
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

Case Title: 

Name: 

Organization: 

Summary: 

Which two subcomponents of the Collaborating, Learning & Adapting (CLA) Framework are 
most reflected in your case? Please reference them in your submission. 

• Internal Collaboration

• External Collaboration

• Technical Evidence Base

• Theories of Change

• Scenario Planning

• M&E for Learning

• Pause & Reflect

• Adaptive Management

• Openness

• Relationships & Networks

• Continuous Learning & Improvement

• Knowledge Management

• Institutional Memory

• Decision-Making

• Mission Resources

• CLA in Implementing Mechanisms
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1. WHAT: What is the general context in which the case takes place? What organizational 
or development challenge(s) prompted you to collaborate, learn, and/or adapt?

2. WHY: Why did you decide to use a CLA approach? Why was CLA considered helpful for 
addressing your organizational or development challenge(s)?



  

    
  

   
  

3. How: Tell us the story of how you used a collaborating, learning and/or adapting approach 
to address the organizational or development challenge described in Question 2.



  
 

 

 

  

4. ORGANIZATIONAL IMPACT: How has collaborating, learning and adapting affected your 
team and/or organization? If it's too early to tell, what effects do you expect to see in the future?

5. DEVELOPMENT IMPACT: How has using a CLA approach contributed to your development 
outcomes? What evidence can you provide? If it's too early to tell, what effects do you expect to 
see in the future?



  

 

  

 

6. ENABLING CONDITIONS: How have enabling conditions - resources (time/money/staff), 
organizational culture, or business/work processes - influenced your results?
How would you advise others to navigate any challenges you may have faced?

The CLA Case Competition is managed by USAID's CLA Team in the Bureau for Policy, Planning 
and Learning (PPL) and by the Program Cycle Mechanism (PCM), a PPL mechanism implemented 

by  Environmental Incentives and Bixal.  
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	Submitter: Raquel Vergara
	Organization: Barco Foundation
	Caption: MRE workshop with children and adolescents attending catechesis in the municipality of Fortul, using one of the episodes of the miniseries "Lalo y Lulu dan Pasos Seguros". Fortul, Arauca. Colombia. Credits: Facilitator Andrea Acevedo
	Case Title: SAFE STEPS. An Alliance to save lives in Colombia
	Summary: To date, there are more than 12,000 victims of antipersonnel mines (APM), unexploded ordnance (UXO) and booby traps in Colombia. Many explosive devices continue to be installed in more than 600 municipalities in the country, contaminating the territory; threatening the lives and integrity of thousands of men, women, boys and girls; limiting free mobility and development, given the impossibility of carrying out humanitarian demining work in all the municipalities that have this problem. Thanks to CLA's approach, especially to external collaboration and continuous improvement and learning, but not only limited to these subcomponents, and thanks to the guidance and technical advice of USAID, the innovation of Discovery Communications, the scope of Computadores para Educar, and the experience of the Barco Foundation, it was possible to generate a powerful Alliance with the creation of several massive, educational, efficient and innovative products, allowing to give greater reach to Mine Risk Education (MRE) so that thousands of people in Colombia can take Safe Steps. The Safe Steps Alliance is today a reference in Colombia on how to make Mine Risk Education a pedagogical process with national scope and vocation, based on information and communication technologies. We hope that both the process and the result will serve as an inspiration for the more than 50 countries that today continue to be threatened by antipersonnel mines.
	Impact: The collaborative action and the lessons learned in Safe Steps marked a model of program implementation for the Foundation based on innovation, in that sense the Foundation based on Safe Steps and its experience for over 40 years writes a methodology that brings its partners to innovative experiences in the development of programs in the social field and breaks paradigms in the sector of integrated mine action by offering new tools that massify the information.On the other hand, Safe Steps was chosen by USAID to evaluate its performance based on these tools of information technology and communication, currently has a baseline that identifies the need for the program and the threats and vulnerabilities of the most affected communities.In the future, we hope to consolidate Safe Steps not only as an alliance and a strategy with a systemic approach that considers the national, municipal and community levels, but also as a pedagogical and operational model that further strengthens the quality of its results.We also want to show internationally the power of these tools and methodologies based on new technologies to reach more people in less time and thus save lives.
	Why: Colombia has more than 40% of its municipalities affected by APM, UXO and booby traps; given the magnitude of the problem, the Foundation understood that it had to take different actions to mitigate the risk, since the pedagogies used to date, although they fulfilled their objective, were insufficient to respond to this problem. It was necessary to start learning to do things differently.In spite of more than 12 years of experience, the Barco Foundation understood that in order to mitigate the risk of these explosive devices, it was important to incorporate other knowledge that it did not have, which was the first challenge to be addressed. In this way, it based a proposal for Education on the Risk of Antipersonnel Mines on information and communication technologies so that the information could reach more people in the shortest possible time, saving lives.Another challenge faced had to do with the fact that Colombia has a deep digital and information technology gap, through which it was believed that it was impossible to develop material for these channels.On the other hand, although the Barco Foundation had a monitoring system, it should also have monitoring and evaluation mechanisms, as well as documentation of the experience that would account for the performance of these information and communication methodologies in mine risk education, in which it had no experience! How to measure it?From the design, implementation and evaluation of the strategy, it was necessary to have a vision of CLA, since we had never worked from the national level and had never used these channels or measured their performance in working with communities.
	Factors: For Safe Steps, including these new tools has been a challenge:The little experience we had in the construction of these tools from technology and communication for this problem.The construction of sensitive material for children and communities affected by violence.For the dissemination of this material in adverse conditions given the situation of violence in many areas of the country. Overcoming these challenges required an organizational posture open to change and to the collaboration and expertise of others, co-creation exercises, incorporating lessons learned and maintaining a constant, enriched and fluid dialogue with our allies.In the construction of digital tools based on information and communication technologies, the work with the communities was fundamental, since it was with them that each of the materials provided by the alliance was conceived and validated. Although these validation processes with communities take more time and money, they are fundamental for the acceptance and appropriation of each of the pedagogical tools. This was attended and accepted by each of the allies and although it sometimes meant delays or reprocesses, it guaranteed the quality and acceptance of the educational material.Although we are focused on training processes in MRE, we are also, although it is not our objective, promoting competencies in the use of information technologies and it requires from our part, that we also know them, train in them and promote them.The partners were able to incorporate mine risk education among their mission and/or business objectives, feeling proud that each of the results of the Safe Steps alliance contributes to Saving Lives.
	CLA Approach: The main challenge of this CLA was the external collaboration, in order to make the prevention information massive, attractive, affordable and versatile, we had to plan a route that would allow us to innovate for the education on the risk of antipersonnel mines, in this sense we chose Discovey communications and Computadores para Educar.For the identification of the allies we took into account:- The capacities, experiences and expertise in information and communication technologies.- Identify if in the interests and missions of the partners could be Education in the risk of Antipersonnel Mines. Identify and convene allies for our purpose of mitigating the risk of accidents, increasing prevention actions. For this we contacted Discovery Communications and Computadores para educar. It is worth mentioning that in the Colombian sector of the Integral Action against Antipersonnel Mines, these organizations had never been linked and were completely unaware of the subject. A first meeting was defined, where they all expressed their interest in participating and how Mine Risk Education could contribute to their mission and business objectives.Step 2. Getting to know each other and MRE: A first moment consisted of getting to know the development of products and services of the partners and how the objectives of each partner could be aligned with MRE. In this step 2 it was also important to start training all the representatives of the Allies on the Antipersonnel Mines risk education, unexploded ordnance and booby traps; this was key for the construction of a proposal of collective creation.Step 3: Building together: Co-creation meetings with representatives of the allies were planned for approximately 3 months in which the proposal and the logical framework of the Safe Steps strategy were developed. In this way, not only the postulates set forth in the MRE Technical Standard were integrated, but also the most appropriate information and communication tools to carry out the MRE were chosen together with the partners, and the technical and financial contribution of each organization to achieve it was established. Subsequently, the proposal was presented to USAID through the GDA's and they joined the proposal, strengthening it and contributing technically and financially. Among the tools designed were:- Three informative capsules for television. https://www.youtube.com/playlist?list=PLvfNCwbS4n017emyDPcJlhucFRLsR65iR- A 9-episode miniseries for children "Lalo and Lulu take Safe Steps".https://www.youtube.com/playlist?list=PLvfNCwbS4n01ogX2pKgRvf-ysv_J2jlyo- Two testimonial videos. https://www.youtube.com/playlist?list=PLvfNCwbS4n00BDkH4lnpeWw-AU6hRkrFO- Web page, which not only shows the project, but is characterized for being a page of educational content, which stores all our products. https://pasosseguros.fundacionbarco.org/- Virtual course for teachers according to the model of Educational environment, which works online and offline. - Educational video game for children between 7 and 12 years old, which can be downloaded from the Apple Store and Google Play. - 3 Virtual Reality experiences with Oculus viewers. - Community Radio. 5 radio capsules for adults and 5 radio capsules for children based on the Miniseries Lalo y Lulu.- SMS text messaging strategy, pre-recorded calls and sending of links to audiovisual material. Step 4. Implementation and follow-up.Safe Steps is in its fourth year of implementation, with many lessons learned for partners, the sector of Integral Action against Antipersonnel Mines, for the construction of tools based on information and information technologies and as an alliance, consolidating itself as a pedagogical model.
	Context: According to the Office of the High Commissioner for Peace IN Colombia, since 1990 until April 2022, 12,189 victims of antipersonnel mines (APM) and unexploded ordnance (UXO) have been registered, the most critical year being 2006, with 1224 victims, the highest number in the history of Colombia. Of the total number of victims, approximately 4890 are civilians and of these approximately 25% are children, i.e. 1 out of every 4 civilian victims are underage.In 493 municipalities of the 32 departments of the country there have been accidents caused by APM and UXO since records have been kept. Many of these municipalities present conditions of violence, making it impossible to carry out humanitarian demining, and the only alternative is to carry out prevention through education on the risk of antipersonnel mines, unexploded ordnance and booby traps, although the Barco Foundation had been carrying out prevention actions through workshops for more than 12 years, it was necessary to implement educational strategies that would help to prevent the risk of landmines, unexploded ordnance and booby traps:- The need to massify the information, perhaps only with workshops we were not going to achieve it, it was necessary to make it massive.- To make materials accessible, that is to say that their access is not limited by a meeting, a manager, or an organization, that can circulate freely "spread by itself".- Make attractive materials, mine risk education has contents that are hard and challenging for behavioral change, so one way to persuade our audience is through attractive materials.- They should be versatile, useful for training processes, for dissemination of information, radio, television, telephones, for the implementation of the different models that Colombia has and for which the Foundation is accredited, such as in education and emergencies.
	Impact 2: The external collaboration, the integration of other knowledge to our experience in Mine Risk Education and the experience of allies in information and communication technologies, as well as the incorporation of lessons learned allowed us to fulfill our purpose of increasing MRE prevention actions. In previous years the Barco Foundation from 2015 to 2019 the Foundation reported a total of 28341 participants in prevention actions, so far in the implementation of the alliance and thanks to the dissemination actions established with Discovery more than 39 million views on television and social networks, of audiovisual products; incorporate in 25000 Computer tablets to educate an Offline Video game in Education in the risk of antipersonnel mines, it was achieved in 2020 and 2021 to train 13. 650 people, in 2021 thanks to a text messaging strategy we reached more than 9,000 people with prevention texts and through national and community radio we reached more than 4 million people, significantly increasing prevention actions.This also allowed us to:- To be Winners of the Cemex - Tec Collaborative Action Award in 2020. - To be invited by the Colombian government to share our experience at the 19th conference of the Ottawa Convention in 2021, held in The Hague. The Hague, Netherlands. - Referenced in the international publication of Humanitarian Demining of Geneva, Switzerland. "A review of new technologies and methodologies for explosive ordnance risk education in challenging contexts" 2020. - New alliances were achieved to expand coverage and tools with the Office of the High Commissioner for Peace, UNMAS and USAID's Colombia Transforma.
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