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1 INTRODUCTION 

The present document is part of the effective implementation of the Regional Food 
Security Reserve.  

In light of the approach adopted founded on the principle of subsidiarity, the Regional 
Reserve will consist of a limited stock. It will only be called on as a third line of defence 
following the foreseeable depletion of local stocks and national security stocks. The 
criteria for activating the Reserve are therefore crucial. ECOWAS and the stakeholders 
have adopted the principle of a reference to the harmonised vulnerability analysis 
framework (HF), the consensual information analysis framework implemented in the 
region to assess food and nutritional crises. Two problems nevertheless arise: (i) some 
countries have not yet introduced the harmonised framework or do not have access to 
information systems relating to food capacity capable of supplying the raft of indicators 
incorporated into the HF; and (ii) not all of the information necessary to trigger the 
Reserve is channelled through the harmonised framework. This is the case of stock 
monitoring in the different countries, the analysis of national food and nutritional crisis 
response plans, monitoring of the interventions programmed by the stakeholders 
(international organisations, NGOs, etc.), the availability of food to be purchased by the 
institutions, etc. 

ECOWAS and the stakeholders have therefore decided to establish a decision-making 
support unit designed to provide the bodies responsible for governing the Reserve, and 
in particular the Management Committee, with independent information in order to 
optimise supplies and examine the Regional Reserve’s requests for support in the event 
of a crisis. This unit, referred to as the “Info Stocks Unit”, shall be positioned alongside 
the Regional Reserve Technical Management Unit (RTMU) within the RAAF (Regional 
Agency for Agriculture and Food). 

Based on the principles and orientations adopted by the ECOWAS Agriculture, 
Environment and Water Resources Ministerial Committee, the aim of the present study is 
to provide ECOWAS and the RAAF with technical support with a view to implementing 
the Info Stocks Unit. 

The study aims to (i) specify the mission of the Info Stocks Unit and its role in the 
institutional mechanism; (ii) specify the Reserve activation criteria and the indicators 
used to support the decision-making process; (iii) define the relationships between the 
Info Stocks Unit and the existing information production and analysis mechanisms both 
within the countries and at regional level (ECOAGRIS, RESOGEST, PREGEC, 
AGRHYMET, FEWSNET, RESIMAO, etc.); (iv) define the profile of the agents employed 
in the unit; and (v) define the decision-making support products as well as the related 
content and frequency. 

The methodology used in the study combined a documentary review and a series of 
interviews conducted over the period 30 September 2013 to 30 March 2014 with the heads 
of the national and regional information systems as well as development partners 
supporting the implementation of the community reserve. A workshop coordinating the 
three studies incorporated in the RAAF technical support for the implementation of the 
Reserve was held during the week starting 30 September in Ouagadougou, Burkina Faso, 

while an alignment meeting was organised in January 2014 in Ouagadougou with a view 

to the subsequent validation workshop held on 19 and 20 February 2014 in Abidjan, Côte-
d’Ivoire. 
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In accordance with the terms of reference, the report concerning the present mission 
contains three volumes, including the present document which describes the Info Stocks 
Unit, its composition, its operations and its relationships within the institutional 
framework of the RAAF, with the national and regional information mechanisms and 
with the Reserve’s governance bodies. In addition to the section devoted to the context 
and justification of the study, the document includes four other sections focussing on the 
following aspects: (i) the composition and operation of the Info Stocks Unit, (ii) the unit 
within the institutional framework of ECOWAS, (iii) the contribution of the main 
information mechanisms and (iv) the conclusions and implications of the study. 
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2 COMPOSITION AND OPERATIONS OF THE INFO STOCKS UNIT 

2.1 NATURE, MISSION AND STRUCTURE 

The Info Stocks Unit (ISU) is a decision-making support tool intended for the Reserve’s 
Management Committee. As such, without actually producing data as the existing 
national and regional mechanisms do, the unit is required to conduct analysis summaries 
and formulate precise recommendations with a view to supporting the Management 
Committee in its decisions with regard to the supplies to and interventions of the RFSR. 

Consequently, the unit boasts technical competencies which it can call on to: 

1. compare and summarise the analyses relating to the evolution of the market and the 
supply conditions in order to identify the purchasing opportunities within the region, 
outside ECOWAS and on the international market with the aim of constituting or 
replenishing the Reserve’s stocks; 

2. analyse the relevance of the requests from member states based on the RFSR 
mobilisation criteria and indicators; 

3. develop the decision-making support products. 

Ultimately, the unit’s main means of intervention will be: (i) decision-making support in 
supplying the Reserve, (ii) decision-making support with regard to the technical rotation 
of the Reserve’s stocks, (iii) decision-making support with regard to the intervention of 
the Reserve to assist a member state and (iv) support for the transparency of the 
Reserve’s interventions. 

Schematically speaking, the unit will be divided into three spheres: (i) a coordination 
hub, (ii) an analysis unit and (iii) a statistical and IT unit. 

For the other services necessary to its operations (administrative and financial 
department, operations department, monitoring-evaluation department and 
administrative assistance), the unit will be able to call on the services of the RAAF.  

2.2 PROFILE OF THE AGENTS EMPLOYED IN THE UNIT 

In light of the prospects for its future development (in particular its integration within the 
regional analysis and decision-making support unit of ECOAGRIS), the Info Stocks Unit 
is designed as a lightweight team which will maintain normal operations when 
incorporated in the RTMU as a department in its own right. Consequently, it is 
coordinated by three senior executives who are capable of giving greater depth to the 
process initiated and of spearheading proposals. The capacity of both the unit and its 
executives to establish and foster a partnership with the national and regional 
information mechanisms is primordial. In addition to the head of the unit, the team will 
comprise (i) a regional food security and market analyst and (ii) a statistical expert. 

2.2.1 Head of the Info Stocks Unit 

2.2.1.1 Responsibilities and tasks 

Reporting to the Head of the Reserve’s Technical Management Unit, he will direct and 
coordinate the activities of the Info Stocks Unit under his responsibility. He will be 
responsible for all the administrative, financial and technical tasks relating to the 
management and operations of the unit. He will represent the unit in the different 
ECOWAS working groups and vis-à-vis the external partners. More particularly, he will 
be responsible for: 
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- preparing the annual programme estimates and the annual technical and financial 
implementation reports to be submitted to the Head of the RTMU; 

- developing the decision-making support products intended for the Reserve’s 
Management Committee; 

- supporting the preparation of contracts and memoranda of agreements with the 
partners to be submitted to the Head of the RTMU and monitoring the 
implementation of these elements; 

- performing the technical and financial monitoring of the unit’s operations; 

- supporting the unit managers (analysis, statistical and IT) with the aim of improving 
the organisation of the work, the planning and the monitoring of the actions under 
their aegis;  

- managing the Unit’s electronic platform. 

2.2.1.2 Profile 

He shall be a qualified senior expert economist or an analysis and decision-making 
support system administrator with skills in management as well as monitoring and 
recording messages, in particular from regional technical operators, decision-makers and 
donors. He shall be a university graduate (postgraduate diploma) with proven 
experience in managing an analysis and decision-making support tool and in spheres 
relevant to the question of food security (knowledge of the agricultural policies in the 
region including ECOWAP and PAU, the national food crisis prevention and 
management strategies, food security reserve strategies, social safety nets, the aid policies 
and strategies of the major donors, etc.). 

He must be very familiar with the regional institutional context and be available to 
undertake numerous trips around the region while enjoying excellent editorial, summary 
and communication skills. 

He will be bilingual (French and English) and knowledge of Portuguese will be a major 
advantage. 

2.2.2 Regional food security and market analyst 

2.2.2.1 Responsibilities and tasks 

He will be responsible for the “analysis unit” of the Info Stocks Unit. Under the direction, 
support, supervision and control of the head of the Info Stocks Unit, he will perform the 
non-exhaustive list of tasks below: 

- provide summaries of the analyses relating to the markets, trade flows, food 
purchasing and transfer conditions in the region based on analyses and data provided 
by the national and regional information mechanisms; 

- provide summaries of the analyses relating to the food and nutritional situation in the 
country resulting from the deliberations of the HF technical committee within the 
framework of the PREGEC and the official country reports, where necessary 
consolidated by other sources of information (SNU, NGO, etc.); 

- develop the decision-making support products intended for the Reserve’s 
Management Committee. 
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2.2.2.2 Profile 

A qualified agro-economist (at least 5 years of higher education), he will preferably be a 
junior officer with a background in the analysis of food security and related aspects in the 
West-African region, in particular the Sahel which is faced with increasingly frequent 
cyclical food crises. 

He shall have at least two years’ experience in coordinating a recognised national or 
regional information mechanism accompanied by a good knowledge of the West-African 
institutional context. He will be available for trips within the region, in particular during 
PREGEC meetings. 

As well as an in-depth familiarity with the IT tool and knowledge of cartography, he 
shall be perfectly capable of working in both French and English while boasting good 
editorial, summary and communication skills in both languages. Knowledge of 
Portuguese would be an additional advantage. 

2.2.3 Statistical and IT expert 

2.2.3.1 Responsibilities and tasks 

He will be responsible for the “statistics and IT unit”. As a junior officer, he will perform 
his duties under the direction, support, supervision and control of the head of the Info 
Stocks Unit. He will play the role of technical assistant by performing the non-exhaustive 
list of tasks below: 

- design and develop the Info Stocks Unit database; 

- contribute to the development of the decision-making support products; 

- develop an electronic platform as an Info Stocks Unit portal which can be 
incorporated into the ECOAGRIS platform; 

- ensure the regular update and coordination of the electronic platform and/or the Info 
Stocks Unit presentation note. 

2.2.3.2 Profile 

An applied statistics engineer, he will hold at least a DUT (university diploma in 
technology) in IT while boasting a background in creating electronic databases, networks 
and maps and managing electronic platforms, including at least one year’s proven 
experience in the region of West Africa. 

He shall be perfectly capable of working in both French and English while boasting good 
editorial and summary skills in both languages. Knowledge of Portuguese would be an 
additional advantage. 

2.3 OPERATIONS OF THE UNIT AND INDEPENDENCE OF THE ANALYSES 

2.3.1 Operations of the Info Stocks Unit 

The main remit of the Info Stocks Unit is to develop decision-making support products 
intended to support the Reserve’s Management Committee in taking pertinent decisions 
in relation to the supply and release of the Reserve’s stocks. To this end, it will gather the 
different analyses and data available from the existing national, regional and 
international information mechanisms and apply the “faire-faire” strategy by requesting 
services from certain mechanisms for the analyses not available. As indicated above, the 
Unit will comprise a coordination hub, an analysis unit and a statistical and IT unit. 
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2.3.1.1 Coordination hub 

The “coordination hub” is responsible for organising and implementing the different 
activities relating to the operations of the Info Stocks Unit as well as managing the fund. 
To this end, it will be able to call on the assistance of the different departments of the 
RAAF. Responsible for the daily management of the unit, the coordination hub will be 
perform the main tasks listed below with the support of the departments of the RAAF 
and the RTMU: (i) prepare the programme estimates (annual programmes and budgets), 
contracts and protocols to be submitted to the RTMU, (ii) prepare the periodic reports on 
the progress of the activities, (iii) submit the decision-making support products to the 
Reserve’s Management Committee, (iv) execute the budgets, (v) ensure the unit is 
functioning correctly, (vi) identify synergies with the information mechanisms as well as 
the analysis and decision-making support units working on food and nutritional security 
both within the countries and at regional level and (vii) capitalise on experience. 

2.3.1.2 Analysis Unit 

The “analysis unit” calls on the analyses and data provided by the statistical and IT unit. 
By summarising these analyses and crossing these data and by making use of the 
documents accompanying the member states’ requests for support, its main task is to 
develop the decision-making support products required by the Info Stocks Unit to enable 
the Reserve’s Management Committee and technical management unit to: (i) better plan 
the physical stockpiling, sale and replenishment operations, (ii) anticipate requests and 
prepare potential interventions and (iii) provide information to condition the decisions to 
release the Reserve’s physical and/or financial resources (analysis of the relevance of 
recourse to the Regional Reserve in light of the food situation within the country, the 
country’s response capacities and the commitments of the TFPs and international 
organisations in the country; relevance of the tool – physical stock or financial reserve to 
be called on). 

2.3.1.3 Statistical and IT unit 

The remit of the “statistical and IT unit” is to develop a database relating to the issues of 
supplying and mobilising the Reserve, based on the existing information systems and 
mechanisms in the region (national and regional) and at an international level. With this 
in mind, it will operate an information system networked (if possible) with the existing 
mechanisms in order to collect analyses and data relating to the markets, trade flows, 
stocks (local stocks, private commercial stocks and national security stocks), the evolution 
of the food situation and risks and the food and nutritional crises. 

To achieve this, it will work in cooperation with a number of partners including: (i) the 
CILSS and the regional information systems which it coordinates, in particular the 
ECOAGRIS regional database operated by AGRHYMET, (ii) the international 
mechanisms such as FEWSNET operated by USAID, the FAO’s AMIS and SMIAR 
systems, etc., (iii) the systems operated by humanitarian agencies and organisations such 
as the WFP, OXFAM, Save the Children, ACF, etc. and (iv) the systems monitoring the 
interventions of certain categories of humanitarian operators such as OCHA online, IRIN, 
etc. 

Nevertheless, major differences exist in terms of using the different mechanisms, which 
can be divided into two main groups: (i) mechanisms which can provide services at the 
request of the unit and (ii) mechanisms which are simply sources of analyses and 
secondary data available either free of charge or at a cost through specific websites. 



9 
 

Finally, it will operate an electronic platform. To this end, it will be required to promote a 
Regional Food Security Reserve (RFSR) website which will contain the following non-
exhaustive list of elements: the RFSR reference documents, the decisions of the 
Management Committee, the decision-making support products, the latest news 
concerning the food and nutritional situation in the region and several links to specialist 
websites (FEWSNET, IRIN, WFP, etc.). 

2.3.2 Conditions for ensuring the independence of the analyses 

As the unit is not an information production mechanism, it is relatively linked to the 
analyses and data of the different national, regional and international information 
systems. Furthermore, the fact that the different stakeholders (states, TFPs, OI, NGOs) 
adopted a consensual tool to analyse the food and nutritional situation in the region 
(harmonised framework) has resulted in the preparation of consensual analyses within 
the framework of the dialogue mechanisms (cf. charter for the prevention and 
management of crises and the PREGEC mechanisms) such that the Info Stocks Unit 
summaries relating to the situation of the countries will be based on the analyses and 
conclusions of the dialogue mechanisms. 

However, to ensure the independence of the recommendations and suggestions of the 
unit in relation to the RFSR’s different governance bodies with regard to decisions 
concerning purchasing and sales when constituting/replenishing the stocks and to the 
assistance granted to member states, different data sources will be used for the same 
themes. 

2.3.2.1 Use of different data sources 

In order to provide pertinent summaries concerning the market situation, the Unit will 
cross the analyses and data from a range of credible sources with centres of interest 
which are not always the same. In contrast to national markets, which are generally 
monitored by the functional national SIM, regional market monitoring gives rise to 
analyses and publications from different regional information mechanisms, the analyses 
and conclusions of which can be crossed to obtain consolidated summaries of the market 
situations in the different areas considered within the framework of the Regional 
Reserve. 

Using and crossing different data sources represents the main means of checking the 
analyses and data available as, due to its nature and structure, the Unit is not in a 
position to check the reality of the information from the base like certain national and 
regional mechanisms. To illustrate this, the reality of the national stocks, in particular in 
the national food security stock, can only be formally and independently determined by 
means of a technical visit to the storage sites. 

At the same time, the unit will access information via three main channels: (i) via direct 
official relationships with the national information mechanisms1, (ii) through 
partnerships with certain regional mechanisms (in particular those capable of 
undertaking works on request) and (iii) in publications (sites, newsletters, specialist 
reviews, miscellaneous reports, etc.). 

The unit does not have any particular warning tool in the event that a country decides to 
minimise an emergency situation or to delay an announcement. Whatever the case, it is 
the states which request support from the Reserve based on the official analysis of the 

                                                 
1
 This collaboration will be incorporated into the partnership agreement between ECOWAS and each 

member state 



10 
 

food situation, the national response plan and the contingency plan (if available). 
However, the information contained in the official analysis of the situation must comply 
with that resulting from the deliberations of the HF technical committee for all the 
countries applying this evaluation procedure. In the event of non-compliance, the Info 
Stocks Unit will take the analyses and conclusions from the HF technical committee into 
consideration when assessing the different activation thresholds. 

2.3.2.2 Operations of the Info Stocks Unit 

The Info Stocks Unit falls under the hierarchical aegis of the Head of the RTMU. It 
nevertheless operates on the basis of an annual programme estimate with a budget 
managed by the administrative and financial department of the RAAF. 

 

Figure 1 : Info Stocks Unit in the ECOWAS institutional framework 

Unité Technique de 

Gestion Réserve

 

Direction Exécutive 

ARAA

 

Unité administrative 

et financière

 

Unité de gestion 

des programmes

 

Service des 

opérations

 

Coordination de la 

Cellule Info Stocks

 

Cellule Analyse

 

Cellule 

Statistique et 

Informatique

 



11 
 

3 THE UNIT WITHIN THE ECOWAS INSTITUTIONAL FRAMEWORK 

The RAAF feasibility study initially envisaged placing the ISU under the aegis of 
ECOAGRIS2 for which an analysis and decision-making support unit is scheduled to be 
created for several themes relating to the agricultural sector in the region. In light of the 
speed of development of ECOAGRIS and the need to implement the RFSR in 2014, the 
unit may be seen as the embryo of this analysis and decision-making support unit 
focusing on themes relating to the supply and the mobilisation of the Reserve. Following 
the original plan in accordance with the development of the regional platform and the 
regional analysis and decision-making support unit on the one hand and the operations 
of the RFSR on the other, the possibility may arise to merge the ISU with the regional 
unit. Consequently, at its launch the ISU is accommodated by the Reserve’s Technical 
Management Unit (RTMU) as an internal department in its own right. 

3.1 THE UNIT – REGIONAL AGENCY FOR AGRICULTURE AND FOOD 

As a department of the RTMU, the Info Stocks Unit will benefit from the services of the 
Regional Agency for Agriculture and Food (RAAF) on an operational footing. In 
particular, the administrative and financial department of the RAAF will support the 
development of the programme estimates and will manage the unit’s budget while the 
administrative assistance department will serve as the secretariat. 

Through its monitoring-evaluation service, the agency will monitor the risks and 
hypotheses relating to the operation of the Info Stocks Unit. 

3.2 INFO STOCKS UNIT – THE RESERVE’S MANAGEMENT COMMITTEE 

Of all the Reserve’s governance bodies, the Management Committee represents the main 
intended recipient of the unit’s decision-making support products. The different 
decision-making support products not intended for dissemination are sent to the 
Chairman of the Management Committee by the intermediary of the Head of the RTMU 
and the Executive Director of the RAAF. Furthermore, the Head of the Info Stocks Unit 
can be called on to guide the decisions of the Management Committee. The Info Stocks 
Unit is responsible for placing the reports of the Management Committee’s sessions 
online with a view to contributing to the transparency of the decisions taken in managing 
the RFSR. 

3.3 INFO STOCKS UNIT – THE RESERVE’S TECHNICAL MANAGEMENT UNIT 

The Info Stocks Unit is a department of the RTMU which enables it to benefit from the 
latter’s operations department in preparing the contracts and memoranda of agreement 
with the national and regional partner mechanisms relating to the provision of data, 
specific services, participation in discussion forums and work meetings, etc. 

The RTMU and the RAAF will organise at least one meeting per year to: (i) approve the 
Info Stocks Unit’s activity programmes and budgets, (ii) examine and adopt the physical 
and financial execution reports, (iii) orient the unit’s operations towards accomplishing 
its remit and achieving its objectives and (iv) decide the necessary corrective measures 
with regard to the Info Stocks Unit’s operating procedures. 

 

                                                 
2
 Regional information system concerning the planned agricultural sector within the framework of 

implementing the ECOWAP common agricultural policy 
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The unit will also represent a source of data for the RAAF’s monitoring-evaluation 
department enabling it to monitor the activities of the RTMU relating to the management 
of the Reserve. It is responsible for periodically supplying the ECOWAP monitoring and 
assessment mechanism with the data corresponding to the indicators adopted. 

3.4 INFO STOCKS UNIT – ECOAGRIS 

Collaboration with ECOAGRIS will be part of the partnership with the CILSS through the 
AGRHYMET regional centre (ARC) which serves as the administrator. ECOWAS has 
indeed decided to entrust the task of making ECOAGRIS operational to the CILSS via the 
ARC. The process of taking over and developing the regional database has already been 
launched. This database will be the culmination of the regional union of the national 
federations through the ECOAGRIS committees where each focal point (a national 
structure) constitutes the integration node of the different sector-based information 
systems. Furthermore, European support offered to the RFSR includes a component 
focusing on improving the performances of the national and regional information 
systems – a component implemented by AGRHYMET under the leadership of ECOWAS.  

3.5 INFO STOCKS UNIT – FOOD SECURITY SUPPORT PROGRAMMES / RAAF  

The programmes or projects involved in the implementation of the RFSR, the support for 
the RAAF and certain components of the ECOWAS agricultural policy (ECOWAP) could 
serve to support the introduction (contribution to funding the equipment) and/or 
operation of the unit, which is also capable of undertaking any programme or project 
activity relating to analysis and decision-making support concerning themes linked to the 
supply and mobilisation of the Regional Reserve. In particular, this is the case of the 
support provided by the AECID (Spanish agency for international development 
cooperation), USAID and the AFD (PASANAO).  
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4 APPORT DES PRINCIPAUX DISPOSITIFS D’INFORMATION 

The regional information mechanisms capable of forming a partnership with the unit fall 
into several categories: (i) the systems and mechanisms coordinated by the CILSS, (ii) the 
mechanisms linked to the actors primarily dealing with humanitarian aid which are 
members of the Dakar Inter-Agency Work Group, (iii) national information mechanisms 
and (iv) specific mechanisms. The unit will call on all these information mechanism to 
develop a database which will serve as a foundation for the analyses and 
recommendations underlying the information and decision-making support products 
intended for the Reserve’s Management Committee. 

4.1 PARTNERSHIP WITH THE SYSTEMS AND MECHANISMS COORDINATED BY THE CILSS 

The systems and mechanisms in which the CILSS plays a major guidance and 
coordination role essentially include the AGRHYMET Regional Centre (ARC), the 
PREGEC, the RESOGEST and the RESIMAO. Within the framework of the partnership 
between ECOWAS and the CILSS, the Unit will maintain relations with the ECOAGRIS 
administrator as well as the other mechanisms, including those founded on ECOAGRIS 
and/or supplying it with data. The different mechanisms will provide the analyses and 
data useful in providing the RFSR with decision-making support. To illustrate this, the 
AGRHYMET and PRA Marché newsletters include analyses relating to the monitoring of 
prices and cross-border trade flows on the regional market, or joint PRA Marché and 
FEWSNET analyses on the same theme. 

4.1.1 Contribution of the AGRHYMET Regional Centre and ECOAGRIS 

The relationship between the unit and ECOAGRIS via the intermediary of AGRHYMET 
will form the backbone of recourse to the regional information mechanisms coordinated 
by the CILSS. Through the ECOAGRIS regional database currently under development, 
the Info Stocks Unit will enjoy access to analyses and data on four main thematic focuses 
and one cross-cutting component linked to the vulnerability analysis using the 
harmonised framework method. The results of this analysis resulting from the 
deliberations of the technical committee of the HF open to the Info Stocks Unit will be 
shared within the PREGEC mechanism. The four thematic information focuses through 
ECOAGRIS are: (i) regional market monitoring and analysis, (ii) the map of marketable 
surpluses, (iii) the cereals balance sheets in the countries of the Sahel and gradually the 
food balance sheets for West Africa as a whole and (iv) the monitoring of local stocks and 
private commercial stocks. 

4.1.1.1 Data and analyses of the regional market 

Monitoring and analysing the regional market based on the national SIM data allows 
prices, stocks and cross-border trade flows to be covered. The database is gradually 
incorporating the different member states following Burkina Faso, Niger, Cape Verde 
and Mali according to the performance of the national SIMs, in particular relating to 
agriculture. Most of the livestock SIMs encounter operational difficulties such that the 
availability of reliable information concerning the regional livestock market is not 
entirely guaranteed. Consequently, the unit needs to diversify its sources of analyses and 
possibilities of requesting services for analyses which are not usually produced by 
ECOAGRIS. One such service is the estimation of food availability at a specific moment 
with a view to institutional purchases or the volume of the commercial supply available.  



14 
 

4.1.1.2 Map of harvest surpluses 

The regional database also makes it possible to generate a map of the harvest surpluses 
deemed to be post-harvest marketable surpluses, even if the supply flows and intensity 
are not recorded at the same time. In light of the conditions and factors of agricultural 
surplus destocking in rural areas, the availability of surpluses is not synonymous with a 
similar scale of commercial supply during the same period. Furthermore, this map is 
more geared towards cereals in the traditional Sahel countries of the CILSS, thereby 
calling on the unit to obtain analyses from certain national mechanisms in coastal 
countries to complement the analyses and data available. Nevertheless, the existence of 
this map represents a major step forward in identifying zones in the different production 
areas capable of generating a more or less significant commercial supply, opening the 
way for RFSR supply operations based on regional productions. 

4.1.1.3 Cereals balance sheets 

While there is still no food balance sheet per member state, the establishment of the 
regional cereals balance sheet – and more particularly the national cereals balance sheet 
for the countries of the Sahel – by the national and regional early warning systems will 
enable the Info Stocks Unit to target the countries potentially exposed to deficits and at 
risk of suffering food and nutritional crises even if other analyses, in particular those 
conducted by the HF, are essential in providing more in-depth knowledge of the 
situations. However, the availability of the cereals balance sheets will enable the Info 
Stocks Unit to anticipate the search for analyses relating to deficit countries. Beyond 
ECOAGRIS, the unit will have to identify and establish direct relationships with the 
different mechanisms in the coastal countries which have the necessary means of 
preparing annual food balance sheets. This will enable it to satisfy the need for analyses 
in the event of potential crises in these countries. 

4.1.1.4 Stock monitoring 

ECOAGRIS plans to monitor local and commercial stocks using national SIM and by 
capitalising on the ATP experience of the monitoring of cross-border flows by private 
operators and organisations. Nevertheless, despite the progress made in certain countries 
(for example Cape Verde), it would still seem difficult to obtain a permanent and 
satisfactory measure of local and commercial stock levels. For the unit, however, it will 
mean obtaining information concerning the local and commercial stocks at specific times 
in order to develop analyses relating to the estimation of the commercial supply and the 
possibility of undertaking institutional purchases or sales within the framework of the 
technical rotation and physical stock replenishment operations. With regard to 
commercial stocks, the Unit will have to ask the national SIM or RESIMAO to investigate 
the major operators on the markets identified on the map of market operators produced 
by PRA Marchés or ECOAGRIS. Unfortunately, the process of developing the regional 
database does not include the regional networks such as RESIMAO or RESOGEST which 
are nevertheless supported by the CILSS. 

4.1.2 Contribution of the Regional Support Programme for Market Access (PRA 
Marchés) 

The Regional Support Programme for Market Access implemented by the Executive 
Secretariat of the CILSS performs an analysis of the regional market by calling on i) the 
national information systems and ii) the markets in the member states as well as the 
networks and associations of cereal and livestock producers and traders. It is the regional 
system for monitoring the cross-border flow of agricultural and agri-food products which 
has benefitted from the support of the French Mission to the CILSS (MIFRAC), the 
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European Union (FSTP2) and, more recently with the support of USAID, the 
capitalisation of the experience acquired from the ATP Project. The aim is to continue 
monitoring the operations of the markets and the domestic and cross-border flows with a 
view to detecting problems in good time and submitting recommendations to the 
community (public authorities, private operators, TFPs). 

At the same time, it documents and provides regional trade statistics. The mechanism 
continues to supply the WAEMU observatory with data concerning abnormal practices. 
The scope of the analyses covers six (6) countries: Niger, Burkina Faso, Mali, Benin, 
Guinea and Senegal and is currently being enlarged to incorporate Togo and Côte 
d’Ivoire in the near future. Furthermore, operations and performance vary from one 
national SIM to another, some proving to be barely operational while others are still to be 
created in other countries. The Unit will take advantage of the analyses conducted at 
regional level and probably at the level of certain countries. 

4.1.3 Collaboration with RESOGEST and the national offices of food products 

4.1.3.1 State of progress of the implementation of RESOGEST 

RESOGEST incorporates all ECOWAS member states together with Chad and 
Mauritania, all linked by means of a cooperation framework. More intense collaboration 
has been initiated between eight countries where the principle of pooling 5% of the 
national security stock should initially be deployed. However, the process of 
implementing the network has not yet been completed, despite the collaboration protocol 
having been signed by these eight countries and the coordination mechanism is not yet 
operational, although the operating conditions of the network have already been defined 
in the protocol. According to the protocol signed, the solidarity stocks representing 5% of 
national food security stocks will be loaned, sold or donated to the country suffering the 
crisis. The conditions for mobilising this stock (thresholds, criteria and indicators) and 
replenishing it are to be determined within the framework of the ECOWAS regional 
storage strategy. While it is logical for this pooled share of national stocks to be seen as an 
additional component of the RFSR and to be managed by the RFSR Management 
Committee by means of an integrated approach, the question of financing has yet to be 
resolved as certain parties believe that ECOWAS should provide financial support. 
However, simultaneous funding of a pooled stock by ECOWAS would call into question 
the coherence of the regional food security storage strategy. 

More generally speaking, the question of the relevance, efficiency and sustainability of 
the pooled stock initiative is nevertheless raised in light of the fact that the issue of 
transport and replenishment costs has yet to be resolved. It is likely to result in the 
implementation of an allocation body parallel to the Regional Reserve’s Management 
Committee and thus to affect the coherence of the support. In conclusion, it would appear 
more productive and efficient to consider this community solidarity stock as one of the 
components of the Regional Reserve’s physical stock so that it is used in accordance with 
the same rules, procedures, criteria and indicators as the physical and financial stock of 
the Regional Reserve. However, in light of the financing issue, the priority is to 
strengthen the capacity of the countries to develop national security reserves as a 5% 
pooling of these reserves could be implemented at a later date. 

4.1.3.2 Relationships between the Info Stocks Unit and RESOGEST 

Through its coordination mechanisms, RESOGEST is theoretically in a position to 
provide the unit with information concerning the national food security stock levels in 
the different member states as well as on the availability of food within the framework of 
the community solidarity system. Funding has been scheduled in the FED support to 
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facilitate the implementation of a stocks information system. While waiting for this 
system to be made operational, the Info Stocks Unit will conclude agreement memoranda 
with the national offices and the companies responsible for managing national food 
security stocks with a view to collecting information on stock levels at specific moments. 
This element should be integrated into the partnership agreement between ECOWAS and 
the member states. 

4.1.4 Collaboration with RESIMAO and the national SIMs 

The partnership with RESIMAO will open the door to collaboration with the ten national 
SIMs which are members of this network, in particular with regard to analyses and data 
not available in the ECOAGRIS database. This partnership will provide the Unit with 
market monitoring analyses and data on request, in particular: 

 data relating to the estimation of the commercial supply at specific moments and 
its spatial break-down;  

 an assessment of private commercial stocks. 

The issue of additional operational costs linked to these requests will be handled in the 
memorandum with RESIMAO as ECOWAS recognises this network as a market 
monitoring mechanism within the Community framework. It is relevant for the 
collaboration with the national SIMs to be conducted via a network in order to avoid 
multiplying almost identical requests to the different regional bodies (ECOAGRIS 
regional database, RESIMAO, NGOs, etc.). Furthermore, the national information 
mechanisms do not yet enjoy the same level of harmonisation and performance. While 
some are largely operational, others operate in a more episodic manner while some are 
yet to be created. Nevertheless, depending on the situation, the unit could call on the 
national SIMs with a view to obtaining specific basic analyses and data. 

4.1.5 Using the knowledge acquired by PREGEC3 

Piloted by the CILSS and coordinated by AGRHYMET, the food crisis prevention and 
management process (PREGEC) primarily calls on the harmonised framework, which is a 
consensual tool for analysing vulnerability adopted at regional level by the different 
operators (states, TFPs, humanitarian aid agencies and NGOs). In light of the diversity of 
analyses of the food and nutritional situation and aware of the need to find an 
appropriate solution, the CILSS, the member states and the partners have identified the 
need to initiate the “harmonised framework for identifying and analysing the zones at 
risk and vulnerable groups” in the region. This tool shall serve as a framework for the 
countries to ensure an objective and consensual evaluation of the food issues facing the 
populations. This method has been developed by a group of food security experts in 
particular drawn from the CILSS, the FAO, the WFP, FEWS NET and the JRC. 

The harmonised framework is a set of tools and procedures to classify the nature and 
severity of current and projected (three-month timeframe) food security situations based 
on an analytical framework and a single classification scale accepted by the different 
parties analysing food security in the region. It is thus a technical consensus which makes 
use of the data provided by the different mechanisms or methods, in particular the food 
consumption surveys, the nutritional surveys, the HEA or other information provided by 
the agricultural surveys and marketing monitoring conducted by the national 
information and early warning systems. Elements provided by means of remote sensing 
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 The description of the HF is taken from the summary of the presentation of the approach by AGHRYMET 
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(pasture, surface water) are also used. The harmonised framework evaluates food 
insecurity based on the convergence of proof provided by several indicators. 

The process for evaluating the food and nutritional situation is validated at two levels: at 
national level by means of the national early warning systems and at regional level 
within the framework of the PREGEC. It should nevertheless be stressed that each 
national process conducted by the SAP hosting the national HF unit enjoys the support of 
the HF technical group comprising representatives of the different partners, in particular 
the CILSS, the FAO, the WFP and FEWS NET. The support of the HF technical group 
helps to guarantee the quality assurance of the process in accordance with the HF rules 
and procedures. 

The HF is currently implemented in twelve (12) countries where the technical capacities 
of the national operators have been strengthened: (i) a first group consisting exclusively 
of Sahel countries (Mauritania, Senegal, Mali, Niger, Chad, Burkina Faso) (ii) and a 
second group created in 2013 (Cape Verde, Côte-d’Ivoire, Gambia, Ghana, Guinea, Togo). 
It should be applied in the short or even medium term by all the countries in the 
community. 

The first meeting of the PREGEC in November establishes an initial diagnostic and 
describes the current food and nutritional situation together with a three-month 
projection while the second meeting, held in March, confirms the probable food and 
nutritional situation for the rest of the year. 

The participation of the Info Stocks Unit in the deliberations of the HF technical 
committee enables it to obtain and share the vulnerability analyses in the region while 
also discovering the national and regional cereals balance sheets, in particular for the 
Sahel area which is regularly faced with food crises on varying scales. More specifically, 
the vulnerability analysis will help identify the zones and populations affected and, more 
importantly, the main factors underlying food insecurity. 

These PREGEC analyses will form the main basis of the summaries of the food and 
nutritional situation as well as the proposed types of appropriate response to be 
submitted to the Management Committee within the framework of handling the requests 
submitted by member states. 

However, the issue of the pastoral crises is only partially taken into account. While a 
fodder balance sheet has been established, an improved understanding of several other 
dimensions is necessary to characterise the crises or risks of crises affecting pastoral  and 
agro-pastoral farmers: the accessibility of available rangelands (distance, watering, health 
monitoring), insecurity, access to markets to sell the animals, etc. With certain national 
livestock SIMs monitoring livestock prices, the change in terms of exchange can be 
assessed with cereals although no information mechanism monitors the price of animal 
fodder which is a key factor in managing pastoral crises.  

Globally speaking, complementary analyses will be essential to the unit in order to assess 
the quantification of livestock needs in the zones affected by crises and to define the 
responses which may be provided by the Management Committee to the countries’ 
requests, which will first need to estimate the needs in the national response plans. 

4.2 USING THE RESULTS OF OTHER INFORMATION MECHANISMS 

This capitalisation essentially concerns certain agencies of the United Nations, USAID’s 
FEWSNET, the contribution of the major food aid NGOs and famers’ organisation 
networks. 
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4.2.1 Contribution of the World Food Programme 

The WFP and the FAO regularly publish a joint note on food security and the 
humanitarian implications in West Africa and the Sahel, which provides information and 
analyses the installation of the crop year, the evolution of the international and West-
African markets and the impact on food security. 

The WFP operates a database4 covering more than 1,200 markets in 75 countries 
(http://foodprices.vam.wfp.org/) and allowing economic analyses to be conducted with 
a view to providing the institution’s decision-makers with information on (i) where to 
buy and (ii) the les distribution methods (in kind, in cash, in coupons). 

At the same time, through its “WFP Market Monitor” newsletter, the WFP monitors food 
prices and analyses the consequences on food security in the region.  

Finally, the WFP publishes a world famine map based on the number of under-nourished 
people as a proportion of the total population, offering an understanding of the food 
insecurity situation in the countries of the region. 

The analyses and data available through this United Nations aid agency will help the Info 
Stocks Unit to check the reality of several situations. 

4.2.2 Contribution of the FAO 

4.2.2.1 FAO newsletter on the global food situation 

Through its (almost monthly) newsletter on cereals demand and supply, the FAO 
publishes updated forecasts concerning the global cereals market. These forecasts are 
accompanied by a detailed evaluation of cereals production and demand/supply 
conditions per country and per region, published in the quarterly newsletter entitled 
“Crop prospects and food situation”. More detailed analyses of the global cereals markets 
and other basic food commodities are published twice a year in the “Food outlook” 
newsletter. Finally, the monthly “FAO Food Price Index” monitors the market 
developments related to these products. This index measures the monthly variation of 
the international prices of a basket of food products. It is calculated using the average 
price indices of five categories of products (55 quotations), weighted according to the 
average export share of each category for the period 2002-2004. 

Using these different newsletters, the unit will gather analyses and data helping to extend 
knowledge of the regional and international markets and of the impacts of the evolution 
of the former on the latter as well as the food situation in the countries of the region. This 
will also be fundamental in understanding the probable evolution of the regional and 
international markets and enhancing the decision-making support with regard to calls for 
tender concerning the provision and replenishment of stocks. 

4.2.2.2 The GIEWS information mechanism (SMIAR) 

Through the FAO, the GIEWS mechanism (Global Information and Early Warning 
System on food and agriculture)5, publishes a regular overview of the food security 
situation in the different countries of the monitoring group, highlighting both the main 
risk factors – such as prices, locusts and climate incidents – and the crop prospects and 
geopolitical situation as well as the needs for humanitarian aid. In addition to these 
summary reports per country, publications are also available on themes relating to (i) 
crop prospects and food situation, (ii) global food price monitoring and (iii) special 
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5
 Global Information and Early Warning System for food and agriculture (SMIAR) 

http://foodprices.vam.wfp.org/
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warnings and reports. The mechanism also publishes a global famine map identifying the 
countries in need of external assistance to cover their food needs as well as the countries 
affected by localised situations of acute food insecurity. 

These analyses and data will help the Info Stocks Unit to develop objective summaries by 
crossing the information with the data and analyses of the states requesting the assistance 
of the Regional Reserve. 

4.2.2.3 Agricultural Market Information System (AMIS) 

The G20 countries launched this new platform, hosted by the FAO, which serves as a 
forum for dialogue between producer countries and importer countries. AMIS 
harmonises previously widely scattered information concerning crops, the prices on the 
global agricultural markets and, soon, stocks. AMIS involves a dozen international 
organisations and all the major producers and importers of agricultural products. It 
monitors the agricultural markets (in particular wheat, rice, corn and soy) on an 
international scale as well as publishing analyses and forecasts. It boasts an online 
chronological database concerning production, supply, domestic use, exports and 
initial/final stocks for each member state of AMIS and for all the members. It also 
represents a source of data on the evolution of certain price indices, in particular the 
International Grains Council (IGC) Commodity Price Indices and the FAO Food Price 
Indices as well as market indicators. 

The analyses and data from this mechanism will enable the Info Stocks Unit to develop 
succinct summaries regarding the situation on the international market, in particular with 
respect to purchasing opportunities and the location of availabilities or price spikes with 
negative impacts on the regional market. Nevertheless, the unit will have to document a 
database concerning the main regional and international traders and importers with a 
view to providing recommendations concerning limited tenders for purchases on the 
international market. 

4.2.3 Contribution of FEWSNET 

The Info Stocks Unit will use the FEWSNET analyses and data, in particular in terms of 
monitoring the regional market and forecasting demand for food, which can help orient 
institutional purchases and identify requests for support made to the Regional Reserve. 
In contrast to the HF technical committee which produces forecasts twice a year, 
FEWSNET performs two other tasks. Each task is accompanied by a half-yearly forecast 
of food demand updated on the occasion of the next task. This means that the countries’ 
probable need for support from the Reserve can be identified in advance if the other lines 
of defence and the support of the external partners are insufficient. 

In particular, the Unit will use the FEWSNET flow maps including a new, more complete 
version containing a more detailed estimation and break-down of marketable surpluses 
and food demand which will be tested very soon in Burkina Faso and Nigeria 
respectively before being extended to all the countries within the region covered by the 
mechanism. These maps can be used for the annual monitoring of the situation in the 
region. 

The difference in the methodological approach between the network and the 
humanitarian organisations lies in the level of detail allowing a distinction to be made 
between villages facing a crisis and villages not facing a crisis in a given zone rather than 
determining a zone average which impacts the assessment of food insecurity in the zone. 

Thanks to the half-yearly demand forecast, it is possible to determine the support 
schedule per vulnerable group based on livelihoods, thereby helping to define the level 
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of aid to be mobilised in order to overcome the crisis. It also determines the scale of 
values for estimating country needs and determining the time frame for assistance. 

The mechanism has difficulty in handling the pastoral question. Essentially, all the 
analyses result in the livestock farmer’s situation being taken into account while the 
livelihood, and in particular livestock (and its preservation in the event of a crisis), is not 
really taken into account in the support to be provided. Nevertheless, by considering 
certain factors, in particular the evolution and availability of livestock fodder and the 
exchange ratio between the prices of cereals and of livestock, the mechanism can 
characterise the situation. These analyses will contribute to a better understanding of the 
livestock situation by crossing them with the results of the HF examination and other 
available information. 

4.2.4 Contribution of other aid agencies and NGOs 

Certain aid agencies (ECHO) and international NGOs (CRS, OXFAM, ACF) operate 
emergency humanitarian aid programmes and/or structural humanitarian assistance 
programmes but do not have an information mechanism such as USAID’s FEWSNET. 
However, each organisation has an electronic portal which provides a range of 
information concerning the situation of the intervention zones and the support 
programmes or analyses relating to different food security topics. Several NGOs (Save 
the Children, OXFAM, etc.) develop monitoring processes and analyses based on the 
household economy analysis (HEA). These analyses enjoy support from ECHO and 
USAID and should be encouraged within the framework of EU support to the RFSR. 

Furthermore, NGOs operate information systems which sometimes include a monitoring 
report relating to food security and/or sovereignty issues, such as rural Inter-Réseaux 
Développement Rural which represents a source of information on the policies and food 
situations in the different zones and countries of the region. 

These different analyses and data will contribute to the diversity of the sources for 
verifying the reality of the situations available to the Info Stocks Unit. 

4.2.5 Contribution of PO network information mechanisms 

Some producer organisation platforms have information networks enabling them to 
conduct different types of analyses, in particular concerning the food, nutritional or 
pastoral situation of their members or even certain countries in the region. For instance, 
OXFAM accompanies the development of a local stock federating network capable of 
providing analyses and data with regard to these stocks. This network already covers 
several countries in the region and even includes geolocation in the case of Chad. 

The analyses and data resulting from these types of mechanisms will contribute to 
improving the Info Stocks Unit’s knowledge of different situations.   
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5 CONCLUSIONS AND IMPLICATIONS 

When the analyses are complete, the Info Stock Unit is shown to be essential to the fair 
and efficient success of the regional. However, the efficiency and objectivity of the Info 
Stocks Unit are dependent on its level of independence and organisation. The 
administrative guidance of the RAAF does not represent a handicap to the independence 
of the unit’s analyses in relation to the Reserve’s governance bodies, primarily in the 
shape of the Management Committee and the management of the RTMU. Furthermore, 
the Unit is positioned with a view to its subsequent incorporation in the ECOAGRIS 
regional analysis and decision-making support unit. 

The Info Stocks Unit must not, however, compete with the existing national and regional 
mechanisms, which is why the latter are its main sources of analyses to be summarised. 
Moreover, the fact that it is organised as a lightweight team which is nevertheless capable 
of coordinating the mechanism efficiently and professionally will prevent it from 
developing missions assigned to other regional institutions. 

Furthermore, for the Info Stocks Unit to operate correctly, certain prerequisites identified 
during the feasibility study are required, including (i) the development of reliable, 
credible and independent national information mechanisms focusing on the different 
parameters of food security; (ii) the systematic provision of coordinated contingency 
plans designed as frameworks defined ex-ante facilitating the preparation of appropriate 
responses to the different crises the countries or region might face and thereby 
representing a major source of information for the unit; and (iii) making RESOGEST 
operational so that it can play its role to the full in implementing the Regional Reserve, 
improve the dynamics of collaboration between the public structures responsible for 
stock management and facilitate the unit’s access to public stock analyses and data. 

 

 


