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ABSTRACT
Our goal is to present a method for doubling the income of Africa’s poorest farmers.  The FAB marketing technique is used to show the potential of modern free range poultry production procedures to cause an explosive growth in poultry production much as modern medicine has caused an explosive growth in human population.  It is suggested that the techniques used by system engineers in large corporations can be used to ensure that the introduction of modern poultry practices will work in the field.  We note that major refugee camps offer an ideal training site to introduce these ideas.  It is expected that the major obstacles to implementing this technology are the need to distribute inexpensive poultry medicine in very small quantities which can be purchased by the poorest farmers and a willingness of charitable organizations to train farmers on how to make money. 
INTRODUCTION

Charities and major Government organizations have been extremely successful in supplying emergency relief, improved medical services, water, and food to victims of natural and man-made disasters.  However, their goal to establish and expand microenterprises to the point that there is a definite trend to ending the cycle of poverty and violence has not been as successful.  This paper borrows from the techniques used by large business in the areas of system engineering and marketing to show what could be done to help a small farmer with four hens, a rooster and approximately $10 (U.S) of investment funds.  It relies on African entrepreneurs (such as an elementary school teachers wishing to supplement his/her income) to make the right investment decisions and the use of prototypes to develop and analyze potential system concepts.  In particular, it is absolutely necessary that prototype poultry farms be developed which test the feasibility and cost implications for the critical and high-risk technical and operational concepts described.
To illustrate these ideas, we have reworded concepts introduced Dr. John Bishop (See References 1-5), in a way that might be used by an entrepreneur interested in increasing poultry production in Afghanistan.   In particular, the American Poultry Challenge announcement below uses the “FAB” marketing approach to selling a product.  Briefly, it describes:

(F)acilty – the product that can be provided

(A)dvantage – the advantage that this product has compared with other products

(B)enefit – the benefit it provides to the farmer implementing these ideas

In addition, it supplies “ghosts” which describes what will happen if one does not follow this approach.

THE AMERICAN POULTRY CHALLENGE

Many people throughout the world are earning additional income by raising poultry the modern way.  This paper offers a little test to see if you are ready to join these modern producers throughout the world earning extra money raising poultry.  In particular, it describes how to maintain and improve the productivity of backyard chicken flocks of 12 to 48 birds.  Once you have met this challenge, you will be ready to move-on to learn the technology of “transitional” poultry systems of 200-300 birds and finally full commercial production of 10,000 birds.

Backyard producers value chickens for their adaptability, contributions to the family’s income and general welfare, and for insect control and fertilizers in the garden.  In most family flocks, chickens scavenge plant or food residues and insects around the home.  With minimal care, family flocks can hatch and raise chicks, produce high-value meat, and supply eggs.  Eggs can be a particularly important source of food for children with protein malnutrition who are between six months and three years of age.  Live chickens sold for meat bring a good price and are a primary source of household income for poor farmers.

It is extremely difficult for families to maintain flock numbers and replace birds which are lost or sold if they cannot produce chicks on the farm.  Buying replacement chicks from a hatchery is expensive and can be disastrous for household chicken production.  Hatchery birds may require artificial incubation, disease control measures, or special feeds not available on the small farms.  The loss of hens’ broodiness (readiness to set on eggs for hatching) is particularly serious.  When hatchery roosters cross with traditional hens, flocks can lose their ability to hatch and raise chickens in just one generation.  For the American Poultry Challenge it is best to avoid dealing in hatchery birds which have lost most of their ability to successfully hatch eggs.  In addition, to gain the maximum profit, the use of poultry feeds is discouraged.

Key elements of our American Poultry Challenge will be:

1. Use small-scale poultry production systems with low purchased inputs and minimized risk.

2. Choose appropriate breeding stock which can incubate and brood replacement chicks by natural production

3. Apply fundamental pest and disease control practices outlined below

Inexpensive disease control markedly increases the survival and productivity of a family flock.  The following four preventive practices, given every three months, will eliminate most health problems in poultry flocks:

1. Vaccination for Newcastle disease

2. Deworming for roundworms and tapeworms

3. Dusting under wings for irritating external parasites such as lice

4. Treatment for chronic respiratory disease to increase production.

To accept the American Poultry Challenge you will need a permanent poultry flock stabilized at 12 adult hens and one rooster.  You must let one broody hen set per month with 10-12 eggs and produce at least 4 replacement chicks per month after losses in incubation and brooding.  A hen will take about 4 months to raise her chicks, so that at any given time about 4 of the 12 permanent hens will be caring for chicks, leaving the other 8 hens for egg laying.

To feed the chickens and obtain maximum profit on a small farm you can use:

1. Excess and/or unusual food crops

2. Crop residues

3. Household refuge

4. Scavenger feed (e.g., weeds, seeds, insects, worms, etc)

You will probably get only 2 eggs per day without supplemental poultry feed. By feeding the twelve hens one pound of corn per day the 8 laying hens will give an average of 4 eggs per day.  This American Poultry Challenge system assumes you will supplement surplus on-farm resources with one pound of grain per day so that you will produce about 120 eggs and 4 replacement chicks per month.

Once you have a productive and profitable system with traditional chickens, you may want to try “Triple Production Reds” which have been specially bred to maximize the production of meat, eggs, and chicks.  You are now ready for the next challenge, which is how to learn how produce 200-300 chickens per month for commercial sale.  For this challenge you will need to learn about hatchery breeds, balanced feeds, artificial lighting and brooding, and other components of a commercial farm.  The book Raising Poultry the Modern Way describes all you need to know for this Step 2 of the American Poultry Challenge.  Later, when you have earned enough money to start Step 3 of the American Poultry Challenge, references given in Raising Poultry the Modern Way describe how to build a high-input, large scale poultry system found in the United States.  You will now be a “World Class Poultry producer.  Good Luck in Step 1!

For more information on responding to the American Poultry Challenge Supply Centers contact

American Poultry Supply Centers

(Local Address)

MINIMIZING RISK TO SMALL FARMERS

A major problem with small scale poultry development is the high risk.  With limited resources, small farmers with take the low risk approach unless their total investment is small (e.g.  Government sponsored lottery tickets).  Corporations are well aware that higher rewards are associated with higher risks.  A large corporation often will fully define and validate the product concept on a small scale to mitigate risk before making a substantial investment. A full product definition would (1) rigorously define user requirements and operations needs and (2) assess the technical and economic feasibility of the product.  Table 1 illustrates what system engineers at a major corporation might consider before starting a poultry business. Note that this product concept includes identification of potential risks and potential high cost-areas.  Table 2 illustrates the production flow that a large corporation would use for producing the birds for sale.

On the other hand, organizations such as USAID, World Bank, U.S. Peace Corps, World Vision, Care, etc. rarely conduct studies which measure the profitability of small investments made by poor African farmers.  We suggest that these organizations follow the advice of former Secretary of Agriculture, Orville Freeman (Reference 9), who noted about “cash crops”: 

“The ability of small farmers to take the plunge into cash crops has an immediate effect on a village.  Even if only marginally successful, the farmer needs help at harvest time so that casual labor is taken on.  When farmers have a profitable year, their first expenditure is home improvement.  Materials and labor come from the village.  As farmers climb out of subsistence production, they take other members of their village with them.  Perhaps one of the most important effects on a small farmer having just a little money to spare is the apparently universal instinct to spend money on educating his children.

The raising of cash crops introduces the farmer to modern methods of cultivation that constitute a triple-win proposition.  It increases the income of the farmer and his family; it has an immediate effect on the local community, as well as the nation; and it contributes to the global food supply.”

To mitigate the risks of small farmers, we suggest that African entrepreneurs (such as an elementary school teacher wishing to supplement his/her income) be given four hens, a rooster, and approximately $10.00 (U.S.) of investment funds.  Business experts then should monitor their decisions and supply expert advice to determine if the product concept is economically feasible and whether the rewards are worth the risk.  Extensive interaction will be required initially to identify all product requirements and elicit ideas on alternative system concepts.  Different ideas should be tried to determine the best approach.  Several iterations may be required before the best approach can be determined.  Efforts should be made to determine what technical and operational resources are needed and what resources are readily available.  Critical technological limitations, cost-drivers, life-cycle costs, and risks will need thorough analysis. Questions that might be answered with this approach include:

1. What are the best methods for preventing the loss of chickens from predators and thieves?

2. Is the application of fundamental disease control to prevent losses from common infections and parasites worth the investment?

3. Can the veterinary medicines required be repackaged in the small quantities required by poor farmers?  In particular, how can their flock be vaccinated for Newcastle disease?

4. What methods were used to insure maximum egg production (e.g. supplemental feed and keeping the chickens shaded)?

5. Should small farmers sell primarily eggs, live chickens, freshly processed poultry meat, or cooked chicken meat to maximize profits?

6. Are development workers willing to demonstrate sanitary poultry processing or is it too messy?

Based on initial field results, development workers should be able to assess the end-to-end scope and feasibility of proceeding with the development of larger projects.  All issues need to be closed and the concepts must be complete and field proven before proceeding to a large project.  
INTRODUCTION OF MASS PRODUCTION

A major training area is needed to make an impact on a large group of farmers.  An example of a location where a large group of farmers can be trained conveniently is a large refugee camp (one million persons).  Here one can demonstrate to a large group of people how to make money by developing a modern poultry farm based on the results of the earlier prototype studies.  This large project would have to ensure that all refuges leaving the camp have the necessary supplies to start a very small poultry farm (i.e. 4 hens, a rooster, veterinary supplies, proper training, etc.) before leaving camp.  A follow-up support team would be needed to ensure that:
1. All issues are resolved

2. Key risks have not been overlooked

3. The concept is valid on a large scale

The follow-up support team must be able to supply all critical information and have access to funds which will allow them to quickly purchase missing items necessary for project success.  It is expected that the major obstacles to implementing this technology are the need to distribute inexpensive poultry medicine in very small quantities which can be purchased by the poorest farmers and a willingness of charitable organizations to train farmers on how to make money.  In particular, the only criteria for success should be that the income of Africa’s poorest farmers has doubled.
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Table 1 - American Poultry Challenge System Concept Definition

	Business Concept Element
	Step
	Work required

	Requirements Analysis 

	Preliminary Analysis 
	· Assessment of Product’s Capability

· Assessment of Market

	
	Strategy Formulation
	· Definition of Objectives

· Definition of Priorities

· Determination of Alternative Approaches

· Selection of Preferred Approach 

	Design
	Formulation of Development Plan
	· Identification of Customers

· Identification of Area to Sell Product

· Identification of Constraints

· Definition of Product

· Analysis of Costs

· Definition of Required Actions

· Sequence of Required Actions

· Schedule

	
	Establishment of Support Required
	· Definition of Required Resources

· Acquisition of Required Resources

· Organization of Human and Material Resources

· Acquisition of Training

	
	Ensuring Acceptable Levels of Quality and Supply
	· Selection of  Technology

· Site Selection

· Variety Selection

· Feed Selection

· Pest and Disease Control Practices

· Water Use

· Determining When to Sell

	Operations
	Maintaining Quality
	· Quality Control Procedures

· Maintaining Standards

· Packaging Procedures

	
	Capturing a Market
	· Obtaining and Using Market Data (Pricing Analysis)

· Making Use of Market Intelligence

· Selection of Target Markets

· Identification of Middleman

· Negotiating the Best Deal

	
	Optimal transport
	· Selection of Means of Transport

· Packing for Transport

· Keeping Quality Control During Transport

	Maintenance 
	Maximization of Income, Profits, and Production of Product
	· Analysis of Costs

· Analysis of Returns

· Analysis of Business Operations


Table 2 - Poultry Production Diagrammatic Flow
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