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As we write these lines, 5 communities gathering a total estimated population of 1,100 persons (205 
families) are working with Fondo Para la Paz. In these communities, men and women have defined their 
development priorities, on which mixed planning committees have worked to propose concrete 
development projects. Fifteen women volunteered as promoters to assist FPP in the capacitation of 
beneficiaries and project monitoring. 

PROGRESS TOWARD GOALS 
The Following section proposes an overview of the project realizations that allowed Fondo Para la Paz to 
fulfill its commitment with the Kellogg Foundation. After a short reminder of the approved objectives, it will 
present succinctly the main activities that were carried since the project started, then enter into details of 
the realization of our targets. 

SUMMARY OF CARRIED ACTIVIT IES 
The project officially started in June 2013. The first five month were mainly dedicated to pre-assessment and 
administrative activities prior to the recruitment of a project team, under the direct management of the 
Community Development Coordinator in FPP´s central offices. The selection of the project director – with 
the title of Regional Manager – lasted from August to October: 40 applications were analyzed until the 
recruitment was finalized in November. Actual operations, as presented in the Table 1, started from this 
point. 

After a period of training and documentation on the regional context, the Regional Manager for Chiapas was 
in charge of investigating the opportunities of intervention in the different communities of Pantelhó, 
building partnerships with other organizations, organizing the implantation of a local office and recruiting 
the local team to carry the operations in the field. Exploratory missions were organized in December and 
February, to acquire a better knowledge of the communities and establish first contacts with local 
authorities and civil society organizations. 

Options for our physical implantation were analyzed with FPP´s Community Development Coordinator and a 
general strategy was set to develop our interventions. Premises for office installation were rented in 
February. Accommodation works, furnishing and equipment took place in the following months, and the 
office was totally operational at the end of May. 

A Regional Supervisor was recruited in March, and took its office in April. Our State coordinator from Oaxaca 
completed its training the same month and Fondo Para la Paz was formally presented in the preselected 
communities. At the end of the first week of May, official collaboration agreements were signed with 5 
communities. 

Relations with other organizations intensified during the same period. The municipality of Pantelhó officially 
committed itself to support FPP´s operations at the end of March. In April, Fondo Para la Paz integrated an 
initiative gathering civil society organizations working for the development of the Altos region of Chiapas. A 
proposal for a long-term project gathering Fondo Para la Paz and 8 other organizations to improve nutrition 
in primary schools and local food production is currently being designed, and its first phase will be proposed 
for funding at the end of August. 

The project team was completed in May with a community technician and participative needs assessments 
were carried in the 5 communities under agreement. These meetings also allowed the formation of 
Community Planning Committees and the recruitment of 15 volunteer community promoters. As we write 
these lines 5 concrete development projects have been issued, or are at the point to be issued, from 
participative planning sessions. 
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Table 1: retroactive chronogram of carried activities since November 2013
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1.  ESTABLISH A  LONG TERM INVOLVEMENT OF  FONDO PARA LA  PAZ IN PANTELHÓ 
FPP doesn’t focus on specific thematic issue like water, food security or sanitation. Our model of 
intervention focuses on geographic areas and people, in a long-term, sustainable development process. The 
implantation of Operational Centers at a maximal distance of two hours from the most remote communities 
we attend is an import part of our strategy to maintain a close relationship with the populations we work 
with. We also believe especially important to identify and establish good contacts with the stakeholders 
already present in the areas we settle in. 

1 .1.  ES T AB LI S H  A  L O C A L  O FF ICE  IN  T H E M UN I CI P AL I TY  OF  PAN TELHÓ 

1.1 .1 .  PR E M I S E S  R E N T A L  A N D  E Q U I P M E N T   

Finding a proper place for our Operational Center was one of the main objectives of the reconnaissance 
visits carried in Pantelhó in December and February. It was determined that only the administrative center 
of the municipality was able to provide the facilities required to communicate between the local and general 
offices. 6 alternatives were examined, and the actual place we chose was selected with a special attention to 
the following criteria: 

• Visible and accessible location. This criterion appeared important to dissipate doubts within the 
population about the reality of our implantation. We thus chose to establish the office directly in 
the town’s main entrance on the main street. 

• Space and services: Our Operational Centers must be able to welcome office activities, but also to 
provide basic accommodation services when required for occasional visitors or members of the 
local team. 

• Extension possibilities. At its maximum capacity, an Operational Center must be able to attend up 
to 2,000 families, with a local team between 6 and 7 permanent members (Figure 1). The selected 
premises will allow further expansion of the lodging and office capacity. 

• Safety. Criminality in Pantelhó is reportedly high, and carjacking appears to be especially frequent. 
This reason drove us to choose a building with an inner courtyard to park safely our vehicle. 

The vehicle we chose is a crew-cab pick-up Nissan NP300, model 2014, one of the most commonly found in 
the area. Minor modifications such as changing rims and tires will nevertheless be necessary to adapt to the 
difficult road conditions in Pantelhó.  

Adjustments were necessary to upgrade electricity and 
plumbing networks to provide satisfactory working and living 
conditions. Local workers were hired for this purpose and 
preference was accorded to local providers for the realization of 
office furniture. The center was fully equipped and operational 
at the end of May. 

1 .1 .2 .  TE A M  C O N S T I T U T I O N 

All FPP projects share a common team organization. In central 
offices, the regional manager, under the direct responsibility of 
the Community development coordinator, is in charge of the 
administrative supervision, reporting and fundraising for 
projects at State level. He works in close relation with the state 
coordinator, whose responsibilities encompass forging of 
alliances at State level and the strategic planning of activities 
carried on the field. 

The Regional supervisor is the principal executive in charge of an 
Operational Center. He manages the budget, organizes the 

2,000 families

200  community 
promotors

5 community 
technicians

1 supervisor

Figure 1: Operating model and population coverage 
of an Operational Center at its maximal capacity 
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The formation of the CPCs and the identification of our community promoters took place during these 
meetings, and required various sessions to ensure that all elected volunteers were really willing to commit in 
the planning process, and that gender equity was respected. This process took the most part of May. We 
considered that all 5 CPC were fully operative the first week of June. 

2.2.  CA R R Y A  P A RT I C I P A TI V E  DEV E L O P M E NT N E E DS  A S S ES S M EN T  A N D 
2.3.  DE FI N E DE VEL OPM E N T PR I ORIT I ES  FOR THE  SELECTED COMMUNIT IES  

These two specific objectives were carried together and will be described as a single process. 

The definition of development needs and priorities is the first step of the participatory planning process. 
Unlike other planning exercises, it is only carried once every two to three years, and involves the entire 
community gathered in assembly to set the development goals to reach during this period of time. These 
sessions hold special importance for us, as they allow detecting parameters such as the presence of natural 
leaders3, gender-based divergences on development issues, or the organization level of the community.  

At least two sessions are necessary. During the first one, all men and women establish separately a list of 7 
problems they consider as critical limits to their well-being. Problems are then compared by pairs, to decide 
which is most urgent to solve. Every time a problem “wins” a contest, it scores one point. 21 points are 
distributed this way. Problems are finally sorted by decreasing order of importance and draws are submitted 
to a new vote to get a provisional list of development priorities for each gender group. 

The second session confronts the results of each gender group and FPP attributes 7 points of importance to 
the mentioned problems to express its own perception of development priorities. Scores are eventually 

                                                                 

3 Hence the decision to form CPC during these sessions. 

Table 2: Development priorities issued from the 5 communities. In italics the problems already treated in 
participatory planning workshops 

# El Roblar 
Chixtontik 

San Franciso de 
Asís Yab Muktana Nueva 

Jerusalén San Fernando 

1 Insufficient water 
supply 

Insalubrious 
houses 

Insalubrious 
houses Smoky houses No sanitation 

2 Insalubrious 
houses 

Insufficient water 
supply 

Insufficient 
familiar income 

Low coffee 
production 

Insufficient water 
supply 

3 Smoky houses Insufficient 
quality of coffee 

Low coffee 
production 

Insufficient 
familiar income 

Low coffee 
production 

4 Insufficient 
familiar income 

Impractical 
houses Smoky houses Insufficient water 

supply 
Insufficient 

quality of coffee 

5 Insufficient 
quality of coffee 

Exhaustion of 
women Promiscuity Insufficient child 

nutrition Smoky houses 

6 No sanitation Smoky houses Insufficient water 
supply 

No community 
hall 

Insufficient 
healthcare access 

7 Insufficient food 
security 

Insufficient 
familiar income 

Insufficient 
sanitation 

Insalubrious 
houses Promiscuity 

8  Insufficient 
healthcare access 

No entertainment 
infrastructures 

No laundry 
washing place 

No community 
hall 

9  Bad pathways Insufficient child 
nutrition Low water quality Insufficient 

familiar income 

10  Insufficient child 
nutrition  Bad pathways Insufficient food 

security 

11    Insufficient 
healthcare access  
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2.  MOBILIZE  $1.5 MILL ION MEXICAN PESOS (MXN) TO F INANCE COMMUNITY PROJECTS 
Financial sustainability is a permanent preoccupation for our projects. A given Operational Center usually 
rely on one major donor (WKKF in the case of Pantelhó) to finance operation costs, and raise funds from 
other partners to finance specific project realization, with the possibility to combine projects from diverse 
communities or Operational Centers. 

In Pantelhó, the fact community planning sessions ended recently or are still in process limited fundraising 
below our expectations. It is nevertheless worth mentioning that: 

• The Kellogg Foundation agreed to keep supporting our operations in Pantelhó and included an 
amount of $1.8 million MXN to finance “material for domestic infrastructure and community 
equipment”. This represents an investment on project realization of $4,500 Mexican pesos per 
family for a total of 400 families. 

• FPP obtained a $560,000 MXN grant from the Banorte Foundation to ensure sufficient and safe 
water supply in community schools. Of this grant, Pantelhó received a share of $36,000 MXN. The 
project is actually in execution in San Fernando and El Roblar Chixtontik. 

• Another two-year donation from the National Monte de Piedad to finance integral domestic water 
management projects is currently under management. Pantelhó should receive a total of $240,000 
MXN of it. 

3.  PROMOTE PARTNERSHIPS WITH AT LEAST 2 ORGANIZATIONS (GOVERNMENT AND CIVIL  
SOCIETY)  TO ADDRESS  SPECIF IC  COMMUNITY ISSUES 

One important element we promote in communities is the necessity to identify its own competences and 
limits to set alliance strategies when required. The Altos region of Chiapas benefits from a strong presence 
of development or environmental NGOs. Our domain of expertise is community organization and planning. 
Other CSOs have belter knowledge on specific issues such as water sanitation, food production territory 
planning at wider scale. 

An early concern was thus to get in touch with such organizations and build ourselves a directory of 
potential allies, which was made possible by joining the “Circle of Allies” an initiative designed for this 
specific purpose and piloted by the organization IDESMAC. Two levels of cooperation emerged from our 
participation to these meetings: 

• Bilateral cooperation schemes: for example, the organization Cántaro Azul, A.C. helped us to carry 
a diagnostic of drinking water supply in San Fernando and might be associated to our future 
actions to improve the situation. 

• Multilateral cooperation: FPP integrated a joint initiative with 8 other OSC’s of the Circle of Allies 
to design and execute an ambitious project aimed at connecting local producers and school 
canteens to improve the nutritional status of children. 

In addition, we strongly invest on our relations with the municipality. Since our establishment and the 
signature of our cooperation agreement in March, the authorities regularly support us with administrative 
acknowledgement, logistics and information. We recently entered in discussion to propose budgetary 
cooperation, and plan to present joint applications for State funding of community infrastructure. Besides, 
we are considering collaboration on waste management issues at municipal level, in which FPP would 
support the realization of diagnostic studies and the elaboration of an action plan. 
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FUTURE PLANS 
The principal challenge of our first 6 month of operation in Pantelhó was to succeed in our implantation, i.e. 
to open an efficient operational center, to hire and train a local team to FPP’s methods, to build trust with 
small number of communities, and to gain visibility and legitimacy on the field and with other actors. Even if 
there is still room for improvement, we can consider it as sufficiently advanced to move forward. 

The main challenges that await us for the next year of operation are: 

• To increase our population coverage, up to 400 families, i.e. 20% of the center’s maximum 
capacity. A new phase of community insertion will take place in the autumn of 2014, with a target 
of 7 new communities. Contacts have already contacted with potential beneficiaries and helped 
define two strategic axes: (1) increase our presence and visibility in the main access roads to the 
administrative center (2) expand to new areas, more distant and marginalized. Depending on the 
results, a third expansion phase could be organized for next winter or spring. 

• To reach higher quality standards for our work in the field and of the data processed in the 
Operational Center. Part of this process will occur automatically as the local team and CPC 
members build experience and knowledge, but we determined that special efforts will be 
necessary to: 

o Enhance our animation techniques to improve the participation of “low profile” CPC 
members, and especially women 

o Enhance the reactivity and proactivity of the local team to avoid confusions and 
accelerate the decision making process in communities 

o Transfer a higher responsibilities to community leaders 

o Get a better access to decision-making processes not directly related to our own 
development projects  within the communities we attend 

• To position FPP as an acknowledged reference in community development matters in Pantelhó 
and at the regional scale. This notably implies tighten bonds with the municipality to get involved 
in its territorial development strategies, and reinforce our participation to joint initiatives with 
other development NGOs. 

Four elements should help the realization of these challenges: 

1. First, the integration of a State coordinator to the team, planned for the autumn of 2014, will 
ensure a better monitoring of the quality of the data produced during the planning process and a 
better integration to concrete project. Besides, the State coordinator will dedicate an important 
part of his time to the establishment and reinforcement of alliances with local authorities and 
other OSCs. This will also allow the project director to focus on fundraising and general project 
administration tasks. 

2. The realization of a complete community census, which is planned for the next month of 
operation, should provide solid material to establish a concrete baseline of the development 
situation in all localities we attend, and thus allow us improve the pertinence and focus of our 
interventions 

3. FPP’s participation in the School Nutrition Circle project, in coordination with other organizations 
of the Circle of Allies, will provide a concrete situation to enhance the establishment of territorial 
and thematic alliances strategies and help positioning Fondo Para la Paz as a reference actor for 
community organization in Pantelhó. In addition, the nature of the project itself will increase the 
level of territorial coherence of our actions, and give way to a better articulation among projects 
realized in the field. In a middle term perspective, it is hoped that this project will also have a 
positive effect to reinforce strongly the responsibilities and leadership of community leader, as 



they would enter in direct negotiation with local authorities in the framework of Municipal 
Development Councils. 

4. The thematic alliance with the municipality on solid waste management in Pantelhó should also be 
an important factor to reinforce and stabilize our relationships with local authorities. 

DISSEMINATION 
Transparency is one of the fundamental principles that dictate all FPP’s operations. All activities carried by 
Fondo Para la Paz have been carefully documented and are available on request in the central offices and in 
the Operational Center. 

On the field, the communication with the communities is ensured by the community technician, which 
systematically reports the progresses and issues of our activities to the CPC and promoters. The 
communication with municipal authorities is under the responsibility of the Regional Supervisor, which 
meets with the general secretary or the president of the municipal government twice a month to share 
general information about the project and discuss specific matters. Regular visits of the project director also 
provide opportunity to clarify specific issues when required with the communities and the municipal 
authorities alike. 

External communication on the project is processed through institutional mechanisms such as the diffusion 
of our annual reports and the actualization of our internet communication platforms. 

Besides, workshops and meetings with other organizations, such as the reunions of the Circle of Allies or the 
annual meeting “Seeding Alliances” organized by the Kellogg foundation allow disseminating general 
information about FPP’s activities in the field. 

Plans are currently made to improve the external communication of the Operational Center, notably 
through virtual social networks. 

PROJECT DIRECTOR´S OPINION 
Returning to the Altos of Chiapas after 10 years of absence had a symbolic weight for Fondo Para la Paz.  FPP 
was precisely created to the populations affected by the conflict generated by the Zapatist movement of 
1994, in the early times of the rebellion, and Pantelhó was one of the most affected territories in this 
perspective, as it received a large influx of refugees from the neighboring municipalities. 

The resulting situation was really challenging for our settlement, as we had to work with a mosaic of small 
communities, with a great heterogeneity of languages, religion, political sensibilities, land tenure and 
internal organization. In addition, the weight of a violent history, the structural defiance towards 
institutions, the experience of repeated frauds and abuses and the predominance of sexist tradition were as 
many obstacles we had to tackle. 

However, and despite there is still room for improvement, our strategies proved successful and we did 
establish good working relations with the 5 communities we attend. The most determinant factors that 
helped us to achieve this were: 

• The actual implantation of a (very) visible operational center in Pantehó, and the regularity of our 
presence in communities, which allowed us to dissipate doubts about the reality of our 
commitment, and distinguish ourselves from organizations operating remotely. 

• The cultural proximity of a local team fully identified as part of the territory, and its commitment 
to the institution objectives. 
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• The regularity of visits of members from other Operational Centers, which displayed the 
institutional experience and solidity of Fondo Para la Paz, and the reality of its commitment to 
indigenous development. 

• The early realization of a concrete development project in two communities that finally made 
tangible the results of our methodologies. 

This last point is particularly illustrative of one of the main limitation we are confronted with on the field: 
our participatory planning methodologies imply an important investment in time for the communities, and 
we were regularly exposed to critics about the fact we organize a lot of reunions before bringing concrete 
benefits. This type of comments was expected, and is symptomatic of the victimized posture we generally 
encounter at the beginning of our operations. Communities are used to be considered in a paternalistic way 
by State institutions and beg for support. 

Our objective is to change this state of mind to generate pride and self-organization, but this process takes 
time. Constant communication efforts are made to overcome this difficulty, and we managed to maintain 
the participation at a satisfactory level. It nevertheless adds a strong, constant pressure on the team. The 
soon execution of projects issued from the planning sessions should help taking a decisive step in the 
resolution of this preoccupation. 

EVALUATION 
An external evaluation mission was carried by a team of assessor from the Technologic Institute of Superior 
Studies of Monterrey. The results of this mission are provided in a separate report.  



FPP PROJECT TEAM

Community development coordinator:
Magali Alejandra Jáuregui Montalvo

Project Director:
David Combaz
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Uvaldo de Jesús Gómez Vázquez
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