely reactive, shaped by
delayed assumptions about migration flows. The in-
troduction of acceleration plans occurred after crit-
ical opportunities had passed, suggesting that early

warning and contingency planning mechanisms
were underutilized. This pattern highlights the
broader challenge of integrating foresight and an-
ticipatory action into humanitarian programming.
For decision-makers, this points to the urgent need
for scenario planning and risk-informed program-
ming that can proactively respond to the volatile na-
ture of migration crises. Strengthening strategic
foresight capacities will be essential to transform
reactivity into resilience.

Related to findings: 2, 8.

47



8. RECOMMENDATIONS

Initial recommendations were built based on triangulation of the information collected and presented as a set of
potential areas of work. These evaluation recommendations are derived from the findings and correspond to one
or more of the conclusions outlined above. The recommendations have been validated by key stakeholders
through meetings and communication exchanges and are classified according to their level of priority and timeline.

RECOMMENDATION 1. Institutionalize and strengthen gender-transformative practices into humanitarian
responses initiatives.

Priority — High Timeline — Short-term Related to conclusion: 1 and 2.

Suggested steps to be taken:

— Ensure that gender considerations, such as gender analysis and gender need assessments are integrated from
the initial phase of any project. Consider also the analysis from an intersectionality approach and incorporate
data and information about different axes of vulnerabilities and discrimination.

— Embed gender-transformative tools (e.g., Calls for Action on Women in Human Mobility, GBV referral proto-
cols) into national migration and humanitarian frameworks through formal agreements with governments or
humanitarian networks at the national level.

— Continue the efforts to design and develop comprehensive leadership and women’s empowerment compo-
nent into LEAP initiatives/programmes that combine structured mentorship, targeted capacity-building work-
shops (on leadership, negotiation, and policy engagement), and support for the creation and strengthening of
women-led networks and coalitions.

— Strengthen inclusive outreach to LGBTIQ+ population by developing targeted strategies, such as establishing
safe spaces, partnering with LGBTIQ+ organizations, and integrating specific indicators into monitoring frame-
works.

— Incorporate specific activities to work and engage with male population, either through prevention activities,
or by involving them as equal and supportive intimate and/or affective partners, or even as agents of change
against GBV, into the protection service delivery.

To be led by: UN WOMEN (Women, Peace and Security and Humanitarian Action team), National Governments
(migration departments and women'’s affairs machineries), CSOs and international humanitarian organizations and
UN agencies.

Impact: ensure gender-responsive protection services in humanitarian response and gender discriminations prac-
tices within migrant population and improve social cohesion in host and migrant communities.

Difficulty: moderate due to institutional resistance (gender-transformative practices challenge existing power dy-
namics) and inadequate training or understanding of intersectionality and gender equality approaches among ser-
vice providers and institutions.

If not implemented there is a heightened risks of failing to adequately address the differentiated needs of women,
girls and LGBTIQ#+ individuals in crisis setting. Gender-blind responses can exacerbate existing gender inequalities
and limit the effectiveness of humanitarian interventions.
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RECOMMENDATION 2. Strengthen the sustainability of knowledge on gender related issues by promoting in-
clusive capacity-building strategies with key stakeholders from the LAC region

Priority —  High Timeline —  Short-term  Related to conclusion: 2 and 3
Suggested steps to be taken:

— Institutionalize training programs for humanitarian actors, border officials, and police on gender-re-
sponsive protection services, with refresher courses to counter high turnover rates.

—  Develop tools and knowledge repositories to ensure training programs address diversity, including
gender, ethnicity, disability, sexual orientation, etc. involving staff at all levels—not just those working
in gender or social development.

—  Deliver gender-responsive training on social cohesion and women’s empowerment through mobile
service units targeting women, girls in mobility and host communities.

—  Collect short feedback surveys to monitor what women and girls in mobility and host communities are
learning and use data to improve training program content over time.

To be led by: UN Women (WPS and Humanitarian Action teams; and UNW training centre), the gender or

women department of academic institutions from LAC, protection areas and/or gender focal points of
international humanitarian agencies (e.g. IOM and UNHCR) and potential IP of LEAPs initiatives.

Impact: Improved gender-responsive humanitarian services since frontline actors will be better equipped to
understand and respond to the specific needs of women, girls and LGBTIQ+ in mobility crises. Strength-
ens the project’s LNoB approach through inclusive outreach.

Difficulty: Moderate.

If not implemented: GBV, violence and trafficking networks will be perpetuated in human mobility crisis. Be-
sides, it might also represent a missed opportunities for regional cooperation and partnership. Addition-
ally, women and girls in mobility may miss critical opportunities to access information, support and ca-
pacity-building.

RECOMMENDATION 3. Optimize procurement and logistical processes of UNWOMEN for humanitarian
action initiatives
Priority — High Timeline Short-term Related to conclusion: 2
Suggested steps to be taken:

—  Streamline procurement procedures (e.g., pre-approved supplier lists, decentralized decision-making)
to reduce delays humanitarian and emergency activities and service delivery.

)

Negotiate with donors more flexible procurement timelines and policies.

)

Develop agreements at local level with multiple suppliers to be agile and respond accordingly to the
emergency.
—  Review and adapt UNW fast-track procedures for humanitarian action initiatives.

To be led by: UN Women (Regional Office WPS and Humanitarian Action areas, procurement areas; and pro-
gramme manager with linkages to WPS areas within the Country Offices).

Impact: it will improve the efficiency and the cost-effectiveness of humanitarian response initiatives since it will
reduce bureaucratic delays, and it will accelerate service delivery.




Difficulty: moderate.

If not implemented: it will be missed gender-sensitive opportunities and it will be losing credibility with local
and national partners and with donors.

RECOMMENDATION 4. Promote adaptive management for continuous learning on humanitarian actions re-
sponses

Priority — Medium-high  Timeline — Medium-term  Related to conclusion: 2, 3,4 and 5
Suggested steps to be taken:

— Establish feedback loops to integrate lessons learned and adjust strategies, accordingly, and including par-
ticipation of humanitarian staff and teams to review and adapt the logic of intervention according to the
humanitarian and migration trends.

— Conduct regular context analyses to recalibrate programming in response to changing migration flows (e.g.,
rising returns, policy changes, etc.).

— Provide translation services, multilingual materials, and culturally adapted methodologies (e.g., visual aids,
community liaisons) for non-Spanish-speaking migrants, particularly Haitian, African, and Asian populations
in any humanitarian action response.

To be led by: UN Women (Regional Office WPS and Humanitarian Action areas, procurement areas; and pro-
gramme manager with linkages to WPS areas within the Country Offices).

Impact: by integrating ongoing learning and adapting to changing migration trends, humanitarian actions re-
sponses become more relevant, timely, and effective. Besides, humanitarian teams may feel more engaged and
capable of influencing change when they can adapt strategies based on what they learn (staff empowerment and
ownership).

Difficulty: Moderate-high

If not implemented: without adaptive management, humanitarian interventions risk becoming disconnected
from the realities of migration flows and needs on the ground. Additionally, there is also the risk of humanitar-
ian staff frustrated.

RECOMMENDATION 5. Strengthen institutional partnerships at regional and national level

Priority — Medium-high Timeline 5 Short-term Related to conclusion: 2 and 3

Suggested steps to be taken:

— Convene permanent policy dialogue: Organize roundtable discussions with authorities at regional and na-
tional level to address more efficiently government needs, gain ownership and align project methodologies
and approaches with national frameworks

— Develop MoU with different entities working on human mobility and gender-related issues at national level
aiming at establishing formal agreements for long-term institutional adoption of strategies and collaboration
with UNW

— Collaborate in building internal capacities— As part of the MoU train government agencies on gender-respon-

sive human in mobility policies (migrants, refugees, IDPs)

To be led by: UN Women (WPS and Humanitarian Action areas) will serve as the lead agency in reinforcing collab-
oration with national protection institutions and civil society organizations operating at the national level




Impact: Greater sustainability of project interventions, institutionalized gender-responsive protection mechanisms

Difficulty: Medium — requires coordination among multiple stakeholders and policy adjustments.

If not implemented: Lack of continuity in protection services; short-term impacts without systemic change.

RECOMMENDATION 6. Enhance multi-sectoral partnerships expanding engagement with actors in health, legal and
economic sectors to provide a more holistic support system

Priority —» Medium-high ~ Timeline  Medium-term  Related to conclusion: 2 and 3.

Suggested steps to be taken:

— Conduct stakeholder mapping to identify relevant actors in health, legal aid, economic empowerment, and
other sectors working at the borders

— Develop pilot joint initiatives to implement small-scale multi-sectoral programs to test integration effective-
ness.

To be led by: UNW (WPS, Humanitarian and Women Economic Empowerment areas), UNFPA, IOM (areas / depart-
ments participating in the IASC); local governments (with linkages to the national Mechanisms for the Advance-
ment of Women) and WROs.

Impact: Holistic service provision, improved protection coverage, and strengthened coordination.

Difficulty: Medium: Requires engagement with diverse sectors beyond traditional humanitarian actors.

If not implemented: Limited-service coverage, fragmented assistance, and reduced support for migrants.
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