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1. Which subcomponents of the Collaborating, Learning and Adapting Framework
are reflected most in your case (select up to 5 subcomponents)?
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2. What is the general context in which the case takes place?

3. Why did you use a collaborating, learning, and adapting approach?



  

 4.  Describe how you used collaborating, learning, and adapting in this case.



  
 

 

 

5b.  Development Results: What impact, if any, has CLA had on your development outcomes?


5a.  Organizational Impact: What impact, if any, has collaborating, learning, and adapting 
had on your team, mission or organization? 



The CLA Case Competition is managed by USAID LEARN, a Bureau for Policy, Planning and Learning (PPL) mechanism 
implemented by Dexis Consulting Group and its partner, International Resources Group, a subsidiary of RTI.
	

7.  Based on your experience and lessons learned, what advice would you share with 
colleagues about using a collaborating, learning, and adapting approach?

6.   What factors affected the success or otherwise of your collaborating, learning 
and adapting approach? What were the main enablers or barriers?
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	Submitter: Beatrice Scheuermann
	Organization: Save the Children
	Caption: A man watches over his poultry in the Hardo Idi Marake village in Maradi Region, Niger. 
Credit: Mariama Moussa.
	Case Title: From Goats to Poultry: How Transitioning to New Value Chains Enhances Livelihoods 
	Image_af_image: 
	Summary: Niger is one of the poorest countries in the world; life expectancies are low, and families often struggle to meet basic household food needs especially during the lean season. They are often forced to sell off assets during this time to be able to buy food for their families.  

The USAID/Food for Peace-funded Livelihoods, Agriculture and Health Interventions in Action (LAHIA) program in the Maradi Region of Niger used adaptive management, external collaboration and openness to tailor its value-chain approach to project beneficiaries to improve their ability to respond to stressors.

Project staff were working on the goat value chain when certain staff noticed that women were selling project-provided goats during the lean season to get cash to cover family expenses. They decided to investigate other value chains to help families meet their daily needs and reduce the risk of them resorting to negative coping strategies.

Poultry raising is a popular activity in Niger but can be risky because of the chance for death by disease. Staff analyzed the risk and decided to introduce poultry raising to beneficiary villages because of the enormous potential it held. 
LAHIA works with local government agents and another USAID-funded resilience project, Resilience and Economic Growth in the Sahel – Accelerated Growth (REGIS-AG), that is working in the same zone, to minimize risk and maximize impact and success for project participants.
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	Impact: Overall, CLA has had a positive impact within the program and across the organization. Within the program, there has been a renewed sense of ownership among the beneficiaries, as they feel the feedback loops and engagement with the program has been successful. In addition, there has been a deeper understanding of CLA among LAHIA staff, and within the Save the Children office. Techniques and approaches have been shared in the hopes of replicating the good and mitigating risks. Finally, there has been increased synergy among organizations funded by USAID, and a culture of openness and sharing.

For this case and beyond, LAHIA can cite a few more areas of change that are worthy of note by incorporating CLA into project implementation. First, there is a far greater appreciation and respect for education and knowledge and taking advantage of community systems that work (e.g., regular veterinary services and supplies). Second, both individual and group empowerment (across genders) can be seen, believing that they can accomplish much more than previously imagined (e.g., women that began with one goat but now have between five to ten goats, allowing them to reinvest in other income-generating activities). Third, you can watch communities transform and accept women in roles of leadership across different groups and committees (e.g., village development committees; water user committees; community early warning systems; etc.).

	CLA Approach: LAHIA staff used adaptive management and conducted further investigation with the community and surrounding communities to gather more information and understand the root causes that were prompting women goat-owners to sell assets during the lean season. After validating the information, LAHIA staff confirmed that while goat selling was an isolated incidence, families were still facing difficulty during the lean season. LAHIA decided to take preventative action and support families to protect their major assets (goats) and engaged with community members  to discuss options to generate alternative income streams through the value-chain approach. LAHIA beneficiaries immediately suggested poultry (chickens and guinea fowl) as a viable value-chain option. Raising chickens/guinea fowl is already an existing activity in the community, however, beneficiaries expressed interest to learn more on improved husbandry techniques and poultry health-care topics. LAHIA staff confirmed that there was indeed a high demand for fresh poultry in the market, adding this value-chain commodity would not pose much risk to the women, and finally, that there was potential for greater benefits to the households in terms of increased assets, income and improved health through the consumption of eggs and protein.
  
Collaboration occurred at multiple levels with other USAID programs but also with GON technical services and using LAHIA’s existing women’s poultry-raising experience on what is working and what would require improvement.  USAID’s SAREL program helped lay the groundwork in the region and set a precedent of bringing programs together to learn and share. This approach was a win-win for both LAHIA and SAREL given the latter’s mandate and platform for learning and sharing experiences, challenges and lessons learned in the region. LAHIA was aware that the REGIS-AG project was doing work to support and upgrade the poultry value chain in the same zone as LAHIA. LAHIA leadership discussed integrating poultry into its program with REGIS-AG, and together signed a memorandum of understanding formalizing our collaboration. With openness, LAHIA relevant technical staff and colleagues from REGIS-AG met to share our respective experiences. We talked enthusiastically about the success LAHIA is having with the goat (habbanaye) activity as well as our concerns faced with this value chain related to examples of goat asset depletion by households during the lean season. We also asked questions to better learn about the specific approach being used by REGIS-AG to upgrade the poultry value chain, mainly in terms of poultry health and beneficiary experiences and relationships with Niger’s poultry markets.
 
Finally, LAHIA’s effective collaboration and openness working with the local government agriculture and livestock technical services have been mutually beneficial and productive. The GON livestock service helped with the selection and inspection of animals prior to distribution to beneficiaries (LAHIA learned of the importance of following the principles of animal quarantine); selection and training of village Community Animal Health Workers (CAHW) who could provide regular animal health services to goat owners; and then facilitating linking CAHWs to private veterinary doctors for reliable sources of medical equipment and supplies. Through the spirit of open dialogue among staff and with beneficiaries and other programs, LAHIA has embraced and carried out the spirit of CLA.

	Why: LAHIA is a five-year program that has the opportunity to reassess annually program progress and accomplishments and resubmit a work plan to USAID/Food for Peace. As such, the program is constantly seeking better ways of implementing or adjusting program activities based on feedback from beneficiaries and information the program collects through routine monitoring, program learning and sharing meetings, and formal and informal studies.

LAHIA recognized the need for CLA after program staff realized that some female participants were selling the program-provided assets (goats) during the lean season to pay for food and other essential items. The project intended to reduce negative coping strategies such as selling assets, and program staff realized that a change needed to happen to reduce beneficiaries’ vulnerability, improve their food security, and reduce their susceptibility to future shocks and stressors. By closely examining the goat value chain, project staff realized that while this type of animal resource has made great inroads toward strengthening overall household assets, women had already begun to expand their small ruminant husbandry activities to include poultry. Women feel that chickens offer even greater options to diversify their livelihoods, finding them especially suitable for daily/weekly market commercial transactions (meat and eggs). Women believe that engaging more deeply in poultry husbandry activities will enhance household resilience by allowing them to protect other household assets (goats). LAHIA staff began planning to introduce the poultry value chain to program beneficiaries and found out that REGIS-AG was also planning to do poultry value-chain activities in the same region. The projects decided to collaborate and share documents and resources for maximum impact.
	Context: Niger ranks 187 of 189 countries on the United Nations Development Program’s Human Development Index. Half the population cannot afford a balanced diet, even though sufficient food is locally available. Seasonal food shortages, time poverty among women, and limited access to health services due to poverty and the Government of Niger’s (GON's) low investment in quality health care are all contributors. Males migrate to work, leaving women behind to resort to negative coping strategies to feed their children. Gender inequities and decades of political instability add to the challenge, as girls and women are the most marginalized groups. Norms linked to land tenure, asset ownership and accumulation, early marriage and household decision-making leave women with no safety nets, skills or economic opportunities. 

In 2012, USAID/Food for Peace awarded Save the Children $29 million to implement a five-year Development Food Aid Program (DFAP). The LAHIA project goal is to reduce food insecurity and malnutrition among poor rural households in the Maradi Region.

LAHIA collaborates with other USAID Resilience in the Sahel Enhanced (RISE) programs in the region, including Resilience and Economic Growth in the Sahel – Accelerated Growth (REGIS-AG), Resilience and Economic Growth in the Sahel – Enhanced Resilience (REGIS-ER), and Sahel Resilience Learning Project (SAREL), which were awarded in 2014.

Poultry raising is an activity widely practiced in Niger households, as more than 87% of the population is involved in animal husbandry. A July 2011 study on poultry market and productivity reported that more than 90% of Niger rural households are involved in this type of activity and that poultry is considered as a credit card for the poor. However, disease outbreak (like Newcastle) is generally a critical issue and sometimes can lead to massive poultry (chicken or guinea fowl) losses. 

This case study focuses on the iterative approach LAHIA took to improve value-chain activities to achieve the most appropriate results for program participants. LAHIA uses adaptive management, external collaboration (notably with RISE programs but also with private sector veterinarians, and local government livestock technical services), and openness to work with beneficiaries on goat, cowpea and poultry value chains.
	Lessons Learned: LAHIA would provide the following advice to colleagues and partners:
1. Learning is a process; it's important to be open-minded. Getting different perspectives oftentimes gives a full picture of what the reality is on the ground. Even with the best intentions, things may not always go as planned, and that’s OK. Recognizing and reporting failures to learn from them may require building leadership and especially technical staff confidence to overcome their fear of reporting negative outcomes.
2. Things are not static. Programs go up and down, but instill in program staff and partners that there are opportunities to course correct. Ensure programmatic approaches are grounded in evidence, and are relevant to the beneficiaries. And when possible, document the changes and why. This latter point is better tackled as early on as possible in project implementation to better instill learning loops and cycles that allow staff to take on learning as a standard operating procedure.
3. Be prepared for change. The only thing predictable is change, and the program should be nimble and adaptable. In some instances the program may need to make major or minor adjustments to the implementation to make sure the needs of the project beneficiaries are met. A robust monitoring and evaluation (M&E) team may soon become the norm for implementing complex food and nutrition security, multi-sector programs. If not, it certainly needs to be at the forefront of future designs.
4. Share often and freely. There is an opportunity to leverage successes and shortcomings. Together programs can achieve more than one individual program can. 
5.  Data collection can serve many purposes. Avoid the danger of information collection complacency or only paying attention to the information required for the donor. Frequently there is much more of substance going on with our programs than what is reported to/by the donor.  
	Factors: Within the LAHIA program, the deeper relationships with the beneficiaries (individuals/groups) facilitated the CLA approach. LAHIA employed strong feedback loops between the program and community, and it was through this mechanism that the program learned of the unintended use of goats.  

Program management was open to changes and shifts in the program, especially since it would ultimately benefit the target population, despite the poor timing for this information. The shift took place approximately two-thirds of the way into the program, and LAHIA staff had to act quickly to adapt the program to mitigate potentially negative outcomes.

While the implementation time remaining in the program was a perceived barrier, the relationship between LAHIA and REGIS-AG was well established, and this link enabled the program to quickly draft a memorandum of understanding and begin to collaborate and share findings.  

In addition, the regional co-location of another Save the Children poultry program allowed for sharing of lessons learned and recommendations into LAHIA’s poultry design. Looking forward, LAHIA has learned that animal health and wellbeing are essential to the overall success. Together, LAHIA will increase collaboration from REGIS-AG and the government technical services to quell disease outbreaks and support the existing CAHWs.

	Impact 2: The final evaluation of LAHIA is currently underway. While it is not possible to measure outcomes that did not occur, LAHIA believes that without changing the approach, household assets would have decreased and possibly nutritional status and dietary diversity would have been affected. The shift in expanding and protecting household assets and providing alternative livelihood revenue and protein sources gives households multiple options when facing a time of economic or environmental stress.


