


Designing 
Collective Impact 
in Migration 
Ecosystems in 
Querétaro, 
Mexico

2



“I’m Ana Vázquez, a social innovation strategist 
working at the intersection of human mobility, public 
policy, and systems change.

I collaborate with civil society, academia, and public 
institutions in Mexico to design collective processes 
that strengthen rights-based responses to migration.
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“How much do we 
know about 
migration?
I’m going to share some statements. 

Select the thumb up  if you agree  
and the thumb down if you disagree  
with the following statements.



“Transitor; expulsor, comar 1970 comar, destino, retorno, integración. Tradición de asilo muy alto, desde la 
adhesion de 1950 convención, a favor de la regulación de la movilidad humana. Personas migrantes, 
desplazadas internas, irregular, regular. El estado tiene un trabajo de intración de qro. 
Edo estrategico porque por ahi pasa la bestia, lo veían como estado de descanso, pero por politica 
migratoria tiene los servicios publicos para que se integren de manera exitosa. Nacen actores aliados 
2019 caravanas de haiti, autoridaces de qro se dieron cuenta de que no habían herramientas para actuar 
en favor a derechos humanos, de 2019, llegó hias 2021, cami se fortaleció, 2022 llegó giz con acnur en el 
programa profil comar proteger alrefugiado, instituto de migración, trabajan con las autoridades del 
estado, defensoria de derechos humanos, del trqabajo, educación. A traves de otros actores se aliaron para 
trabajar a favor de estrategias que fomentaran.. Acnur se enfoca con personas refugiadas y solicitantes de 
asilo, no hay comar, hias se enfocaba de las demás con el cammi.  Gracias a eso, la ley de atención a las 
migración se integro a personas refugiadas , y protección a las infancias. la reforma de atención a las 
migraciones, capacitaciones a los municipios, politica publica en el estado, clinica con academia, 
vinculación con la legislatura. 2024 se fueron fondos, cierra profil a falta de fondos. 2025 crisis 
humanitaria por gobierno de trump. Cierra cammi. 
Short Summary Paragraph: Mexico’s Migration Context
Mexico occupies a strategic position in regional migration dynamics, functioning
simultaneously as a country of origin, transit, destination, and return. In recent years, the
country has experienced a significant increase in people seeking international protection, placing
Mexico among the top countries globally in terms of asylum applications. This shift reflects
broader displacement trends in the Americas, where violence, economic instability, governance
challenges, and climate-related factors are driving people to flee their homes. As a result,
Mexico’s asylum and protection systems have become increasingly important in ensuring that
people in need of international protection can access safety, rights, and opportunities for
integration.



“ Migrants are people who have 
been forced to flee their 
homes due to armed conflict, 
persecution, human rights 
violations or other serious 
threats.
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“ Migration refers to the movement of 
people from one place to another for 
various reasons, while refugees are 
people who have been forced to flee 
their homes due to armed conflict, 
persecution, human rights violations 
or other serious threats.



“ In the case of Mexico, the 
country is a transit point for 
migrants and refugees. This 
means that they pass through 
Mexico with aim of reaching 
the United States, but do not 
stay here.”
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“ Mexico functions as both a transit and 
destination country.

Recent stricter U.S. migration policies 
have led more migrants to settle in 
Mexico.



“ The number of refugees rose from 
27,100,000 in 2021 to 35,300 at 
the end of 2022. This is the highest 
figure on record. 
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“ This represents an increase of 
19,000,000 people compared to 
2021, exceeding the populations of 
Ecuador and the Netherlands. 

One in every 74 people has been 
forced to flee.



“ In Mexico, in 2021, we reached a 
record of 130,000 people, making it 
the country with the third highest 
number of applications in the world.
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“ The main reasons are:
-Violence, political instability, and economic crises in 
countries such as Honduras, Haití, Venezuela, and El 
Salvador.

-Stricter border and migration policies in Estados 
Unidos that limit onward movement.

-More migrants remaining in Mexico and seeking 
protection through institutions like COMAR, 
supported by organizations such as UNHCR.

In 2022 it ranked second with more than 
118,000 individual applications.
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Context 
general de 
México● Mexico acts as a country of origin, transit, 

destination, and return.

● Asylum applications have significantly increased 
in recent years.

● Displacement in the Americas is driven by 
violence, economic instability, governance 
challenges, and climate impacts.

● Mexico’s asylum and protection systems play a 
key role in ensuring safety, rights, and 
integration opportunities.



Right to Asylum

● Seeking asylum is a fundamental human right under 
international law.

● States must protect people fleeing persecution, violence, or 
threats to life and freedom.

Migrants vs Refugees

● Migrants: move voluntarily (work, education, family).
● Refugees: forced to flee due to persecution or serious 

threats.



Mexico’s Legal Framework

● Signatory of the 1951 Refugee Convention and 1967 Protocol.
● Protection system managed by the Mexican Commission for 

Refugee Assistance (COMAR) in 1970

Recent Trends

● Record asylum applications: ~140,000 in 2023.
● Main countries of origin: Honduras, Haiti, Cuba, Venezuela, El 

Salvador.
● Reflects regional displacement across Latin America and the 

Caribbean.



El Bajío
Context
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Highlights

● 10 Years

● Grew team from 3 to 10 

● Led world-class rebrand

● Endless Laughs

● Inspiring leader

Principal migration 
routes routes

Routes of “The 
beast”
Shelters
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You can frame it like this:

Before CoLab, I was already collaborating within an 
intersectorial migration network in Querétaro composed of 
13 organizations — including universities like Universidad 
Autónoma de Querétaro and Tecnológico de Monterrey, 
legal defense actors such as the Instituto Federal de la 
Defensoría Pública, and migrant support organizations like 
CAMMI.

Then state the tension:
Despite goodwill and expertise, coordination was fragile, 
advocacy was fragmented, and systemic violations 
persisted.

That sets the problem.

The Intersectorial Network 
for the Integration of 
People in Mobility

1. Network Strengthening 
and Learning: Contributing 
to the process and 
strengthening 
organizations through 
mutual learning and the 
exchange of network 
events.

2. Sensitization to Society 
about the Integration of 
People in Mobility:

Promoting a culture of respect, 
empathy, and solidarity towards 
this group in various spaces.

3. Assistance to People in 
Mobility through the 
Creation of a Roadmap 
and Job Opportunities 
Search: Facilitating 
assistance to people in 
mobility by creating a 
roadmap and actively 
seeking job opportunities. 
(Through tools and 
methodologies of 
participatory design.)

4. Coordination of Actions in 
Favor of People in 
Situations of Mobility:

Establishing alliances with 
national and international 
organizations to share best 
practices, generate synergies, 
and strengthen the actions of the 
Network. This includes promoting 
inclusive and respectful 
narratives about migration.

● Construir agenda conjunta
● Detectar intersecciones, necesidades y áreas de 

oportunidad para promover el disfrute de derechos
● Instalar capacidades institucionales para favorecer la 

integración local
● Articular esfuerzos que permitan la atención de necesidades
● Divulgar información que facilite el acceso a servicios
● Reforzar la comunicación y el trabajo en red
● Concientizar sobre la movilidad humana através de 

dinámicas

culturales y de integración

-> Build a shared agenda
-> Identify intersections, needs, and areas of opportunity 
to promote the enjoyment of rights
-> Establish institutional capacities to foster local 
integration
-> Coordinate efforts to address needs
-> Disseminate information to facilitate access to 
services
-> Strengthen communication and networking
-> Raise awareness about human mobility through 
cultural and integration initiatives



Actor 2
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Arrival of HIAS, 
PROFIL 

PROGRAM, 
CAMMI

Collaboration 
with authorities

2023

International 
funding 
reduction
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PROFIL 
Program. (HIAS 
and ACNUR)
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Network for the 
Integration

Humanitarian 
crisis, CAMMI 
closes
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→ Arbitrary detentions
→ Asylum delays
→ Administrative barriers
→ Limited access to rights
→ Weak institutional coordination
→ Xenophobia and racism
→ No funding



What if… 



What if…  against all 
odds.. 



What if…  against all odds.. 
We remain  resilient by 
co-designing strategies 
and working together?



Collective Impact
An intersectoral collaboration approach that facilitates the 
resolution of complex social problems through coordinated action 
by multiple actors.

It emerged as a response to the limitations of isolated efforts to 
generate systemic change.

It is based on the idea that no organisation, no matter how capable, can 
transform an entire system on its own, but they can do so when they 
share a vision, a strategy and coordination mechanisms that are 
sustained over time.

It is used in collaborative governance, public policy, social innovation and 
institutional strengthening processes in areas such as human mobility, 
health, education and community development.



The methodology

Mutually reinforcing 
activities

Continuous 
communication

Central support 
organisations

Common agenda

Shared measurement 
systems



Research & Systems 
Mapping

- Institutional desk research
- Semi-structured interviews
- Thematic coding

-Good practices
-Challenges
-Strengths
-Services
-Strategic tensions



Systems Mapping

Actors mapped:
Government
Civil society
International cooperation
Academia
Legal clinics
Migrant communities
Journalists

Outputs:
Influence-impact matrix
Stakeholder dossier
Service ecosystem map



PHASE 2



Day Collective Impact 
Workshop DAY 1
System diagnosis
Problem drilling



Day Collective Impact 
Workshop DAY 1
System diagnosis
Problem drilling
Key findings
Prioritization

● Organizational 
disarticulation

● Lack of shared data
● Weak institutional 

communication
● Xenophobia
● Lack of political will



Day Collective Impact 
Workshop DAY 1
System diagnosis
Problem drilling
Key findings
Prioritization ● Organizational disarticulation

● Communication gaps
● Lack of sensitization





Day Collective Impact 
Workshop DAY 2

Quick wins (90 days)
Deep work (6–12 months)
Indicators
Governance agreements



More actors involved
One-year shared agenda
Defined indicators
Governance mechanisms
Assigned responsibilities
Documented report

Tangible Outcomes!

The main output was not a 
document — it was a shift from 
parallel action to coordinated 
intention.
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Network for 
the 

Integration

2026



Reflections
1. Collaboration Needs Architecture
Goodwill is insufficient without structure.
2. Design Is Political
Facilitation shapes power distribution.
3. Data Is a Trust Mechanism
Shared evidence reduces institutional ego.
4. Leverage Points Matter
Trying to fix everything collapses momentum.
5. Design the Governance, Not Just the Service
Humanitarian innovation often overlooks 
coordination systems.

Key reflection:

The main output was not a 
document — it was a shift from 
parallel action to coordinated 
intention.



Reflections
1. Collaboration Needs Architecture
Goodwill is insufficient without structure.
2. Design Is Political
Facilitation shapes power distribution.
3. Data Is a Trust Mechanism
Shared evidence reduces institutional ego.
4. Leverage Points Matter
Trying to fix everything collapses momentum.
5. Design the Governance, Not Just the Service
Humanitarian innovation often overlooks 
coordination systems.

Key reflection:

The main output was not a 
document — it was a shift from 
parallel action to coordinated 
intention.

¡No compitas, has 
compitas!

Don't compete, 
make friends!



What if we treated migration 
not as a crisis, but as a 
design challenge for more 
inclusive societies?



If resilience emerges from 
co-design and collaboration, 
the question is: who needs to 
be at the table that 
currently isn’t?
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A look  back

At the highlights!


