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1 INTRODUCTION 

Since the beginning of the new millennium the Sahel and, more generally speaking, West 
Africa as a whole have been subjected to increasingly severe food and nutritional crises with 
much greater regularity. These crises combine both structural and cyclical factors, illustrating 
a dramatic deterioration in living conditions and demonstrating a severe impact on 
household livelihoods.  

As part of its remit to prevent and manage food crises, ECOWAP wishes to consolidate the 
security storage facilities in the different countries and to introduce a regional food reserve to 
complement national and local stocks. In doing so, it aligns itself with the initiatives of the 
G20 implemented in response to the global food crisis of 2008.  

ECOWAS has adopted a regional security storage strategy founded on three complementary 
lines of defence: (i) local stocks, generally implemented and managed by local organisations 
or decentralised authorities; (ii) national security stocks managed by the states or jointly 
managed by the state and its financial partners; and (iii) the implementation of a regional 
food security reserve (RFSR) complementing the first two lines of defence. 

A feasibility study has been conducted under the aegis of ECOWAS supported by a task 
force comprising WAEMU, CILSS and the main stakeholders. The operating principles of the 
RFSR have been adopted by the ECOWAS statutory bodies after extensive dialogue with the 
states, the socio-professional organisations, the NGOs and the technical and financial 
partners of ECOWAP. In particular, these principles include the terms and conditions 
relating to the composition, volume, supply, storage and mobilisation of the reserve. The 
bodies responsible for the governance of the RFSR have also been defined and adopted. The 
implementation of the security storage strategy and the technical administration of the 
Regional Reserve are entrusted to a technical unit which shall be incorporated into the 
Regional Agency for Agriculture and Food.  

The ECOWAS Commission and several donors have programmed financial resources which 
would enable the physical, short-term implementation of the regional strategy and Regional 
Reserve to be envisaged as early as 2014. The effective establishment of the RAAF in Lomé 
also facilitates the introduction of the technical management mechanism adopted which is 
essential to the implementation of the RFSR and the channelling of technical and financial 
support. 

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 HC; 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 
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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 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 
information and 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 validation 
workshop held on 19 and 20 February 2014 in Abidjan, Côte-d’Ivoire. 

In accordance with the terms of reference, the report concerning the present mission contains 
three volumes, including the present document focusing on the information and decision-
making support products primarily intended for the Regional Reserve Management 
Committee. In addition to the introduction and conclusions, it contains the following 
sections: (i) identification and justification of the products and (ii) presentation of the 
products. 
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2 IDENTIFICATION AND JUSTIFICATION OF THE PRODUCTS 

2.1 IDENTIFICATION OF THE PRODUCTS 

An analysis of the procedures by which countries request access to the reserve, the criteria 
and the triggers with a view to (i) making purchases within the framework of the reserve, (ii) 
completing sales within the framework of the technical rotation and (iii) mobilising the 
reserve to support a state’s efforts during a food crisis allows the following main decision-
making support products to be identified: 

 a country report based on the request dossier of a member state; 

 a technical note for purchases within the framework of supplying of the Reserve; 

 a technical note for sales within the framework of the physical stock rotation; 

 a note on the presence of the main partners and their intervention programmes. 

Beyond these products, a newsletter in the form of an electronic portal will present (i) the 
news relating to the Regional Reserve (operations, procedure, commitment monitoring, 
status of RFSR stocks, publication of calls for tender), (ii) the agricultural situation within the 
region, (iii) the evolution of the food and nutritional situation in the region and (iv) the 
memory aids from the meetings of the reserve’s management committee (decisions). 

2.2 JUSTIFICATION OF THE PRODUCTS 

2.2.1 Country report 

This represents the main decision-making support product submitted to the management 
committee by the unit intended for use in analysing a state’s request and determining the 
response. As such, it is essential as it contains summaries of the analyses and data 
concerning the level of food insecurity, deficit coverage by national stocks, the need to 
preserve livelihoods with regard to seeds and the survival of livestock, the level of support 
called on by the country and its partners and recommendations relating to the aid to be 
provided. 

It is drawn up following receipt of a request dossier from a state requiring emergency 
assistance and is presented as a summary report. 

2.2.2 Technical note for purchases 

In order to guide purchasing decisions, it is essential to provide the management committee 
with information, analyses and recommendations relating to (i) the availability of food and 
the commercial supply in the Reserve’s production areas and close to its storage sites, (ii) the 
supply countries and zones, (iii) the purchasing period, (iv) the capacity of the different 
types of supplier, (v) the trends on the regional market, (vi) the logistics costs and transfer 
conditions and (vii) the situation on the markets outside the region, in particular the price 
changes and the supply of the main basic foodstuffs (corn, rice) on the international market 
and in the main supply countries. 

This technical note, which contributes to the purchasing decisions within the region and 
outside the region in the event of a large-scale crisis experienced across the region, is drafted 
twice every crop year (end of November/start of December and end of January/start of 
February) and is presented as a summary report. 

2.2.3 Technical note for sales 

In addition to the technical considerations, when deciding on sales within the framework of 
the technical rotation operations, the management committee must have access to 
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information concerning the best period to sell, the trend on the regional market and the 
existence of sales outlets. These are important elements in reducing stock erosion by 
improving its value, without for all that destabilising the markets. The technical note, which 
covers the last three aspects, is presented as a summary note twice a crop year (April and 
June). 

2.2.4 2.2.4 Note on the presence of the main partners and their programmes 

This note enables the reserve’s management committee to evaluate efforts other than at a 
national or regional level over the past five years aimed at covering the food deficit in the 
region. Furthermore, it is one of the Regional Reserve’s aid sizing parameters in favour of 
applicant countries. 

It is drafted on an annual basis (end of March) and is presented as a summary report. 

2.2.5 Electronic portal 

The electronic portal will contribute to the visibility of the reserve and the transparency of 
the governance process by publishing memory aids from the reserve’s management 
committee sessions. Furthermore, it will offer a means of disseminating information relating 
to the themes of food security in the region. It is presented in the form of a newsletter which 
is updated monthly. 
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3 PRESENTATION OF THE PRODUCTS 

3.1 COUNTRY REPORT 

Presented as a two-page (maximum) summary including a vulnerability map, it contains five 
sections relating to: (i) the overview of the situation in the country, (ii) the analysis of the 
food and nutritional situation together with the forecast for development during the crop 
year, (iii) the analysis of the types of need to be covered, (iv) the study of the deficit cover 
through the efforts of both the country and the partners and (v) the recommendations of the 
unit concerning the reserve’s interventions. 

3.1.1 Overview of the situation in the country 

This is a short presentation of the situation incorporating aspects relating to the population, 
the major factors of food insecurity, the socio-political situation and the recent development 
of the macroeconomic framework. 

3.1.2 Analysis of the food and nutritional situation 

This characterises the level of food insecurity and the activation threshold justifying a 
possible intervention by the reserve. It provides a precise analysis of the extent of the 
vulnerable population and its size as a proportion of the total population in deficit areas. 

3.1.3 Analysis of the types of need to be covered 

This section presents a table of the total deficit and distinguishes the survival deficit from the 
livelihood protection deficit for vulnerable populations. It specifies the needs relating to 
seeds based on the analysis of the activation thresholds and the estimated needs resulting 
from the pastoral crises following an examination of the impact threshold of the crisis on 
animal fodder and other criteria identified by the additional investigations designed to allow 
the main aspects of the pastoral crises to be taken into consideration. 

3.1.4 Deficit cover 

This section presents an analysis of the deficit cover through national stocks and the 
activation threshold for mobilising the reserve based on a summary table. It illustrates the 
probable gap to be bridged, including the support from the partners identified in the 
national response plan. 

3.1.5 Recommendations for the interventions of the Reserve 

This section presents the unit’s detailed recommendations concerning the volume of aid 
which can be envisaged through the contributions of the reserve to cover the food deficit, 
seed requirements and/or needs created by the pastoral crises.  

3.2 TECHNICAL NOTE FOR PURCHASES 

The technical note for purchases within the framework of supplying the reserve is a three-
page (maximum) summary report including maps, figures, boxes and tables in the following 
seven sections: (i) availability of food and commercial supply in the reserve’s production and 
storage areas, (ii) selection of the supply countries and zones, (iii) trend on the regional 
market, (iv) analysis of the capacity of the different types of supplier, (v) study of the 
logistical costs and transfer conditions, (vi) analysis of the situation on the markets outside 
the region and finally (vii) the operational recommendations relating to purchases. 

3.2.1 Availability of food and the commercial supply in the Reserve’s areas 

This section assesses the availability of food based on the activation thresholds and the 
opportunity to make purchases in the different areas of the reserve. It incorporates a map of 
the marketable surpluses in the region. It also performs an analysis of the commercial supply 
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and evaluates the foreseeable impact of the planned purchase volumes on the development 
of the market according to the activation thresholds (cf. note relating to the mobilisation of 
the reserve). 

3.2.2 Selection of the purchasing countries and zones 

This section is presented in the form of a table and lists the purchasing countries and zones 
selected to supply the reserve together with an estimate of the local commercial supply. This 
selection is based on the cross-analysis of the activation thresholds, the availability of food 
and the impact of the planned purchasing quantities on the development of the market on 
the one hand and on the cross-analysis of the maps of marketable surpluses and cross-border 
trade flows on the other. 

3.2.3 Trend on the regional market 

The trend on the regional market is described by the wholesale price trend summary curve 
for the different reference markets in the region. For each reference market, the trend is 
analysed on the basis of the thresholds linked to the wholesale price variation in relation to 
the indexed average for a given period in order to determine the purchasing opportunities. 
The analysis of the trend on the regional market will provide a global assessment of the 
purchasing opportunities in the region.  

3.2.4 Analysis of the capacity of the different types of supplier 

This section is presented as a table estimating the supply capacities of the producer 
organisations in the countries and zones selected while also studying the supplies possibly 
available from this category of operators and private operators. 

3.2.5 Study of the logistical costs and transfer conditions 

The table in this section presents the logistical costs per country and analyses the conditions 
for transferring products from the purchasing zones to the storage sites. It provides a 
comparative analysis in relation to purchases from outside the region and defines the 
preferential options for supplying the reserve. In particular, it will highlight the existence of 
problems encountered when crossing borders between the countries within the community.  

3.2.6 Analysis of the situation on the markets outside the region 

This section analyses the price, supply and demand variations for the main basic 
commodities (corn, rice) on the reference markets in Africa outside the region and on the 
international market with illustrations in the form of trend graphs. It also identifies the main 
supply countries and evaluates the opportunity of using imports to supply the Regional 
Reserve.  

3.2.7 Recommendations for purchases 

The main recommendations of the technical note relate to: (i) the purchasing opportunity 
both within and outside the region, (ii) the purchasing countries and zones, (iii) the volumes 
to be acquired and the purchase schedule and (iv) the quantities to be acquired from the 
different types of supplier. 

3.3 TECHNICAL NOTE FOR SALES 

The technical note for sales within the framework of the technical rotation operations is a 
one-page summary report containing: (i) an assessment of the outlets, (ii) an analysis of the 
trend on the regional market and the probable impact of sales and (iii) the operational 
recommendations for sales. It takes account of the supply requirements for the safety net 
programmes. 
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3.3.1 Assessment of the outlets 

This section presents a summary table of the reserve’s physical stock volumes in the different 
areas suggested by the RTMU for the technical rotation. It is illustrated by means of a map 
including the location of the quantities in relation to the main regional markets and the 
basins. 

It presents a table which determines the total volumes necessary to guarantee the supply 
flows for the social safety net programmes within the framework of the multi-annual 
partnership contracts, the total volumes the companies and national security stock 
management agencies wish to purchase and the total quantities intended for the markets in 
the different areas. 

3.3.2 Trend on the market and probable impact of sales 

This section assesses sales opportunities according to the activation threshold based on the 
market wholesale price variation compared to the indexed average for a given period. The 
analysis is illustrated by means of wholesale price trend curves with respect to the main 
markets in the areas covered by the reserve. 

3.3.3 Recommendations for sales 

This note presents the recommendations relating to: (i) sales opportunities and schedule and 
(ii) the determination of the volumes to be sold on the market. 

3.4 NOTE ON THE PRESENCE OF PARTNERS AND THEIR PROGRAMMES 

This one-page note is drafted using chronological data and a summary table which presents 
the annual support received by the region from the main international donors, broken down 
per country. A figure is also incorporated to present the distribution of this foreign aid per 
recipient country. A collaborative process with IRIN/OCHA will facilitate the production of 
this note.  

3.5 ELECTRONIC PORTAL 

The electronic portal is a newsletter with web pages including a welcome page and thematic 
pages concerning food and nutritional security in the region. 

3.5.1 Welcome page 

The news concerning the Regional Reserve takes pride of place on the welcome page, which 
is divided into articles relating to the different activities of the reserve’s governance bodies 
communicated to the member states, the ECOWAS partners concerned by the region’s food 
security issues and the general public. These articles will include illustrations with photos, 
figures and/or graphs. 

In particular, a report on each session of the management committee will be published in an 
article taking the form or a memory aid organised as follows: (i) an indication of the situation 
of the reserve, (ii) an analysis of the requests submitted by the member states and (iii) the 
conclusions and decisions of the management committee. 

In addition to this news, the welcome page will include articles dealing, either directly or via 
links to other publications and sites, with recent significant information concerning the 
region in particular with regard to assistance provided to vulnerable populations. 

3.5.2 Other pages of the newsletter 

 One page will be devoted to the agricultural situation within the region, summarising the 
information and analyses produced by the different regional and international 
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information systems with regard to the progress of crop years and the prospective 
harvests. It will incorporate maps, figures and various boxes. 

 One page devoted to the analysis of the evolution of the food and nutritional situation in 
the region. It will be illustrated by means of maps, figures and boxes. 

 The newsletter can host web pages relating to institutions, programmes or projects 
involved in food security and/or the fight against food insecurity. 

 

4 CONCLUSIONS AND IMPLICATIONS 

The products proposed would appear to be pertinent, in particular in providing the Regional 
Reserve’s management committee with information and decision-making assistance with 
regard to the means of using the reserve’s physical and financial stocks. Nevertheless, the 
development of these products must comply with the different thresholds established with 
regard to the reserve’s mobilisation criteria both for purchases/sales and for the support 
granted to the member states. 

Furthermore, to ensure that the electronic portal is used in a professional manner, it is 
suggested that the communication capacities of the Info Stocks Unit be reinforced. 

 


