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

2. What two CLA Sub-Components are most clearly reflected in your case?



3. HOW: What steps did you take to apply CLA approaches to address the challenge or

opportunity described above?



4. RESULTS: Choose one of the following questions to answer.

We know you may have answers in mind for both questions; However please choose one to highlight as part of this
case story



5. 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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	Case Title: Re-calibrating in the wake of shocks after shocks in Northeast Nigeria
	Submitter: Margarita R Aswani, Adewale Falade, Shadrach Gideon
	Organization: Mercy Corps Nigeria 
	Summary: Northeast Nigeria has been subjected to multiple shocks and stressors, which have further compounded the existing challenges faced by its population. The primary shock is the ongoing conflict, which caused immense loss of lives, destruction of infrastructure, displacement of millions of people, and disrupted markets and livelihoods. The conflict has also triggered a series of secondary stressors exacerbating the humanitarian situation. These stressors include food insecurity, malnutrition, and limited access to healthcare and education. Furthermore, the impacts of climate change have contributed to resource scarcity, particularly water and arable land, further straining the already vulnerable communities. 
The Rural Resilience Activity (RRA) facilitates economic recovery and growth in vulnerable, conflict-affected areas by promoting systemic change in market systems and strengthening the resilience capacities of markets, businesses, and people. Whereas RRA was designed at a time when the conflict was de-escalating to build the resilience capacities to known shocks and stressors, the degree of additional shocks which significantly impacted markets and livelihoods - such as rising energy and food prices, floods, and economic downturns as the country struggled to implement a currency redesign and demonetization policy – have taken RRA into a place that could not have been imagined at the design stage. 
To adapt to these shocks, RRA deployed continuous monitoring and market analyses which informed decisions and planning, quickly re-designing interventions that strengthened the resilience of market actors and the market system to withstand shocks, collaborated strategically with relevant stakeholders, and amplified initiatives that constantly fostered innovation and experimentation. 


	Context: The combination of conflict, secondary stressors, and environmental challenges affecting Northeast Nigeria (NEN) has created a complex and fragile situation, requiring concerted efforts to address immediate needs and work toward long-term solutions for stability and resilience. On top of ongoing conflict, drought risk, the 2022 flood displaced more than 2.4M people, killing more than 700 people; the demonetization policy implementation affected grain and livestock markets upon which millions depend to trade for their livelihoods. These shocks occurred within a timeframe of 4 – 6 months. 
Whereas the Activity considered these shocks in its intervention planning, the unprecedented floods in late 2022 rolled back the gains made by RRA, putting enormous pressure on the already vulnerable Northeast economy; the timelines and frequency of shocks forced the project to rethink strategies and tactics. RRA re-focused on the most value-driven interventions. It encouraged the implementation team to experiment and innovate as much as possible because good things happen with innovation—even in tougher times. RRA is constantly fostering innovation and experimentation to find new ways to improve the functioning of the market system and build resilience. This involves developing new products or services, testing new business models, and leveraging new technologies.
For example, RRA tracked the performance of the markets and the factors that affect them, such as changes in supply and demand, government policies, and external events. This tracking helped to identify potential shocks and allowed for early intervention to mitigate their impact. Secondly, RRA prioritized working closely with stakeholders to identify their needs and priorities, involving them in re-designing and implementing interventions.  RRA works with several like-minded institutions to rethink its interventions and collaborated closely with States Ministries like the National Emergency Management Agency and other donor-funded projects to provide flood insights. 


	Dropdown2: [Adaptive Management]
	CLA Approach: The Activity took 5 key steps which enhanced and made the Activity’s CLA strategy effective and fungible to the context.
1. Create an enabling teamwork culture.
2. Use context data to profile shocks.
3. Use context data to prepare for changes.
4. Develop and disseminate messaging with stakeholders (collaborators).
5. Use prediction scenarios to influence collaborators.  
 The commitment of leadership to foster a teamwork culture: openness, relationship-building & networking and continuous learning was invaluable and a requisite environment for deploying scenario planning and adaptive management. The project leadership understood the importance of the right work culture. The leadership first modelled these behaviors in addition to adopting a re-structured operation model that enables flexibility in problem-solving.
As the Ukraine-Russian (U-R) War began, the potential implications for Nigeria's economy and food systems were alarming but there was not sufficient information to speak to the exact effects. Firstly, we used secondary data to generate evidence of the increase in the global food price index due to the Ukraine-Russian (U-R) War. In addition, we used routinely collected food commodity prices for NEN to show the likely impact of the crisis on prices of wheat grain, flour, bread, and fertilizer. The Activity, through the leadership, shared bi-weekly commodity price data with USAID. This data culminated in the development of a Factsheet in April 2022 titled: “Implications of the War in Ukraine on Nigeria’s and Region’s Food Security”, which alerted the Activity and stakeholders to the anticipated shortfall in wheat availability and increase in price because of reduced imports expected from the U-R crisis. This was disseminated to USAID and its implementing partners. As a result of this evidence and recommendations on the need to take remedial action, USAID requested a concept note for supporting market actors affected by the U-R crisis. This led to the award of an additional 4 million USD to the Activity. Initially, the Activity was primarily supporting four value chains. As part of the Activity’s response, it adapted its intervention to include the wheat value chain. Consequently, approval was secured from USAID to add seven new Local Government Areas (LGAs), across NEN, to grow wheat and maintain food access in the region.  
 The second planned scenario was in response to flooding. The Activity knew the flood was happening, but the scale and impacts on farmers was not documented. Consequently, the monitoring team conducted a rapid flood assessment to determine the farm locations that were affected by the flood and the extent of destruction of farmland and household assets. Similarly, the Activity coordinated with the Senior Monitoring Officers in the states to engage State Emergency Management Agencies (SEMA) and the Office for the Coordination of Humanitarian Affairs (OCHA) in providing data on the impact of floods in the states. The Activity analyzed data collected from the Rapid Flood Assessment and validated it with data collected from SEMA and OCHA. Based on the findings, the Activity shared reports on the impact of the flood with USAID and identified communities and farmers most impacted.
 The finding informed the selection criteria for identifying vulnerable participants affected by flooding. Also, the geo-coordinates of farm locations affected by the flood will now be used to help farmers with flood preparedness, as flooding is expected to occur in the 2023 cultivation season.  The Activity conducted an assessment titled: “Impact of Flooding on Grain Market Outlook”. This assessment helped in answering a question from the learning agenda: How do climate, conflict, and economic shocks affect seasonal allocation? Findings from the data collected provided insights on projections on availability of grains and its impact to household food security.  


	Dropdown1: [Scenario Planning]
	Dropdown3: [B. ORGANIZATIONAL EFFECTIVENESS]
	Factors: The leadership’s commitment to creating an enabling teamwork culture that is also modeled by their leadership style has been key to normalizing this culture and triggered the required CLA sub-components: scenario planning and adaptive management.  A conducive environment is also created for team members to be open. Formal and informal platforms were created to encourage openness. The formal platform includes the Pause and Reflect Sessions which create ample time for every team member to contribute and share opinions in a manner that counts irrespective of which units or departments that team member works in. The informal platform is the team WhatsApp group. Here the team shares positive and motivating information. As a team with a key mandate to facilitate interventions through private sector engagement, the leadership shared tips on how to engage private sector organizations. One of the key principles is the ability to build relationships and networks. Through this culture, team members were able to mobilize over 50 private-sector partnerships to invest in northeast Nigeria. Through our relationships with the private sector and data showing value propositions for their investment, they were incentivized to invest in the region.
 The team was challenged by limited resources (budget & personnel) to collect data on shocks and trends month-on-month. For example, when the monitoring team was asked to report bi-weekly prices of wheat, bread, and fertilizer, but lacked resources, they addressed this challenge by engaging market actors (Grain Aggregators) supported by the Activity to report weekly prices of grains and other commodities. In addition, the Activity leveraged data from sources like FAO, USAID-FEWS NET and the Nigeria National Bureau of Statistics. In addition, learning questions relating to on-farm activities were prioritized for data collection because the Activity expected that on-farm activities would be influenced by the impact of the flood.
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