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SOS Faim
(https://www.sosfaim.be/) is 
an international NGO actively 

fighting food insecurity, notably by 
promoting peasant family farming. In 
West Africa, SOS Faim works in partnership 
with several local, national and regional 
farmers’ organisations. Since 2002, SOS 
Faim has in particular supported the 
development of the FNGN’s network of 
food security granaries (Burkina Faso), 
which recently became autonomous in 
the form of the VIIM BAORÉ cooperative. 

Oxfam
(https://www.oxfam.org/) is an 
international confederation of 20 
organisations working together 

with partners and local communities in 
more than 90 countries. Oxfam works 
alongside vulnerable men and women 
to end the injustices that cause poverty. 
Since 2011, Oxfam has been part of the 
ECOWAS Task Force on the Regional Food 
Security Reserve (RFSR) and works with 
several federations of local food stocks. 

Technical Support  

Roger Blein, from Bureau ISSALA
(http://www.bureau-issala.
com/), is an independent 
consultant specialising in 

agricultural and food security policy; he 
has worked extensively on the issue of 
food stocks. He was part of the team that 
provided ECOWAS with support preparing 
its regional storage policy and configuring 
the Regional Food Security Reserve. He 
has also supported regional networks of 
farmers’ organisations on this topic. He 
produced the thematic summary papers 
that introduced the workshop exercises.

Inter-Réseaux 
Développement Rural 

(http://www.inter-reseaux.org/) is a multi- 
stakeholder network of institutions and 
individuals active in the field of rural 
development in developing countries 
located mainly in Western and Central 
Africa and Europe. With more than 
10,000 members and subscribers, Inter-
Réseaux’s mission is to facilitate access 
to information, dialogue and debate, 
and showcase thinking and experience 
on diverse topics (agricultural policy, 
livestock and pastoralism, value chain 
organisation, agricultural advice, etc.).



3

Contents

Introduction 5

1. The Local Reserve Situation in West Africa 7

1.1 Local Food Storage Systems: What Are We Talking About? 7

1.2 Reserves: A Long and Tricky History 10

1.3  Market Instability Is the Economic Foundation of Storage... And its Main Weakness 12

1.4  Factors that Limit the Development of Storage Systems 13

1.5 Towards an Integrated Regional Storage Strategy for ECOWAS? 13

2. Discussions on 10 Major Local Reserve Management Issues 19

2.1  Topics Relating to “Group Supply Systems” 20

Topic 1 Financing the Storage Operations of Cereal Banks 20

Topic 2 Cereal Bank Supply Modalities 22

Topic 3 Cereal Banks’ Marketing Practices 24

Topic 4 Coordinating with Food Assistance Interventions 26

Topic 5 The Financial Sustainability of Cereal Banks 28

2.2  Topics Relating to “Group Marketing and Warehouse Receipts” 30

Topic 1 Financing Collective Marketing Operations 30

Topic 2 Good Storage Practices 32

Topic 3 Collective Marketing Practices 34

Topic 4 How to Mitigate the Risk of an Inversion of the Seasonal Price Cycle? 37

Topic 5 Warehouse Receipts/Warrantage: Fixed Costs and Price Risks 40

3. Summary of Workshop Recommendations 43

Acronyms and Abbreviations 47



Ensuring the Viability of Local Food Storage Systems in West Africa and Promoting their Growth

4

Burkina Faso

 COOPSA-C

Founzan
warehouse receipts/warrantage

 FEPAB

countrywide
Group Marketing
warehouse receipts/warrantage
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Boucle du Mouhoun
Group Marketing

 VIIM BAORÉ

North Region
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DES BC DE FALLOU

Nara Circle
cereal banks

  UNION DES BC DE NARA

Union member of the Fallou CB 
federation
cereal banks

  MOLIBEMO

Mopti
Group Marketing

Local Food Storage Systems Attending the Workshop
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Introduction

E
mergency stocks (cereal banks, 
village granaries, etc.) have a 
longstanding history in West 
Africa. After long being vilified 

in recent decades, they have suddenly 
returned to favour, notably following the 
2008 food crisis. Regional institutions 
(ECOWAS, WAEMU, CILSS) and their 
development partners now recognise 
that local food storage systems have a 
role to play in food security and market 
regulation. Supporting local reserves, 
seen as the fist line of defence against 
food crises, was explicitly chosen for 
the ECOWAS regional storage strategy, 
as was building the collection, storage 
and marketing capacities of farmers’ 
organisations (FOs) with the aim of 
market regulation. At a time when the 
ECOWAS regional reserve is becoming 
operational, local reserves will need to 
become less isolated and scattered in 
order to envisage ways of coordinating 
with the other lines of defence.

Against this backdrop, SOS Faim and 
Oxfam took the initiative of holding a 
workshop in Ouagadougou from 23 to 
25 February 2016 on local food storage 
systems in West Africa. 

This workshop had two objectives: 

• share, analyse and document the 
experiences of local food storage 
systems in managing their activities 
in order to contribute to the definition 
of good management practices and 
improve sector performance; and 

• form advocacy and present it to national 
and regional policy makers, covering 
those measures that take into account 
and support local food storage systems, 
with an eye to integrating them into 
the regional food security and market 
regulation policy. 

These two objectives fall under the 
prospect of networking local reserves in 
West Africa and building dialogue with 
the national and regional institutions 
in charge of food security and market 
regulation.

This meeting brought together nearly 90 
participants representing approximately 
twenty West African networks of local 
food storage operators,1 the main 
national, regional and international 
institutions in charge of food security and 
market regulation in West Africa (ECOWAS 
/ RAAF, WAEMU, CILSS / Agrhymet, national 
stock management institutions), these 
institution’s international development 
agency partners (EU, AECID, FAO, etc.), 
farmers’ umbrella organisations, NGOs, 
consultancy firms, research institutes, 
and financial institutions. 

This publication is the outcome of the work 
done in preparation for this workshop 
and the presentations and discussions 
during it. After a rapid overview of the 
local reserve situation in West Africa, it 
presents a series of thematic summaries 
illustrated by examples covering various 
issues related to local reserves. The last 
section provides a summary of the work 
done during the workshop.

1 The local food storage operators present at the 
workshop came from six West African countries: Benin 
(URPBorgou Alibori, URP Zou Collines), Burkina Faso 
(COOPSA-C, FEPAB, UGCPA, VIIM BAORÉ), Mali (Kayes Wo-
men’s Union, USCPMD, Union des BC de Nioro Tougouné, 
BCV de Séoundé, Fédération des BC de Fallou, Union 
des BC de Nara, MOLIBEMO), Niger (Mooriben, Fucopri), 
Senegal (UGPM, ADAK), and Togo (CPC, MAPTO).

Cereal 
banks are 
less focused 
on selling 
cereal 
products 
than they 
are on 
supplying 
households 
that have 
cereal 
shortfalls.
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The Local Reserve 
Situation in  
West Africa

Local Food Storage Systems: 
What Are We Talking About?

T
he heading “local food storage 
systems” covers an ensemble of 
collective or community-based 
initiatives that aim to allow 

rural households to buy or sell staple 
foods on more favourable terms. These 
systems can be classified into two major 
categories: 

• Group Supply Systems or Cereal 
Banks: Typical of zones with shortfalls or 
“precarious equilibrium” that alternate 
shortfall and surplus years, these systems 
classically operate on the following 
principle: just after harvest, when cereal 
is abundant and inexpensive, the village 
cereal bank (or the food security granary) 
buys a large volume of cereal and then 
stores it several months in the village to re-
sell it retail during the lean period, often 
called the “hunger gap”. Cereal banks are 
less focused on selling cereal products 
than they are on supplying households 
that have cereal shortfalls and therefore 
on their food security by improving 
accessibility on two levels: (i) physical 
availability of cereals in the village during 
the rainy season; and (ii) affordability – 
by buying cereal when prices are lowest, 
they can provide less expensive cereal 
during the hunger gap, and lower market 
speculation risks. Today, most group 
supply systems continue to operate along 
this principle, but some have diversified 
their offer to other staple foods. Some 
also perform several rotations per year. 

• Group Marketing Systems: 

Typical of surplus-producing zones, 
these systems aim to allow farmers to 
earn better profits from the sale of their 
produce. They are based on the principle 
that grouping production output can 
generate economies of scale and improve 
farmers’ power to negotiate with buyers 
and traders. In some cases, value added 
can be obtained by sorting, cleaning, 
quality testing, improving packaging, 
etc. Depending on the situation, group 
marketing systems can decide to sell 
rapidly or use speculative stockpiling in 
the hopes of benefiting from seasonal 
price variations.

A more recent development, warehouse 

receipt (or warrantage) systems offer 
farmers the possibility of storing some 
of their output and using it as collateral 
for short-term loans from banks or 
microfinance institutions. The loans 
allow farmers to meet their cash needs 
without having to sell their harvest when 
prices are lowest; they also allow some 
farmers to invest in “off-season” income-
generating activities. By deferring the 
sale of their produce, this system allows 
farmers to take advantage of better prices 
and better spread out and increase their 
cash flow. The warehouse receipt system 
inventory can, depending on the case, be 
sold (with the possibility of group sales) or 
used by farmers for self-consumption or 
as seed.
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Warehouse 
receipt 
systems 
offer 
farmers the 
possibility 
of storing 
some of 
their output 
andusing it 
as collateral 
for short-
term loans 
from 
financial 
institutions.

Food Security Granaries in 
Burkina Faso: Proven Impact

Since the start of the 2000s, the Fédération Nationale des 

Groupements NAAM (national federation of NAAM groups), 

accompanied by SOS Faim, has undertaken a revitalisation 

programme for its network of cereal banks (called Food Security 

Granaries – FSGs). After nearly ten years running the programme 

and encouraging results when it comes to the services offered 

to populations, an assessment of the impact of FSGs on food 

security was conducted between 2011 and 2013 as part of an 

original partnership between the FNGN, SOS Faim and the Centre 

de Recherche en Économie du Développement (CRED, the Centre 

of Research in the Economics of Development). The main purpose 

of this study was to identify the causal impact of the presence 

of an FSG – that is to say, to rigorously measure the resulting 

improvement in food security. 

The study showed that the presence of an FSG in a village has a 

non-negligible impact of the food security of village communities 

during particularly difficult agricultural cycles. The programme 

improves people’s nutritional situation and strengthens access 

to staple foods. The presence of a food security granary allows 

people to buy their cereal at lower prices and shortens the 

distance they need to travel to make their purchases. In addition, 

the poorest segments of the population seem to be the main 

beneficiaries of an intervention whose presence seems all the 

more vital when local markets are isolated and little developed. 

For more information, see:
https://www.sosfaim.be/publication/les-greniers-de-securite-alimentaire-au-
burkina-faso-un-impact-confirme/
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The 
information 
system uses 
a “cascading” 
organisation, 
with 
information 
aggregated 
on the local, 
national 
and regional 
levels.

Mapping Initiative and Local 
Reserve Tracking System

Since 2013, Oxfam has been involved with a pilot local reserve 

mapping (using geolocation) and tracking project in Burkina 

Faso, Mali and Niger. This initiative aims to set up:

• a map that provides a detailed up-to-date view of the current 

local reserve situation in the region (geographic location, storage 

capacity and available resources); and 

• an efficient information system that can constantly track the 

stock situation.

The information system uses a “cascading” organisation, with 

information aggregated on the local, national and regional levels. 

Cereal banks provide information on their households (stores 

provided, loan repayment). In return, they obtain information 

on planned interventions in the areas of food security, public 

procurement requests, etc. 

A focal point in each country will be in charge of verifying the 

information provided by the federations and entering it into the 

database. A regional focal point will be in charge of ensuring 

overall system coherence, analysing the alerts triggered by 

the indicators, and providing the analysed information to the 

national systems.

For more information, see:
http://www.foodreserves.org/
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In a Sahel 
traumatised 
by the 
famines of 
1973 and 
1984, village 
cereal banks 
multiplied

starting in 
the 1970s.

Reserves:  
A Long and Tricky History

F
or centuries in the Sahel, building 
reserves has been among 
the strategies to withstand 
shortages. Pre-colonial welfare 

institutions grouped together individual 
and collective granary reserves as well 
as the reserves of the major rulers, which 
were forms of government reserves. 
In the 1930s, “commanders’ granaries” 
first took the form of stores built up by a 
mandatory contribution, managed by the 
colonial administration. In the 1940s, new 
regulations set up two types of granaries: 
hunger gap granaries, open during the 
winter season, and shortfall granaries 
that acted as reserve stocks. These 
granaries were owned by the family heads, 
but opened on order of the governor. This 
period also saw the establishment of 
indigenous welfare societies, which were 
forms of pre-cooperatives that enabled 
the development of self-help to sell 
agricultural produce and form reserves to 
help the needy. The mandatory formation 
of these granaries made them into one 
of the least popular institutions in the 
colonial period, particularly as in practice 
they were never used to help people 
during food crises but served chiefs and 
prominent people above all.

During de-colonialisation, West African 
countries made food self-sufficiency 
one of the pillars in the construction 
of independent nation States. They 
created boards or cereal offices, 
and generally held a monopoly on 
cereal marketing, accompanied by an 
administered price policy. In the 1980s, 
the shortfalls and poor performance of 
these public structures, combined with 
States’ financial crisis, made reforming 
cereal offices one of the main economic 
measures in the structural adjustment 
plans (SAPs) for the agricultural sector. 
The vision then shifted from “national 
food self-sufficiency” to “food security” 
that can be ensured without preference 
by production or the market, local or 
imported products, purchases or food 
aid. Market liberalisation brought about 
an official end tothe public monopoly 

over marketing and administered prices. 
Managing a national security stock 
(on the order of 30,000 tonnes for large 
landlocked Sahelian countries, with 
cereal production of approximately 4 
million tonnes per country) and setting 
up market information systems were 
then the two main prerogatives of cereal 
offices, while public intervention was 
limited to managing food crises. However, 
in the budgetary context of the 1980s, 
building, maintaining and renewing 
security stocks were difficult to do 
with national resources alone. In these 
conditions, the main donor countries 
in the Sahel would become financially 
involved in this storage policy: stocks 
were then jointly owned by countries and 
donors, and governed by very strict co-
management rules that made it possible 
to ensure their long-term existence. These 
rules notably covered the “grain for grain” 
resupply of the stock, technical rotations, 
call for tender modalities, etc.

Two debates took root at the end of the 
1990s. The first, carried by aid agencies, 
questioned the cost and appropriateness 
of physical stocks. From this, we saw the 
development of financial reserves that 
provided public purchase capacities in 
the event of need. The other debate was 
carried by West African governments. 
They felt that nothing could replace the 
physical stores and that the volume of 
these stores should be increased. Above 
all, they believed that the operating rules 
were too strict, hindered use of the stock 
and its ability to respond to crises, and 
called into question States’sovereignty in 
a strategic field – food security. Finally, at 
a time when markets were highly volatile, 
they wished that the stocks could also 
play a role in regulating prices.

In a Sahel traumatised by the famines 
of 1973 and 1984, village cereal banks 
multiplied starting in the 1970s. Their 
objective was to build stocks near 
households, in addition to family reserves, 
to avoid selling cereal cheaply at harvest 
and buying it back during the lean period, 
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and to regulate supply in shortfall zones 
that are difficult to access during the 
winter season. There are several types of 
local reserves: (i) in shortfall zones, they 
focus on supply, operating like purchasing 
cooperatives, obtaining supplies from 
outside the zone during the harvest 
period; and (ii) in surplus zones, they 
focus on external sales, operating like 
marketing cooperatives, buying from 
members at harvest and reselling to 
members or outside parties. Cereal banks 
also fulfil different functions, both social 
as food security instruments serving 
vulnerable populations, and economic as 
market regulation instruments to improve 
farmers’ incomes and protect purchasing 
power.

The 2000s were marked by the partial 
return of the State in market management. 
Seeing co-managed safety stocks as a form 
of outside interference in an important 

area of national sovereignty, the three 
landlocked Sahelian countries (Burkina 
Faso, Mali and Niger) set up a second 
stock with broader prerogatives using 
national resources: the intervention stock 
or strategic food reserve, managed by the 
States alone. The 2004-2005 food crisis 
in Niger and then the crisis triggered by 
skyrocketing prices on world markets in 
2008 pushed States to revive their storage 
policies, with a vision of food security that 
remains mainly focused on availability 
(the existence of agricultural production 
in sufficient quantity) and less on access, 
nutrition or stability (does everyone have 
access to quality food at all times). The 
debate on the role of public intervention 
still persists today, with on one side the 
proponents of a vision of stocks limited 
to a safety reserve that can be mobilised 
in the event of proven crisis, and on the 
other the proponents of a broader vision 
of stocks also regulating market prices.
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The more 
storage 
develops, 
the more it 
regulates the 
market and 
stabilises 
prices 
and as a 
consequence, 
the more it 
lessens the 
very interest 
of storage.

Market Instability Is the 
Economic Basis for Storage... 
And its Main Weakness

S
torage is expensive: infrastructure 
and maintenance costs, collection 
and transport costs, quality and 
weight control, cereal cleaning, 

cost of credit, losses, etc.

Customarily, it is said that the sale price 
during de-stocking must be 25% higher 
than the purchase price for the stock to be 
economically viable.

The main difficulty lies in the fact that 
while on average the inter-annual price 
variation is more than 25%, this is not 
the case every year (see the chart below). 
All it takes is one “bad year” to threaten 
the viability or sustainability of storage 
systems. And “bad years” for storage 
systems are not generally food crisis years 
but rather years of relative abundance.

What is more, the more storage develops, 
the more it regulates the market and 
stabilises prices and as a consequence, 
the more it lessens the very interest of 
storage. The de-partitioning of regional 
markets with the free circulation of 
foodstuffs has also had the effect of 
stabilising prices, and thereby making 
storage less interesting.

For all these reasons, improving storage 
performance by lowering unit costs so 
that it is viable over the long term is a 
central stake.

Oct.

0

20

40

60

80

100

120

140

160

180

200

in CFA 
francs

Jan. Feb. Mar. Apr. May June Jul. Aug. Sept.Nov. Dec.

2000

2001

2002

2003

2004

2005

2006

2007

2008

2009

2010

Average

Sorghum Prices in Koutiala

Source: Bureau ISSALA, using SIM/SONAGESS data.



1  The Local Reserve Situation in West Africa

13

Factors that Limit the 
Development of Storage Systems

L
ocal food storage systems are 
fragile systems: many struggle to 
maintain themselves and grow. 
The causes of these difficulties can 

be classified into two major categories:  

• Internal Factors: Most local food 
storage systems suffer from weaknesses 
in governance or management errors. 
In response to past failures, some 
systems have developed new, better 
performing organisational modes 
(see below) but these innovations are 
not well disseminated, analysed and 
documented because the sector is not 
very structured and has not been the 
subject of much research to define best 
practices. 

• External Factors: Despite the attention 
they are beginning to receive, local food 
storage systems suffer from a lack of 
support from public institutions and 
cooperation agencies; in some cases, 
the effects of some of their actions 
even hurt these systems. This is notably 
the case with certain food assistance 
interventions (low price sales, free 
distribution) that, conducted without 
consulting the cereal banks active in the 
areas concerned, can place these cereal 
banks in great difficulty by upsetting 
price dynamics. 

Towards an Integrated Regional 
Storage Strategy for ECOWAS?

I
In the area of safety stores, ECOWAS’s 
approach relies on setting up three 
complementary lines of defence 
that correspond to crises of growing 

magnitude. The first line of defence 
consists of local reserves in villages 
or communities. They have a twofold 
interest: they are tools that are controlled 
by local communities, and when they are 
well managed, they can be mobilised very 
rapidly because they are available near 
households in difficulty. The second line of 
defence consists of national safety stores. 
Finally, the third line of defence concerns 
the regional security reserve that is in the 
process of being set up.

In 2011, the G20 initiative, which selected 
ECOWAS as a pilot region to set up a 
strategic humanitarian reserve, caused 
regional institutions and stakeholders 
to speed up the design of this regional 
reserve. ECOWAS is organising to lead 
the process. A “storage task force” in 
which FOs participate has been set 
up. In September 2012, the specialised 

ministerial committee on “Agriculture, 
Environment and Water Resources” made 
a proposal to ECOWAS bodies to create 
the Reserve with its general outlines. In 
February 2013, the Conference of Heads 
of State in Yamoussoukro adopted the 
creation of the Regional Reserve and 
passed Supplementary Act AS/2/02/13. 
Thus, the Reserve was folded into the 
ECOWAS Treaty.

The regional reserve targets four challenges:

• improve crisis response by building 
capacities and reactivity at different 
scales and lines of defence; 

• promote regional solidarity and lower 
dependency on international aid; 

• promote a storage system focused on the 
goal of responding to emergencies; and 

• reduce price volatility and its impact on 
farmers and consumers. 

“Effectively respond to food crises 
alongside State governments and 
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Lines of Defence to Respond to Crises on Different Scales

Local Stores

National Stores

Regional Safety Store

International 
Humanitarian Aid

Prevention and 
Promotion: 
predictable safety 
nets

Crisis Management: 
food and nutrition 
assistance

harvest price support

promotion of quality 
standards

protect capital, and 
support investment 
by mitigating risks

prevent acute 
malnutrition and 
mortality, protect 
capital

improve farm 
incomes, foster 
rural jobs, support 
agricultural 
productivity, protect 
consumers

value chain 
structuring incentives

Source: ECOWAS/RAAF - Regional Food Security Reserve.

Farmers’ 
Organisations

Regional Operators

International 
Purchases

control temporary food insecurity

prevent temporary food insecurity

reduce structural food insecurity

Market Regulation
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stakeholders whilst contributing to the 
implementation of ECOWAP/CAADP with 
a regional food security and sovereignty 
perspective.” Specifically, it aims to:

• complete the member-States’ efforts 
and provide rapid and diverse food 
assistance; 

• express regional solidarity among mem-
ber-States and populations affected by 
temporary food crises; and

• contribute to food sovereignty and the 
region’s political, economic and trade 
integration.

On the technical level, the regional reserve 
plans to combine: 

• a physical stock able to secure supply 
(one-third of the reserve), and

• a financial reserve able to lower 
costs and diversify the forms of food 
assistance (two-thirds of the reserve).

The physical stock will consist mainly of 
cereals and tubers (as well as nutrition 
products), which are in line with the basic 
dietary systems in West Africa, available 

in production basins, and suitable for 
standardisation and conservation.

The regional reserve shall obtain its supply 
in priority from West Africa, through in-
kind contributions when it is formed 
and during the conventional increase in 
its volume by the member-States, direct 
purchase contracts with specialised FOs, 
and calls for tender.

Four sites have been identified to 
position the reserve: North Nigeria/
Niger/Benin (East sub-space), South Mali/
North Burkina/Ghana (Centre sub-space), 
Senegal (West Atlantic sub-space), and 
Guinea/Liberia/Sierra Leone (Atlantic 
Gulf sub-space) – two of which have direct 
access to ports to facilitate imports if 
needed (Tema and Dakar). The regional 
reserve will rely on already existing 
storage infrastructures and the member-
States’ technical stock management skills.

In terms of calibration, the region targets a 
storage capacity of more than one million 
tonnes by 2020, of which approximately 
400,000 T at the regional reserve.

Niger

Nigeria

Benin

Togo
Ghana

Burkina Faso

Mali

Senegal
The Gambia

Guinea-Bissau Guinea

Sierra Leone

Liberia

Côte d’ivoire

Location of Regional Reserve Sites

Source: ECOWAS/RAAF - Regional Food Security Reserve.
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The region 
targets a 
storage 
capacity of 
more than 
one million 
tonnes  
by 2020.

tonne eq. Years 1 to 4 Years 5 to 7 Year 8

Regional Reserve 176 000 294 000 411 000

* of which physical stock 60 000 100 000 140 000

* of which financial reserve 116 000 194 000 271 000

National Safety Stocks and Local Reserves 360 000 600 000 841 000

Trigger modalities are based on three 
principles: equity, efficiency and 
transparency. Triggering shall be done 
based on a request from a member-
State, supported by vulnerability and 
food situation analyses (level 3 and 
up of the Cadre Harmonisé d’Analyse 
de la Vulnérabilité (CHB, harmonised 
vulnerability analysis framework) and 
the National Response Plan). The decision 

shall be made by the management 
committee.

Four regional reserve support measures 
are also planned:

• developing reliable, credible, independ-
ent information systems in all countries;

• promoting (national and regional) 
contingency plans making it possible 

Source: CEDEAO/ARAA - Réserve Régionale de Sécurité Alimentaire
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to prepare appropriate responses to 
different crises;

• promoting lines of defence other than 
the complete regional reserve (local 
reserves, national food security stores); 
and

• developing the RESOGEST (the regional 
networking of national stock manage-
ment companies and offices in West 
Africa) cooperation framework, so as 
to vitalise collaboration among public 
structures in charge of stock manage-
ment, and allow the network to play a 
central role in implementing the Region-
al Reserve.

The regional reserve financing principles 
are as follows:

• rely on multi-annual financial commit-
ments;

• mobilise mostly regional resources 
(regional solidarity) to improve the 
speed and quality of crisis response, 
and limit recourse to international 
solidarity;

• manage to combine national, regional 
and international resources; and

• mobilise new resources so that 
emergency management is not done to 
the detriment of the resources allocated 
to structural development policies. 

At this time, the operationalisation of 
the regional reserve is supported by the 
Projet d’Appui au Stockage de Sécurité 
Alimentaire en Afrique de l’Ouest (food 
security reserve support project in West 
Africa), which is funded by ECOWAS and 
the European Union. 
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The floor 
was given 
in priority 
to storage 
system 
operators 
in order 
to foster 
experience 
exchange 
and 
reflection.

Discussions  
on Ten Major Local 
Reserve Management 
Issues

T
he workshop hosts selected 10 
topics (five for each of the two 
major types of stocks) that were 
discussed in two working groups 

(one for each type of stock). Each topic was 
opened with the presentation of a specific 
experience. The floor was given in priority 

to storage system operators in order to 
foster experience exchange and reflection. 
This section summarises the workshop 
discussions. The recommendations and 
proposals arising from the workshop’s 
working groups are also mentioned for 
each topic.

Topics Addressed

Group Supply Systems
Group Marketing Systems / Warehouse 
Receipt (Warrantage) Systems

Financing Cereal Banks ’Storage  
Operations 

Financing Collective Marketing  
Operations

Cereal Bank Supply Modalities Good Storage Practices

Cereal Banks’ Marketing Practices Collective Marketing Practices

Coordinating with Food Assistance  
Interventions

Managing Price Inversion Risk

The Financial Sustainability  
of Cereal Banks

Warehouse Receipts/Warrantage:  
Fixed Costs and Price Risks
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The issue 
of interest 
rates is 
central 
because 
interest 
rates alone 
can be 
one of the 
main stock 
management 
expenses 
and can 
weigh on 
the resale 
price of 
foodstuffs.

Topics Relating to  
“Group Supply Systems”

Topic No. 1:  
Financing Cereal Banks’ Storage Operations

Cereal banks have long been supported by 
outside “promoters” with contributions 
from beneficiaries. This support included 
supplies to build warehouses (sheeting, 
doors, cement, pallets, etc.) and the 
provision of initial stock. In the usual 
CB design, this stock formed a revolving 
fund and corresponded to an initial in-
kind donation. Among the contributions 
from beneficiaries, in addition to labour 
to build the warehouse, they were often 
called on to contribute to the initial stock 
from their harvests. The sale of the stock 
was supposed to provide resources for its 
annual renewal.

Different modalities were developed to 
finance the regular operations of local 
reserves, the following approaches in 
particular:

• Beneficiaries’ financial contributions: 
These can only be relatively limited and 
play a more symbolic role, representing 
the population’s involvement in the 
cereal bank.

• Grants or subsidies in kind or in cash, 
provided by NGOs and international 
organisations in the framework of 
development projects.

• Donations from companies and offices 
in charge of managing national safety 
stores or in the framework of emergency 
humanitarian interventions deployed 
by international organisations (WFP, 
FAO, UNICEF, etc.) in the event of 
food crises. Cereal banks are, in this 
case, seen as storage sites as close as 
possible to struggling populations, and 
management committees are called 
upon to distribute stores. The modalities 
for releasing stocks to beneficiary 
households – imposed from the outside 
(grants, low price sales, credit, etc.) – 

have often helped destabilise cereal 
banks’ operations.21

• The collective or community-based 
approach is a modality used in zones 
where social cohesion is strong. Harvest 
makes it possible to help supply the 
stock and generally have a certain 
quantity of cereal to give to the poorest 
in the community (the elderly, disabled, 
female-headed households, etc.). 

Cereal bank management difficulties 
(sales on credit that is not repaid, market 
reversals, regular cereal price hikes, 
losses, reselling at prices that do not 
cover the various maintenance and stock 
management costs, etc.) have often 
resulted in the progressive dwindling of 
this revolving fund’s purchasing capacity. 
Many cereal banks have in this way seen 
their stores disappear. A new physical 
stock was made available to the CBs when 
the opportunity arose, allowing them to 
resume their activities.

With the goal of building a sustainable 
financing system, more structured 
financing modalities were developed over 
time, notably at the initiative of FOs and 
professional NGOs providing support to 
FOs:

• Facilitating access to bank loans: The 
aim is to make CBs “creditworthy” in the 
eyes of banking institutions by providing 
support with loan applications and 
setting up bank guarantees (guarantee 
funds mobilised in the event of default 
by the FO), making it possible to cover the 
risk incurred by the financial institution. 

2 For example, they favour donations to banks that 
are out of stock (and have not managed to replenish 
their stores) – which can be seen as a “poor management 
bonus”.
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2  Discussions on Ten Major Local Reserve Management Issues

Recommendations 
and Proposals from 
the Working Group 
Participants on 
Financing Cereal 
Banks’ Stores

For FOs and local reserve 
managers: 

 | Build capacities to 
negotiate with financial 
institutions.

 | Collect some of the CBs’ 
profits to increase capital 
or create new CBs.

 | Develop own funds that 
can be leveraged to obtain 
loans.

 | Constantly seek to balance 
the social role with 
economic viability.

For decision makers and 
public institutions:

 | Participate in 
infrastructure investments 
(community development 
plans).

For local reserve support 
organisations: 

 | Secure access to financing: 
provide guarantees rather 
than grants.

 | Facilitate negotiations 
with FIs.

 | Provide local reserve 
organisations with a 
central credit fund. 

 | Finance interest rate 
subsidies.

• Setting up a line of financing accessible 
to cereal banks that belong to a 
network. In this case, the FO itself sets 
up a line of credit and grants loans to 
the organisation’s CB members.

• The issue of interest rates is central 
because interest rates alone can be one 

of the main stock management expenses 
and can weigh on the resale price of 
foodstuffs. The availability of funds at 
the right time (during the harvest period) 
so that purchases can be made during 
the right period and the suitability of 
loan duration to CB operations are also 

decisive.

Financing the Fallou Cereal Bank 
Federation by the Kondo Jigima 
MFI in Mali

Created in 2001, the Fédération des Banques de Céréales de 

Fallou (Fallou cereal bank federation) in Nara Circle, Mali, brings 

together 43 village banks. Every year, the Federation buys a stock 

of approximately 170 tonnes of millet, which it sells to more than 

10,000 beneficiaries through its network of cereal banks.

To finance its operations, the Fallou Federation signed a finance 

protocol with the Kondo Jigima microfinance institution. The 

process was also supported by SOS Faim and its partner, the Malian 

NGO CAEB, which provided technical support to the federation. 

Loans are granted from a fund, 77% of which provided by SOS Faim 

in the framework of cofinancing with the Belgian Fund for Food 

Security, and 23% of which provided by the MFI itself. The SOS Faim 

contribution is made available to Kondo Jigima at zero interest. 

SOS Faim also guarantees up to 30% of the loans taken out by the 

Fallou federation. These two financial tools provided by SOS Faim 

allow the MFI to grant loans with annual interest rates capped at 

10% (plus 2% in management costs). The loan term suits the CBs’ 

needs. Signing the partnership with the Kondo Jigima MFI allowed 

the Fallou Federation and its CB members to revive their activities. 

Compared to the old model of capital contributions from the CBs 

in the form of donations in kind, the provision of funds in the form 

of loans makes it possible to put stronger pressure on the CBs to 

re-supply the fund. After the first two crop years (2014 and 2015), 

the repayment rate was 98%. The mechanism does, however, 

remain heavily dependent on the involvement of an international 

cooperation player to support the CBs.
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The 
purchasing 
period is 
decisive for 
the financial 
viability 
of CBs and 
their ability 
to provide 
cereal at 
below 
market 
prices 
during the 
hunger gap.

Topic No. 2:  
Cereal Bank Supply Modalities

Supplying cereal banks is one of the 
trickiest operations. When done poorly, 
the supplying happens too late when 
agricultural product prices have already 
risen, which will reduce the CB’s room for 
manoeuvre, lower its capacity to play its 
food security role for populations, and 
threaten the local reserve’s economic 
balance. 

Purchasing consists of a set of operations:

• estimating the needs of the local 
reserve’s beneficiary households; 

• knowing the availability and prices of 
foodstuffs in nearby surplus zones;

• financing purchases;

• verifying the weight and quality of the 
foodstuffs; and

• managing transport.

Different modalities have been tested 
for outside purchases. When CBs are 
scattered, not part of networks or 
umbrella FOs, purchasing modalities are 
multiple: through cereal traders, through 
knowledge of the village in surplus zones, 
etc.

Local reserves that are part of networks 
or umbrella bodies have tried to improve 
purchasing practices to take advantage 
of the best prices and secure quality. In 
particular, this has involved:

• centralising needs within the umbrella 
organisation (purchasing commission) 
with support determining these needs 
given to the various CBs;

• participating in cereal exchanges (a 
modality developed by the Afrique 
Verte network, with these exchanges 
organised on the national and regional 
scales and with FOs and traders 
participating in them); 

• exploiting favoured relationships with 
FOs in surplus zones; and 

• calls for tender (little used because 
they require anticipating needs very 
accurately and are complex to manage).

The purchasing period is decisive for 
the financial viability of CBs and their 
ability to provide cereal at below market 
prices during the lean period. As a 

general rule, given the habitual price 
curve (intra-annual price variations), it 
is recommended to buy during the post-
harvest period when prices plummet in 
production zones and on markets. Buying 
early is a guarantee that cereal reaches 
the storage facilities before the start of 
the winter season while roads are still 
passable.

Three major problems arise:

• Given population growth in villages, the 
cereal shortfall and needs are becoming 
very large. Starting in December/
January, warehouse storage capacity 
is often too small to store all the cereal 
necessary for the lean period. CBs are 
therefore  obliged to rotate stocks 
several times and therefore buy during 
periods that have less favourable 
prices.3 Setting up intermediary stocks 
at the umbrella organisation with large-
capacity (150 to 500 tonnes) warehouses 
may be a solution to this constraint.

• The habitual price curve (drop at 
harvest, progressive rise, and hunger 
gap hike) does not always happen. 
Prices evolve based on a number of 
factors that are difficult to anticipate. 
When “prices invert”, CBs may record 
considerable losses.

• Misunderstandings with suppliers re-
garding deliveries (products, weight, 
quality, deadline, transport, prices and 
payment modalities, etc.) are frequent. 
Drawing up contracts with suppliers 
and enforcing these contracts may be a 
solution to these difficulties.

Pooling functions at the umbrella 
organisation is an important path to 
improving and optimising purchases: 
tracking markets and prices in connection 
with market information systems, 
negotiating purchase and transport 
contracts, quality control and weighing.

3 However, with several stock rotations, the local 
reserves lower price risk and better amortise fixed costs.



23

2  Discussions on Ten Major Local Reserve Management Issues

Recommendations 
and Proposals from 
the Working Group 
Participants on 
Cereal Bank Supply 
Modalities

For FOs and local reserve 
managers: 

 | Decentralise needs 
assessments.

 | Diversify suppliers and 
products.

 | Multiply rotations, if 
storage and finance 
capacities are limiting 
factors.

 | Strengthen market 
information systems.

 | Foster multi-stakeholder 
exchanges between supply 
and demand.

 | Favour group purchases 
to increase negotiating 
power.

 | Formalise supply policy.

 | Favour local purchases 
initially, taking care to 
not destabilise the local 
market.

For decision makers and 
public institutions: 

 | Request the participation 
of technical services in 
needs assessments. 

 | Support access to land to 
set up storage facilities.

For local reserve support 
organisations: 

 | Accompany contract 
negotiations.

Supplying Local Reserves: the 
VIIM BAORÉ (Burkina Faso) 
Cooperative’s Experience 

The FNGN’s network of food security granaries (FSGs), the oldest 

of which date back to the 1960s, became autonomous in January 

2015 in the form of a cooperative called VIIM BAORÉ, which 

brings together 22 unions, the FNGN and SOS Faim. It is active 

in 432 villages. In 2014/2015, nearly 3,000 tonnes (half of which 

non-cereal products) were stored in the food security granaries. 

Average per-granary storage capacity is 15 tonnes.

To supply the FSGs, VIIM BAORÉ follows a certain number of 

principles written down in a formal purchasing policy:

• The identification of needs is decentralised in the villages (FSG 

management committees given responsibility).

• The FSGs are encouraged to diversify their supply by expanding 

it to non-cereal products (cowpea, groundnuts, oil, cattle feed, 

etc.).

• FSGs are encouraged to make several supply purchases per 

crop year, so as to rotate their capital several times a year.

• Supply modes are, in order of priority: (1) obtain products 

from local farmers when they have produce to offer; (2) group 

purchases (grouping the needs of several neighbour FSGs) from 

farmers’ organisations active in distant areas with surpluses; 

and (3) group purchases from traders.

The Unité d’Appui de la Coopérative (cooperative support unit) 

assists the FSGs with managing their supply operations through 

the following actions:

• putting on an annual commodity exchange market;

• managing a market information system; and

• supporting transactions (prospecting in surplus zones, 

help drawing up contracts, blacklist of poor transporters and 

suppliers, etc.).  

Diversifying the products stored and sold made it possible to 

increase the granaries’ financial viability. The multiple supply 

operations have improved product availability, facilitated 

outflow, and lowered storage-related risks. The network’s 

influence and group purchases make it possible to achieve 

attractive cost prices.
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No matter 
what 
marketing 
mode is 
chosen,

setting 
prices is 
essential.

Topic No. 3:  
Cereal Banks’ Marketing Practices

The economic viability of local reserves 
depends on mastery of the entire chain, 
from obtaining foodstuffs to storing 
and keeping them, and to selling them 
to beneficiaries. To do this, CBs must 
imperatively resell foodstuffs for more 
than they paid, counting storage and 
management costs (including the cost 
of credit), the warehouse keeper’s or 
manager’s salary, and possibly the 
amortisation of investments (storehouse, 
equipment).

The main challenge is to reconcile 
two goals: (i) foster the accessibility of 
foodstuffs for households, and (ii) ensure 
the economic balance of the local reserve.

CBs marketing practices must be envisaged 
taking into account households’ ability 
to access foods: households’ livelihoods 
(monetary resources) and cash on hand. 
Surveys have shown that per-kilo prices are 
not always the determining factor in food 
availability, even for poor households. 
More often, the availability of money is 
a handicap. In other words, when a CB 
sells “by the bag”, many households have 
trouble coming up with the necessary 
sum, and ask to buy on credit. This raises 
considerable repayment problems and 

places the CB in difficulty. Loans are not 
repaid on time, even though the CB must 
reconstitute the stock. Many CBs have 
gone under because of failures to repay.

Some networks (e.g. VIIM BAORÉ/FNGN) 
have got around this difficulty by banning 
credit sales and selling retail to facilitate 
members’ access to foodstuffs. This 
practice is more demanding for local 
reserve managers for two reasons:

• The CB must be opened more often (at 
least once a week), there is more product 
handling to do, five to ten times more 
measurements to record, and therefore 
more complex bookkeeping. In these 
cases, paying the manager or warehouse 
keeper is required and this cost must be 
included in the sale price.

• While by-the-bag sales transfers the 
risk that the bag be short in weight or 
contain impurities to households, retail 
sale places this risk (and potential losses) 
on the shoulders of the CB. This implies 
being very rigorous in supply operations: 
weighing bags, quality control (impurity 
levels), to avoid surprises when opening 
bags at the time of sale.
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2  Discussions on Ten Major Local Reserve Management Issues

Recommendations 
and Proposals from 
the Working Group 
Participants on Cereal 
Banks’ Marketing 
Practices

For FOs and local reserve 
managers: 

 | Have bodies (GA, BoD, GC, 
villages) set prices.

 | Ensure that prices stay 
below market prices, while 
still generating a margin 
able to cover costs and 
build capital.

 | Sell in small quantities and 
avoid selling on credit.

 | Diversify products.

For retail sales to be well managed, one 
must:

• accurately determine the unit of 
measurement to use, and accurately 
calculate the cost price per unit, 
including all costs; and 

• control and verify purchases well – 
weight and impurities – and not hesitate 
to pay a little more for clean cereals with 
which losses will be much smaller. This 
requires one to accurately determine 
when cereal verification will be done. In 
the case of “warehouse door” contracts 
including transport, this verification 
can be done on receipt. If the purchase 
contract does not include transport, the 
CB must verify its purchases on loading.

No matter what marketing mode is chosen, 
setting prices is essential. Management 
committees must master how to calculate 
cost prices to cover all costs, including 
losses. Simplified tools to establish cost 
prices are available in some networks and 
can be capitalised.

Some CBs have greatly diversified the food 
products they store (cowpea, etc.). This 
diversification increases management 
difficulties but can also help lower risks 
and better meet the diversity of household 
food needs. The discussion on practices 
must help identify the constraints on 
and advantages of these strategies, and 
propose suitable approaches in function 
of local management capacities.

The Experience of the Federation 
of Women’s Associations in the 
Kayes Region of Mali

Created in 2004, this federation brings together 40 associations 

and 9,500 women in 12 communes of the Kayes region in Mali (a 

shortfall zone). Thanks to outside support, it has a warehouse 

with a storage capacity of 600 tonnes and a revolving fund. The 

federation currently stores rice, maize, sorghum, millet, fonio, 

groundnut and infant flours. It fills its stock (before April) through 

contracts negotiated with FOs in surplus zones (generally during 

the agricultural commodity exchanges organised by AMASSA / 

Afrique Verte). These sales are always at less than market price, 

usually at a price of less than 10 CFA francs/kg at the Kayes 

market, which serves as a benchmark price for the federation. 

The stock is open to the entire population, but the associations’ 

members pay slightly less than non-members. The store is open 

three times a week. Sales are always cash on the spot, by kilo, 

half-bag (50 kg) or bag (100 kg). The stock is also used to supply 

ingredients to federation members involved in food processing. 

The federation has managed to turn a profit of approximately 

12,000,000 CFA francs over nine rotations. Today, it lacks revolving 

funds, which has resulted in the storage infrastructure’s capacity 

being under-utilised. 
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The issue is 
to recognise 
the 
importance 
of these 
“micro 
institutions” 
managing 
food 
security at 
the local 
level, and 
running 
interventions 
in a 
coordinated 
manner with 
them.

Topic No. 4:  
Coordinating with Food Assistance Interventions

Food crisis years are particularly difficult 
to manage for local reserves. Beneficiary 
populations’ needs are higher than usual 
and market prices climb sharply. It is also 
in these situations that the national au-
thorities and their international partners 
put in place national crisis response plans. 
These response plans organise the various 
food assistance interventions: free food 
distributions, sales at social or moderate 
prices (below market price), food vouch-
ers, food-for-work schemes, filling local 
reserves, etc. Food distribution interven-
tions (either free or subsidised) are done 
by the companies and offices in charge 
of national safety stocks or government 
intervention stores. Several other human-
itarian players also intervene in the form 
of food distributions (WFP, NGOs, etc.).

Governments generally recognise the 
importance of cereal banks, and several 
countries have put in place strategies 
or framework papers that focus on 
strengthening local reserves. Mali has 
developed the cereal banks in each 
commune, under the auspices of the local 
authorities.

Yet, in all Sahelian countries, cereal banks 
or the networks of local reserves face 
considerable difficulties in connection with 
these humanitarian interventions. The 
impacts of emergency responses on prices 
and the financial balance of local reserves 
have yet to be well documented with 
accuracy. However, the testimony of local 
reserve managers points out two major 
issues:

• “Competition” from emergency 
responses in local reserves’ zones of 
action (villages). Free or subsidised 
distributions draw households away 
from their cereal banks, and these 
CBs cannot align themselves with 
these sales terms without taking large 
financial losses or squandering their 
revolving funds. If they do not sell their 
stores, they expose themselves to large 
food losses.

• Donations to “stockless” banks intro-
duces unequal treatment between 
those villages that made sacrifices to 
have a stock and those that did not 
make the same efforts.

In principle, emergency responses 
are calibrated to the population’s 
needs, evaluated by early warning 
systems (EWSs). They are determined 
by households’ livelihoods, their ability 
to withstand shocks, and staple food 
prices. The point is not to deny the needs 
of households facing a crisis. But the 
issue is to recognise the importance of 
these “micro institutions” in managing 
food security at the local level, and 
running interventions in a coordinated 
manner with them and above all with 
their umbrella organisations to avoid 
the negative indirect effects of public 
interventions. Several possibilities can be 
explored:

• Better take into account local capacities 
when evaluating needs. Food insecurity 
diagnostics rarely consider the level 
of available local stores that could 
be mobilised. The mapping and stock 
tracking system that the RAAF and 
AGRHYMET/CILSS will develop should 
fill this need.

• In zones with a strong CB or FSG presence, 
national systems could consult with 
local reserve organisations to design 
integrated interventions. In practice, 
this means that the national stock 
could entrust the CB with managing 
its intervention by allocating a volume 
of foodstuffs to it that it will include 
in its sales strategy or even free aid 
for certain targeted households. Such 
an option should also make it possible 
to better target support according to 
households’ capacities.

• Subsidising local reserves when the 
worsened food situation makes it 
necessary to sell below the local 
reserve’s cost price.

More generally, the ECOWAS regional 
storage strategy recognises the 
complementarity of three “levels of 
defence” in the event of crisis: the local 
reserves, the national safety stock, and 
the Regional Food Security Reserve 
(RFSR). Strengthening the network of 
local reserves opens the door to forms of 
contractualisation between the national 
stocks managed by central governments 
and the local reserves.
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2  Discussions on Ten Major Local Reserve Management Issues

The Experience  
of Mooriben in Niger

Created in 1993, the Mooriben federation brings together 

29 unions of 1,500 groups and nearly 60,000 members. Every year, 

the federation’s 332 CBs store 3,700 tonnes.

Because of recurrent food crises in Niger, Mooriben is regularly 

faced with tensions between its own network of cereal banks 

and food aid interventions. Whereas humanitarian aid stocks are 

free, focus on the short term, and target vulnerable households, 

Mooriben’s local reserves are based on a logic of peasant self-

promotion, have a long-term vision, and are open to all. Thus, 

food assistance interventions have several consequences for 

Mooriben’s storage operations: competition causing CBs to sell 

at a loss, destabilisation of farmers’ strategies and dynamics, a 

“hand-out mentality” among farmers, etc.

According to a recent study by Mooriben, 38% of CBs believe 

that the main factor limiting their success is low-price selling. 

However, for all that, CBs do not want to eliminate low-price 

selling: 40% of them think that the quantities sold at low 

prices are insufficient. According to Mooriben, the challenge 

is coordinating interventions to avoid situations where 

humanitarian interventions destabilise CB operations.

In this situation, Mooriben took a certain number of measures to 

mange these instances of temporary competition:

•   It improved its planning of purchases and sales: making local 

purchases and sales before State interventions.

•  It places CBs’ unsold stock with its members on credit (except 

in zones with chronic shortfalls where this type of operation is 

deemed too risky) to avoid loss of the stock and decapitalisation of 

the CB: the loans are repayable in kind (in the form of new cereal) 

after harvest.

•  It is working to raise the awareness of the State, WFP and NGOs 

to avoid the negative effects of their interventions on existing CB 

networks.

This approach has had several impacts:

• slumps in sales have dropped, reducing losses in CBs; and

•  CBs that offer seasonal credit (10% per year) have increased their 

capital.

Difficulties are still numerous: manage to supply the stock at 

competitive prices, eroding CB capital with stock rotations, sales 

on credit in zones with chronic shortfalls, uncoordinated State 

interventions, etc.

Recommendations 
and Proposals from 
the Working Group 
Participants on CBs’ 
Coordination with 
Food Assistance 
Interventions 

For FOs and local reserve 
managers: 

 | Separate out CBs’ social 
stocks.

 | In the event of price 
reversals, envisage in-kind 
loans to members with 
repayment after harvest.

 | Strengthen negotiations 
and coordination with 
humanitarian operators.

For decision makers and 
public institutions: 

 | Recognise the CBs’ 
legitimacy and skills, and 
increase consultation. 

 | Improve targeting of 
intervention zones and 
vulnerable households.

 | Favour voucher 
distribution rather than 
food distribution when 
stocks are adequate.
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Topic No. 5:  
The Financial Sustainability of Cereal Banks

Emergency stock systems in shortfall 
zones have faced great difficulties that 
have often threatened their very existence. 
Many factors explain this fragility and 
have been the subject of various topical 
discussions on good practices.

The debate has, notably among promoters, 
long opposed on one hand the principles 
of the social role of local reserves that 
imply selling to households at less-than-
market prices, and on the other hand, the 
principles of their socioeconomic function, 
which impose the need to reconcile the 
goal of food security with the economic 
and financial balance of CBs. This debate 
is no longer a going concern insomuch as 
a local reserve institution can only fulfil 
its food security mission if it is sustainable 
and therefore if it is financially balanced.

However, the question remains open, 
notably in vulnerable zones where 
households’ livelihoods are worsening 
and where food security is still precarious 
and is a major concern.

Local reserves play a strategic role in 
populations’ food security in general 
(security of supply/physical availability 
of foodstuffs, fight against skyrocketing 
local prices), and even more so in the event 
of exceptional food crises. Maintaining 
and managing these stores is nevertheless 
expensive, and the main networks of local 
reserves are still dependent on outside 
aid. This external support is justified for 
three main reasons:

• People’s food security is not a matter 
for economic or financial approaches 
alone, and its cost cannot be covered 
completely by village or community 
institutions. Food security is a “common 
good” or a “public good.” It implies 
mobilising solidarity on a broader scale: 
the national, regional and international 
levels.

• Local storage institutions are one 
of the strategic levers in structuring 
farmers’ organisations and developing 
socioeconomic services for their 
members. Strengthening local stocks 
consequently contributes to a broader 
strategy of strengthening FOs.
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Recommendations 
and Proposals 
from the Working 
Group Participants 
on the Financial 
Sustainability of 
Cereal Banks

For FOs and local reserve 
managers: 

 | Constantly seek to balance 
the social role with 
economic viability.

 | Solicit dues from members.

 | Limit volunteerism to 
the launch stages and 
establish a remuneration 
policy as the CB grows.

 | Favour remuneration as a 
percentage of profits.

 | Control the costs of the 
support system. 

 | Develop other sources of 
revenue. 

 | Develop national and 
sub-regional networking to 
facilitate negotiations with 
policy makers.

For decision makers and 
public institutions: 

 | Support existing 
community-based CBs 
rather than creating new 
communal banks.

 | Provide structural 
support to networks of CB 
operators whose social 
impact has been confirmed.

For local reserve support 
organisations: 

 | Facilitate dialogue among 
operators and decision 
makers.

 | Support operators’ efforts.

The Experience of the VIIM BAORÉ 
Cooperative in Burkina Faso

The VIIM BAORÉ cooperative was provided with a revolving fund 

(SOS Faim / Belgian Fund for Food Security donation) that allows 

it to grant loans every year to food security granaries in function 

of their requests and their solvency. The loans are issued at an 

annual rate of 7% in order to cover some of the cooperative’s 

operating costs. The good repayment rate (more than 95% on 

average, although there are some late payments) makes it 

possible to keep the capital almost entirely intact and in 2014 

generated approximately 60,000,000 CFA francs in interest, which 

can cover approximately 50% of the personnel and operating 

costs of network supervision (support unit, organisers). However, 

the network still needs outside support, justified by its social 

function. The cooperative believes that its performance can 

still improve by raising awareness among organisers and the 

presidents of farmers’ unions of the importance of repaying these 

loans and, in parallel, improving operating cost containment. 

• The costs involved with strengthening 
local reserve institutions must be 
compared to the “foregone revenues” 
from their absence, notably to ensure 
a rapid and efficient response to food 
crises.

Insomuch as local reserves are seen as the 
first line of defence able to be mobilised 
very quickly when populations are affected 
by a shock, supporting local reserves is 
part of a broader national and regional 
strategy carried by public institutions. 
Consequently, structural support to local 
reserves is one of the aspects that should 
be better integrated in national and 
regional food security financing and in the 
financing of strategies and instruments 
to prevent and manage temporary food 
crises.

What is more, promoting and 
consolidating this first line of defence for 

households in food insecure areas is one 
of the pillars of building the resilience 
of these households and communities. 
This pillar should consequently be 
fully integrated in countries’ resilience 
priorities, defined in the framework of 
implementing the AGIR Alliance.

The structural support could address the 
following main aspects:

• financing or co-financing storage 
infrastructures on the local and 
intermediary levels; 

• co-financing the interventions of local 
reserves during years with exceptional 
temporary crises; and 

• supporting pooled support services for 
local reserves: training and capacity 
building for management committees, 
price information systems, financial 
intermediation, etc.



Ensuring the Viability of Local Food Storage Systems in West Africa and Promoting their Growth

30

Topics Relating to “Group 
Marketing and Warehouse 
Receipt/Warrantage Systems”

Topic No. 1:  
Financing Collective Marketing Operations

For farmers’ organisations, collecting ce-
real from FO members and storing it to 
sell when prices are more favourable re-
quires having financial instruments suit-
ed to managing commercial operations. A 
purchase of 1,000 tonnes from farmers re-
quires a line of finance of 80 to 140 million 
CFA francs depending on farm-gate prices. 
Farmers who are FO members cannot wait 
to be paid until the cereal has been sold. 
In addition, to encourage production and 
group marketing, FOs are generally led to 
establish more or less formal contracts 
with their members, including input sup-
ply (seed, fertiliser). 

The question of financing security and 
repayment therefore plays out on two 
levels:

• between the FO and the member, who 
must fulfil his or her delivery commit-
ments, which guarantee repayment of 
the input loan; and

• between the FO and the financing insti-
tution.

Interest payments are generally one of the 
main line items in storage costs. Poorly 
controlled, financing can wipe out most of 
the gains from the price difference between 
the harvest period and selling period.

Faced with “price risk”, the most profes-
sional FOs use a payment system that is 
based on the precautionary principle and 
involves:

• a crop advance (in the form of input 
credit), according to farmers’ delivery 
pledges; 

• a second payment when cereal is taken 
out, which is generally very close to 
market price but includes a safety 
margin due to market reversal risks; and

• a variable drawback based on sale price 
after deduction of all costs.

The financial instruments utilised by FOs 
are not very diverse and fall under the 
following main modalities:

• The negotiation of a line of financing from 
a financial institution (MFI or bank), often 
combined with a financial guarantee 
provided by the FO itself (frozen deposit) 
or a third party (guarantee fund).

• Setting up a revolving fund managed 
directly by the FO, and initially funded by 
an outside financier (donor, foundation, 
NGO, etc.).

• Self-funding with the organisation’s own 
funds. Although the volume of own funds 
is too small to represent any significant 
purchasing capacity, own funds are 
an indicator of good management 

FOs’ 
credibility 
and 
consequently 
their 
capacity to 
negotiate 
lines of 
financing 
from 
financial 
institutions, 
is 
progressively 
being built.
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Recommendations 
and Proposals from 
the Working Group 
Participants on 
Financing Collective 
Marketing Operations

For FOs and local reserve 
managers: 

 | Set up internal mechanisms 
to mobilise resources to 
form guarantee funds.

 | Facilitate members’ 
access to guarantee funds 
and warehouse receipt/
warrantage systems.

 | Diversify partnerships 
with MFIs (an umbrella 
organisation is important 
for negotiations with MFIs).

 | Internalise specialised 
financial management 
skills.

For decision makers and 
public institutions: 

 | Invest in setting up 
agricultural banks.

 | Subsidise interest rates for 
the agricultural sector.

 | Encourage MFIs to set up 
shop in remote areas. 

 | Take into account the 
credit operations in which 
FOs are involved before 
any public intervention in 
an area.

 | Encourage MFIs to adapt 
their credit offer to the 
needs of FOs (suitable 
products made available at 
the right time).

 | Eliminate/subsidise 
application fees on loans in 
the agricultural sector.

For local reserve support 
organisations: 

 | Conduct studies on and 
diagnostics of credit 
systems suitable for FOs.

 | Invest guarantee funds for 
FOs.

 | Accompany FOs and MFIs 
during the financing of 
collective marketing 
operations.

and financial solidity that reassures 
financial institutions.

• The warehouse receipt/warrantage 
system can also be seen as a financing 
modality, with the stock pledged as a 
bond or guarantee for the loan granted 
by the financial institution. In this case, 
releasing stocks is conditional on loan 
repayment.

• The negotiation of purchasing contracts 
with public operators in charge of 
national security stocks and with the 
WFP (P4P). These contracts make it 
possible to negotiate and secure lines of 
credit from financial institutions.

Faced with climate risk that impacts 

the volumes produced and available for 

sale, various initiatives have been taken 

to develop index insurance systems. In 

areas where this risk is limited (rainfall 

greater than 800 mm per year), the cost 

of insurance is on the order of 5% of the 

commercial value.

FOs’ credibility (repayment capacity, lack 

of default) – and consequently their ca-

pacity to negotiate lines of financing from 

financial institutions – is progressively be-

ing built. This credibility influences loan 

size, application fees, and interest rates.

The Experience of FEPAB  
in Burkina Faso

Created in 1997, the Fédération des Professionnels Agricoles 

du Burkina (FEPAB, federation of agricultural professionals 

in Burkina) brings together more than 6,000 groups with 

approximately 240,000 members.

To organise the collective marketing of its members’ produce, 

FEPAB has set up several financing modalities:

•  seasonal loans (for inputs) that are repaid in kind at harvest, 

making it possible to build stocks for group marketing; and

•  the creation of a guarantee fund through members’ contri-

butions (on a pro rata basis by number of production hec-

tares: 5,000 CFA francs per ha for sorghum, millet and cowpea; 

10,000 CFA francs per ha for maize).

In the last three years, FEPAB has been able to mobilise 800 

million CFA francs worth of loans and market an average of 7,500 

tonnes per year.

FEPAB still faces several difficulties financing its marketing 

operations: the hesitation of financing institutions, the lack of 

financial products suited to marketing, the high cost of credit 

(12% interest plus 18% VAT), the late availability of loans, and the 

lack of financial institutions in some areas. In the future, it plans 

to form a guarantee fund and develop a warehouse receipt/

warrantage system to increase credit access possibilities.
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Topic No. 2:  
Good Storage Practices

Collecting with the aim of group marketing 
generally implies having storage facilities 
able to protect and conserve cereal from 
the field to the final sale and expedition 
of foodstuffs. Sufficiently scrupulous com-
pliance with a set of rules can minimise 
food losses and economic losses and en-
sure consumers have quality products. 
Institutional buyers (national public stock 
management companies, WFP, NGOs and 
in the future the Regional Food Security 
Reserve) are generally very demanding as 
to the quality of the products delivered to 
them because they are destined for expen-
sive food assistance operations and must 
be able to be conserved for several years.

Good storage practices aim to lower 
physical loss and health risks. Aflatoxin 
contamination caused by poor production 
or storage conditions is said to be the 
cause of 26,000 deaths every year in sub-
Saharan Africa.

FOs must have good mastery of several 
operations to enhance the interest of 
storage, lower costs and better value 
the cereal marketed, improve farmers’ 
incomes, and ensure the economic 
organisation is sustainable:

• Collect quality cereal suitable for 
conservation (humidity and impurity 
levels, lack of parasites).

• Verify weight after cleaning/winnowing 
when appropriate, with payment based 
on the real weight of cereal suitable for 
sale. High impurity levels – sometimes in 
excess of 5% – immediately affects the 
volume that can be sold by the FO and 
therefore its operating accounts.

• Have hygienic, clean, well ventilated and 
well maintained warehouses; regularly 
monitor the state of roofs and security 
measures (locked doors).

• Store standardised bags (of standard 
weights) on pallets with lot identification 
measures.

• Implement a cereal handling protocol, 
particularly when storage times are of 
several months, and especially if some 
of the stock is held over to the following 
crop year, to avoid insect growth. This 
protocol includes handling frequency, the 
selection of safe pesticides that comply 
with food standards, and ensuring strict 
compliance with utilisation rules regard-
ing health safety (dosage and approval of 
products with regard to food standards).

• Eradicate rodents and other predators 
(birds). 

FOs generally prefer to have their own 
warehouses. They can also rent ware-
houses, notably from national companies 
in charge of managing security stores that 



33

2  Discussions on Ten Major Local Reserve Management Issues

often have more storage capacity than 
needed and offer to rent out some of this 
capacity. It is also possible to sub-contract 
stock maintenance operations to them.

In order to avoid cereal degrading between 
the producer and the central warehouse, 
some FOs do their consolidation storage 
in more rudimentary warehouses while 
waiting for it to be transported by large-
capacity lorry to the storage centres.

One of the main difficulties lies in the ce-
real reception and acceptance procedure:

• When does the bag become the property 
of the FO? Is it when it is purchased from 
the farmer or when it enters the central 
warehouse? Does the cereal become the 
FO’s property on purchase, subject to 

quality and weight verification at the 
warehouse door? This formula implies 
considerable awareness raising among 
farmers and bag traceability so as to be 
able to identify the supplying farmer.

• FOs do not always have the tools to 
determine if the cereal complies with 
standards when it comes to grain size, 
percentage of broken grains, humidity 
levels, and the presence of aflatoxin, 
mould or insects. The P4P/WFP Blue 
Box42 is an example of the tools provided 
to overcome these problems.

4 The WFP “Blue Box” contains a set of equipment for 
diagnostic and quality testing in the field, with pictorial 
and written instructions for users. The tools included in 
the kit can be used for: sampling, maize calibration, bean 
calibration, water content measurement, and aflatoxin 
detection.

Recommendations 
and Proposals from 
the Working Group 
Participants on Good 
Storage Practices

For FOs and local reserve 
managers: 

 | Train members in quality at 
all stages.

 | Agree in-house on the 
desired quality (clear 
criteria, and verification 
mechanisms).

 | Calculate the costs 
associated with quality 
and include them in 
operating accounts.

 | Maintain collective 
warehouses well.

 | Invest in storage 
techniques that are 
alternatives to chemical 
products.

For decision makers and 
public institutions: 

 | Open more institutional 
markets to FOs.

 | Provide FOs with technical 
support for quality storage.

 | Harmonise quality norms 
and standards.

 | Fight aflatoxin.

For local reserve support 
organisations: 

 | Subsidise storage 
equipment (set up 
guarantee funds).

 | Provide FOs with technical 
support for quality storage.

The Experience of AFDR  
in Burkina Faso

Created in 2000, the Association Formation Développement 

Ruralité (AFDR, training development rurality association) is a 

federation of 77 FOs containing 2,700 members. It is active in the 

North and Centre North region of Burkina Faso, and performs 

group marketing operations (300 to 500 tonnes per year). 

AFDR set up a pilot support project for 90 farmers on how to use 

new conservation techniques. After its encouraging results, this 

project was continued for 1,000 farmers.

To cut down on food losses and preserve the quality of the stored 

products, AFDR has used several techniques: peer capacity 

building on food loss reduction techniques, setting up storage 

yards, use of “zerofly” insecticide-treated bags, bag containers, 

three-ply PICS bags, plastic barrels, mechanical storage silos built 

by local craftsmen, storage warehouse and quality-enhancing 

equipment, etc.

These actions have allowed it to increase the quantity of 

products collected from its members (from 100 to 500 tonnes) 

and access profitable markets thanks to better quality products. 

The association has also attracted new members. These results 

were made possible by good institutional organisation and a 

cooperative spirit.
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Topic No. 3:  
Collective Marketing Practices

Mastery of marketing operations is a cru-
cial aspect of cooperative organisations’ 
activities. In a very volatile market, mar-
keting comes with heavy risks. Collection 
from members at harvest then storing the 
goods for a shorter or longer time aims 
to take advantage of the habitual price 
increase between the post-harvest peri-
od and the hunger gap before the next 
harvest. But this average price change 
during the crop year is variable. First, the 
price variation between the harvest period 
and hunger gap can be smaller or higher. 
Second, prices can plummet more quick-
ly than predicted during the pre-harvest 
phase. This can be explained by the combi-
nation of many factors: the previous year’s 
supply level and predictions regarding the 
next harvest, the behaviour of global mar-
kets with the passing on of international 
price instability to regional markets, cen-
tral governments’ security store rebuild-
ing policies, traders’ strategies, etc. All of 
these are factors that FOs can find it diffi-
cult to control and anticipate. 

One characteristic example of these 
difficulties is as follows: FOs buy from 
producers and store the goods. Prices 
change only slightly and the FO waits so 
that the difference between the purchase 
price and sale prices on the market is 
enough to cover its storage expenses. 
Unfortunately, the market reverses 
because the next crop year is predicted to 
be very good, and the FO is unable to sell, 
or at least unable to sell at a high enough 
price. It records losses.

FOs’ entire strategy aims both to secure 
outlets and take advantage of better prices 
to increase farmers’ incomes and build the 
FOs’ economic capacities, and to reduce 
risks that can threaten the sustainability 
of the organisations’ instruments and 
sometimes the organisations themselves. 
Finding outlets that match the collected 
volumes, anticipating price changes, and 
ensuring that buyers are reliable and 
solvent are three essential keys.

Three major categories or clients work 
with FOs:

• traders from the country of sub-region; 

• processors, either small-scale (process-
ing units of the EIG or group types, or 
private) or industrial units (cattle feed, 
breweries, etc.); and 

• institutional buyers that encompass 
all stakeholders who purchase food to 
conduct food assistance programmes: 
this is the case with central 
governments through national safety 
stock management companies, the WFP, 
certain NGOs, and soon the Regional 
Food Security Reserve/ECOWAS.

FOs work with their clients in four main 
ways:

• purchasing contracts, which when 
appropriate, may be signed at sowing 
(national storage companies, P4P/WFP, 
certain processors); 

• calls for tender (central governments and 
WFP, usually); 

• private sales, notably to traders and 
processors; and 

• participation in cereal exchanges.

Purchasing contracts are of great 
interest to FOs because they secure 
outlets and are more predictable. They 
require negotiations between the FO and 
farmers to secure collection and contract 
compliance. But they run up against the 
difficulty of setting prices in advance. 
This is a major issue because FO members 
tend to sell to the highest bidder, even if 
it means breaching the contract with the 
client, when the price stipulated in the 
contract ends up being below market 
prices.

Purchasing contracts and calls for 
tender are two methods that require a 
high degree of professionalism on the 
part of the FOs (technical capacity to 
prepare contracts or respond to calls 
for tender, ability to anticipate prices 
and negotiate, capacity to comply with 
standards and delivery deadlines) and 
a strong cooperative spirit within the 
organisations. Contract compliance is a 
determining factor in FOs’ credibility and 
opens the door to increasing the volumes 
mobilised by institutional buyers through 

In a very 
volatile 
market, 
marketing 
comes with 
heavy risks.
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FOs. While these contracts offer greater 
safety in the short term and allow FOs to 
learn how to market standardised cereals, 
they must not pull FOs away from the 
market, which remains the main outlet 
over the medium and long term.

Marketing in the form of private market 
sales requires FOs to develop an in-house 
marketing function: identifying buyers, 
maintaining contacts, participating in 
commodity exchanges, etc.
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Recommendations and 
Proposals from the Working 
Group Participants on 
Collective Marketing 
Practices

For FOs and local reserve 
managers: 

 | Adopt in-house rules and procedures 
for collective marketing, with a 
procedure manual.

 | Set member purchase prices based 
on clear and transparent criteria 
that have been validated by the 
board of directors.

 | Establish a key for the distribution 
of profits from collective marketing 
between farmers, the cooperatives 
and the union.

 | Build the cooperative spirit of 
members.

 | Establish contracts with members, 
with a member ranking system 
(based on fulfilment of their 
commitments).

 | Diversify the products sold and the 
network of buyers.

 | Formalise and legalise contracts 
with the authorities.

For decision makers and public 
institutions and the private 
sector:

 | Allocate or increase FO quotas for 
the supply of national and regional 
security stocks.

 | Establish contracts with FOs that 
are suitable for the cereal market 
context in West Africa.

 | Negotiate contracts in a balanced 
manner, while maintaining a degree 
of flexibility.

 | Ensure transparency in market 
operation rules.

 | Do not disturb commercial flows 
with public interventions.

 | Invite FOs to food aid operation 
planning meetings.

 | Encourage the development of 
processing units.

For local reserve support 
organisations: 

 | Create and strengthen small-scale 
processing units.

 | Build FOs’ capacities, notably 
regarding the establishment of 
contracts.

 | Facilitate access to credit for 
collective marketing.

 | Ally with FOs in advocacy aimed at 
central governments.

The Experience of UGCPA  
in Burkina Faso
Created in 1993, the Union des Groupements de Commercialisation 
des Produits Agricoles de la Boucle du Mouhoun (UGCPA, Boucle 
de Mouhun union of agricultural product marketing groups) 
brings together 3,600 members (1,550 of whom women farmers). 
Involved in the collection and collective marketing of its 
members’ cereal surpluses (2,750 tonnes in 2016), it has a storage 
capacity of 4,650 tonnes (8 warehouses) and generates an annual 
turnover of more than one billion CFA francs.

The UGCPA’s marketing success is linked to various measures 
taken by the FO:

•  setting and validating marketing rules and procedures 
accompanied by a procedure manual to implement these 
regulations by the General Assembly;

•  signing contracts with members, and legalising these 
contracts with the authorities;

• ranking members based on their fulfilment of their commitments;

• a member coding system to track quality and traceability;

• setting up local payment centres;

•  setting farmer prices by the GA (price at harvest, cession price, 
bonuses);

•  building storage infrastructures (with the possibility of renting 
out part of these facilities);

•  buying two calibration and cleaning lines (with the possibility 
of offering services); and

•  a guarantee and security fund that enabled it to negotiate a 
line of credit from the Réseau des Caisses Populaires.

This success has led to a sharp increase in the UGCPA’s 
membership (375 members in 1993, and 3,600 in 2015). Collective 
marketing has also had an impact on prices in the region: the 
average price obtained by UGCPA is above the market price, and 
traders are usually forced to adjust their prices to those set by the 
Union. Advance payment to farmers at the start of the crop year 
prevent them from selling their cereal at discounted prices. The 
UGCPA has become a credible supplier for the WFP and SONAGESS 
(at least 80% of purchases every year). Finally, the organisation’s 
financial autonomy has increased (73% in 2014).

Nevertheless, the UGCPA still runs up against poor understanding 
of the system among some of its members, and especially against 
some members’ failure to fulfil their commitments (especially 
when the gap between prices offered by the FO and those offered 
by traders is large).

To increase its marketing activities, the UGCPA plans to shore up 
existing financing mechanisms to make the system more secure 
(guarantee fund, safety fund, etc.) and strengthen cooperative 
education while adding more flexibility to the conditions for 
member enrolment and participation in the system.
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Topic No. 4:  
How to Mitigate the Risk of an Inversion  
of the Seasonal Price Cycle

The price increase between harvest and 
the lean period is the foundation for 
the economic viability of storage. This 
seasonal price cycle is not systematic. In 
particular when two very good production 
years follow each other, price increases 
are limited and the drop may start very 
early due to anticipation by market 
players. Price reversals are also frequently 
attributable to public interventions in the 
market through free food aid or low-price 
sales. In practice, the start of the price 
drop may happen as early as the month of 
June. Some years, there is no real increase, 
or even drops between post-harvest prices 
and lean period prices. One must also keep 

in mind that the more storage develops 
with more regular marketing, the more 
prices stabilise and the interest of storage 
decreases. For all that, the benefit for 
farmers does not necessarily decrease as 
this market regulation should lead to a 
more favourable average price. The same 
holds for policies that aim to increase 
yields and output. Price hikes during 
the lean period are strongly linked to 
production shortfalls, and if this shortfall 
decreases, market tension should drop. 
Finally, the progressive easing of intra-
regional trade (elimination of formal 
and informal barriers to trade between 
countries) will also lead to greater price 
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stability by connecting supply to demand 
more directly.

FOs employ several strategies to guard 
against the risk of price inversion:

• Cautious management when setting 
prices paid to farmers on collection: 
the higher collection prices are (and the 
more they are above market price), the 
more risk the FO takes – it will have to 
try to sell at high enough prices, with the 
danger of delaying selling and entering 
in the period of uncertainty as to price 
evolution dynamics (from June to August 
in the Sahel).

• This prudent approach to setting prices 
makes it necessary to develop the ca-
pacity to analyse and anticipate mar-
kets (tracking prices, supply, demand, 
food aid, and the behaviour or public 
and private players) by FOs or umbrel-

la organisations (or even in regional FO 
organisations such as the ROAC), and to 
give themselves a transparent in-house 
mechanism with which to set prices. The 
principle of a prudent collection price 
supplemented by a bonus system con-
tributes to this precautious approach.

• Setting up a safety fund or smoothing 
fund fed by a levy on each kilogram sold 
(and possibly by outside contributors) 
that can be mobilised to offset losses 
during difficult years. But it takes 
several years of deposits to cover the 
consequences of a shock.53

• Spreading out sales and diversifying 
clients is another suitable strategy to 
limit risks. FOs can better pool risks if they 
sell progressively, and combine futures 

5 The FEPAB will attempt to set up a smoothing fund 
this year.
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Recommendations 
and Proposals from 
the Working Group 
Participants on How 
to Mitigate the Risk of 
Price Inversion

For FOs and local reserve 
managers: 

 | Set up efficient information 
systems.

 | Facilitate the spread 
of agro-meteorological 
information to members.

 | Facilitate the drawing up of 
operating accounts to set 
sale prices.

 | Support members in 
reducing their production 
costs.

 | Set up a smoothing fund.

For decision makers and 
public institutions: 

 | Set up cereal price 
stabilisation instruments.

 | Coordinate government 
interventions with the 
systems set up by FOs.

 | Not use governmental 
measures for “political” 
ends.

For local reserve support 
organisations: 

 | Support FOs in their 
advocacy.

 | Facilitate the creation of 
pilot warehouse receipt/
warrantage projects with 
collateral management.

The Experience of APROSSA  
in Burkina Faso

Created in 2005, APROSSA / Afrique Verte Burkina is an association 

supporting farmers’ organisations and small processing units, 

notably in cereal value chains.

A study conducted over nine crop years (2001-2010) showed that: 

four years clearly followed the theoretical price evolution pattern 

(prices rose between the harvest period and the lean period), four 

did not follow the theoretical pattern (prices fell or stagnated 

between harvest and the lean period), and one was mixed.

The main reasons explaining price variability are the lack of 

transparency in agricultural markets, public interventions, and 

“natural” market variations.

This price variability has harmful consequences for farmers and 

their FOs: poor sale of agricultural products, discouragement of 

agricultural investments, etc.

Several initiatives can limit the negative effects of price variability:

• organising agricultural commodity exchanges;

•  disseminating commercial information (market information 

systems);

• facilitating transactions, and

• controlling production costs (profit and loss accounts, etc.).

contracts, responses to calls for tender 
and sales to traders and processors.

At this time, there are no insurance 
systems that cover price risk.

Coordination within national food securi-
ty schemes (including stock management 
companies6) with FOs that practice group 
marketing (and with local reserve organ-
isations) is indispensable to improve the 

coherence of food assistance interventions 
with the policy on market regulation and 
strengthening farmers’ organisations. The 
consultation should cover the volumes re-
leased, dates, prices, and modalities used 
(targeting) so as to have the least impact 
on market prices, except in years where 
consumer prices penalise access to food 
for a vast majority of households.

6 Generally, these companies and safety stock 
management offices do not set the food cession prices 
themselves in the framework of national food assistance 
programmes. Nor do they determine the most vulnerable 
zones targeted by food aid and low-price sales. They are 
inter-ministerial systems involving donors and NGOs 
that have this responsibility, with companies and offices 
then being operators. This is not the case with interven-

tion stocks, notably in Burkina Faso, as this activity falls 
under the “commercial function” of the SONAGESS. In 
Mali, however, prices are set by the CFS in consultation 
with the ministries concerned.
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Topic No. 5:  
Warehouse Receipts/Warrantage:  
Fixed Costs and Price Risks

For about twenty years, warehouse 
receipt/warrantage systems have been 
developing in West Africa (Ghana, Niger, 
Burkina Faso, Mali, Togo, Senegal, etc.). 
These systems were mainly promoted 
to make it possible to secure credit from 
microfinance institutions (MFIs). Large-
scale warehouse receipt/warrantage 
systems, as they exist in East and Southern 
Africa, involving collateral management by 
organisations or private storers certified 
by banks and the delivery of warehouse 
certificates, does not yet truly exist in 
West Africa. But reflections are underway, 
notably within ROAC and among public 
institutions (ECOWAS).

In West Africa, warehouse receipt/
warrantage systems are a matter of 
two main dynamics. The first is a form 
of extension of cereal banks, notably in 
shortfall zones. It covers various products 
that are easy to store, without risk of major 
losses. The warehouse receipt/warrantage 
system allows FO members to have access 
to credit at harvest by placing products as 
collateral. Three parties are involved: the 
farmer, the FO, and the MFI. The stock is 
released with the loan is repaid. The loan 
granted is used to buy inputs, finance 
income-generating activities and more 
generally to meet households’ cash flow 
needs. The warehoused stock, released 
after loan repayment, can be sold or used 
for the households’ consumption needs.

The second dynamic emerged in surplus 
zones, especially in Ghana, to finance 

maize storage by grassroots FOs, with the 
goal of delaying marketing and taking 
advantage of better prices. This practice 
has spread throughout the region but still 
deals with limited overall volumes.

Generally, the warehouse is locked with 
two locks, and the joint agreement of the 
FO and MFI is needed to open it (release 
stock).

The costs generated by warehouse 
receipt/warrantage systems fall under the 
following headings:

The costs generated by warehouse 
receipt/warrantage systems fall under 
the following headings:

• for FOs: warehouse maintenance, 
quality control, farmer support;

• for MFIs: quality control, loan manage-
ment and tracking repayment; and

• for farmers: compliance with product 
standards (weight, impurities, etc.), loan 
application fees, loan interest.

To limit risks, the financial institution 
evaluates the loan amount based on the 
product’s value but only lends 70% to 80% 
of this value (advance rate), to protect 
itself against market uncertainties.

The interest rates applied by MFIs are 
a problem when the MFIstake on very 
little risk. The guarantee is at a maximum 
because the loan is entirely covered by the 
value of the stock.

The 
warehouse 
receipt/
warrantage 
system is 
potentially 
one that 
can help lift 
the obstacle 
of access 
to finance 
for family 
farms.
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2  Discussions on Ten Major Local Reserve Management Issues

Recommendations 
and Proposals from 
the Working Group 
Participants on 
Warehouse Receipts/
Warrantage

For FOs and local reserve 
managers: 

 | Adapt the “warehouse 
receipt/warrantage 
product” to members’ 
needs.

 | Set rules that allow 
members equitable access 
to the warehouse receipt/
warrantage system.

 | Set up a flexible system, for 
example making it possible 
to deposit and release 
goods on several dates.

 | Control storage-related 
costs (credit, storage 
warehouses, etc.).

 | Combine the warehouse 
receipt/warrantage system 
with a market information 
system.

 | Establish a climate of trust 
between the FO and the 
MFI.

For decision makers and 
public institutions and 
the private sector:

 | Standardise warehouse 
receipt/warrantage 
systems.

 | Facilitate the construction 
of storage infrastructures.

 | Subsidise warehouse 
receipt/warrantage 
systems for the most 
vulnerable.

For local reserve support 
organisations: 

 | Facilitate FOs’ access to the 
market.

 | Facilitate connections 
between FOs, MFIs, 
insurance and MISs.

The Experience of COPSA-C  
in Burkina Faso

The COPSA-C agricultural service provision cooperative is 

a farmers’ organisation created in 2009, made up of three 

departmental cereal storage and marketing cooperatives’ unions 

and five rice producers’ unions. COPSA-C has been involved in 

warehouse receipt/warrantage systems since it was created. 

In 2014, it has 40 warehouses, with a storage capacity of 1,420 

tonnes.

COPSA-C started with the Caisses Populaires network, but 

currently works with CORIS Bank, which it says offers more 

attractive terms. The financial institution lends 80% of the 

estimated value of the stock at a rate of 0.8% per month. COPSA-C 

charges 100 CFA francs per month per bag warehoused to cover 

its costs. By-laws were drawn up and govern all modalities (limit 

on the number of bags per member deposited, encouraging 

women to participate, etc.). Storage and release are done in 

several stages. COPSA-C monitors agricultural product prices on 

local markets. The stored bags are tied to individual farmers to 

prevent fraud. The loans granted are used for income-generating 

activities. 

In 2013, COPSA-C set up the warehouse receipt/warrantage 

info-training centre. The goal of the information and training 

centre is two-fold: first, provide precise information to many 

stakeholders (farmers’ organisations, project implementers/

rural development NGOs, microfinance institution stakeholders, 

etc.); and second, provide them with operational knowledge on 

concrete implementation of warehouse receipt/warrantage 

systems. The centre has trained more than 1,200 farmers from 

Guinea, Niger, Mali, and Burkina Faso.

Yet, MFIs apply interest rates that capture 
a large portion of the margin generated 
by delaying sale until a more favourable 
period. The cost of the credit is linked to 
proximity to the network (coverage of 
local branches) and monitoring of FOs and 
farmers to maximise repayment rates and, 
when appropriate, provide management 
advice. Cost are also proportionately 
high because the quantities at play for 
each producer remain low (splintering of 
supply).

The warehouse receipt/warrantage 
system is potentially one that can help lift 
the obstacle of access to finance for family 
farms. However, its development runs up 
against (i) unusual price changes (price 
hike less than the cost of the system), and 
(ii) system management costs (supervision, 
verification, etc.). Strengthening FOs 
making it possible to transfer a range of 
support and verification missions from 
the MFI to the FO could make it possible to 
lower costs. Developing the use of mobile 
telephones for money transfers can also 
be a possibility to lower the cost of credit.
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Summary of Workshop 
Recommendations

T
he summary of the February 2016 
workshop discussions revealed 
a set of shared concerns, with 
sometimes different approaches 

depending on whether the local reserves 
were taking a group supply or group 
outside marketing approach. 

Analysing, documenting and comparing 
experience made it possible to inform 
a precise diagnostic and illustrate the 
possible room for progress when it 
comes to technical aspects as well as 
the coordination among the various 
stakeholders. It is a powerful tool to 
develop advocacy and discuss practices 
among FOs.

There is a very broad consensus among 
the parties present on the relevance of 
a collective approach to meeting the 
food security challenge in vulnerable 
zones, and to improving the value of 
products and increasing the incomes 
of farmers in surplus zones. There is 
a general agreement on the fact that 
strengthening FOs’ market power is not 
only beneficial for members but also 
for the entire community. There is also 
a broad consensus that stocks are an 
essential lever for food security and crisis 
prevention and management at all levels, 
from households to the West African 
region as a whole.

This opens the path to a more marked 
collaborative approach among the parties 
involved: FOs, public (local, national 
and regional) institutions, financial 
institutions, traders, processors and 
value chain actors, institutional buyers, 
humanitarian aid players, organizations 
and FO support partners.

To different degrees depending on 
concerns, the workshop highlighted the 
need to make progress in three directions:

• policy and regulations,

• practices within FOs, and

• the contents of the “toolkit” (instru-
ments): for example, financing instru-
ments, risk hedging, quality control, in-
formation, etc. 

Seven areas for work in network were 
identified for the coming years.
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1 -  How to Ensure that Local Reserves’ Financing  
Is Sustainable

The issue of financing is central and 
the challenges are many: increase FOs’ 
financial autonomy (through dues, 
margins to build own funds, etc.); increase 
FOs’ credibility and financial institutions’ 
confidence that contracts will be respected; 
develop FOs’ capacity to negotiate with 
financial institutions (role of FOs’ umbrella 
organisations); improve credit terms (set-

up times, accumulation of guarantees, 
overall cost of credit); respond to different 
categories of needs (investments, financing 
regular operations); develop relevant 
risk management and coverage tools. It 
will also be a matter of working on credit 
and microfinance regulations (prudential 
rules).

2 - How to Control Costs 

Cost control is imperative: FOs act in a 
competitive environment that requires 
good technical skills at different links 
in the supply-storage-marketing chain. 
This happens through group purchases, 
but also through mastery of each 
technical operation (collection, transport, 

inspection, etc.). It is also necessary to 
promote suitable forecasting tools: access 
to information on prices and outlets, how 
the crop year is progressing (weather), etc. 
Management tools (drawing up operating 
accounts, calculating cost prices, price 
setting modes, etc.) must be developed.

3 - How to Improve the Quality of Stored Products

Today, quality processes are important to 
access international markets, and they 
will progressively become necessary for 
private commercial operations. They must 
be present at all stages of the value chain, 
from seed selection to when consumers 

receive the products (integrated 
approach). They require considerable 
awareness raising and the setting up of 
a traceability policy. FOs must enter into 
a communication/marketing strategy to 
showcase quality products.

4 - How to Better Manage Risk

While initiatives on climate risk 
management exist, the area of price risk 
still needs thought and the introduction 
of innovations. This requires better 

understanding of how cereal markets 
operate in West Africa. Storage risks 
(fire, theft, etc.) must also be taken into 
account.

5 - How to Develop Contracts  

Signing contracts is at the root of 
better predictability and security for 
FOs’ activities. There is a great need 
for innovation to develop new forms of 
contracts suited to the changing context 
of cereal markets and stakeholders’ 
needs.

Contracts must be envisaged at different 
levels: between farmers or CB members 
and FOs; between FOs and FIs; between 
FOs and clients (purchase contracts 
and calls for tender); between FOs and 
national food security systems and the 
structures in charge of managing national 
and regional stores.

Signing 
contracts is 
at the root 
of better 
predictability 
and security 
for FOs’ 
activities.
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3 Summary of Workshop Recommendations

One 
challenge 
for FOs is 
to strike 
the right 
balance 
between 
rigour and 
flexibility.

6 -  How to Strengthen Consultation-Coordination-
Negotiation Among Stakeholders 

The workshop’s expectations are high 
when it comes to consultation, coordina-
tion and negotiation between the stake-
holders.

Four subjects were evoked: regulations 
(standards, financial regulations, etc.), in-
frastructure investment policy, manage-
ment of purchasing by public structures 

(institutional purchases), and food assis-
tance operation management.

Promoting this collaborative approach 
requires the development of FO networking 
to improve their representation and 
deepen consultation with national food 
crisis prevention and management 
schemes and with the institutions in 
charge of managing national stocks.

7 -  How to Promote a Cooperative Spirit and Ensure  
the Legal Security of Organisations  

Promoting a cooperative spirit and 
ensuring the legal security of organisations 
deals with different elements evoked 
during the workshop: compliance with 
OHADA standards, internal coordination 
and democracy, member training, leader 
training, developing monitoring of 
the situation and change factors (see 
information systems).

One challenge for FOs is to strike the 
right balance between rigour (rules) and 
flexibility (ability to adapt rapidly to 
changes in the context). This requires very 
good governance and work on cohesion 
within the FO.

Running through all seven of these main 
concerns, the issue of functions that 
could be partially or completely pooled in 
umbrella organisations and in a regional 
network of local reserves was raised:

• information management,

• training tools,

• legal and financial expertise,

• pooled funds,

• analysis, documentation and exchange 
of good practices, and

• advocacy.

The workshop clearly showed the progress 
that has been made and the skills that 
have been acquired over the past 20 years 
by FOs, with the support of their various 
partners. Nevertheless, we see that the 
volumes concerned remain limited and 
are growing slowly. The question of scaling 
up has clearly been raised and interests 
all stakeholders. How can this apparent 
contradiction – between on one hand 
the controlled development of farmers’ 
organisations, which necessarily takes 
time, and on the other hand the speed of 
changes in markets, demand, food security 
conditions, etc. – be managed?
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Acronyms and Abbreviations
ADAK Association pour le Développement des 
Agriculteurs de Kaolack (association for the 
development of farmers in Kaolack)

AECID Agencia Española de Cooperación 
Internacional para el Desarrollo (Spanish 
Agency for International Development 
Cooperation)

AGIR  Global Alliance for Resilience Initiative

AMASSA Association Malienne pour la 
Sécurité et la Souveraineté Alimentaires 
(Malian association for food security and 
sovereignty)

AOPP Association des Organisations 
Professionnelles Paysannes (association of 
professional farmers’ organisations)

APROSSA / Afrique Verte Association pour la 
Promotion de la Sécurité et de la Souveraineté 
Alimentaires (association for the promotion of 
food security and sovereignty)

BFFS Belgian Fund for Food Security

BoD Board of Directors

CAEB Conseil et Appui pour l’Éducation à la 
Base (grassroots education advice and support 
NGO)

CB Cereal Bank

CHB Cadre Harmonisé Bonifié d’Analyse de 
la Vulnérabilité (harmonised vulnerability 
analysis framework)

CICB Comité Interprofessionnel des Céréales 
du Burkina Faso (Burkina Faso inter-branch 
cereal committee)

CILSS Permanent Inter-State Committee for 
Drought Control in the Sahel

CIRB Comité Interprofessionnel du Riz du 
Burkina Faso (Burkina Faso inter-branch rice 
committee)

COPSA-C Coopérative de Prestation de 
Services Agricoles Coobsa (Coobsa agricultural 
service provision cooperative)

CPC Centrale des Producteurs de Céréales 
du Togo (Togo national network of cereal 
producers)

CPF Confédération Paysanne du Faso 
(Burkina Faso farmers’ confederation)

CRED Centre de Recherche en Économie du 
Développement (Centre of Research in the 
Economics of Development)

ECOWAP/CAADP ECOWAP Comprehensive 
Africa Agriculture Development Programme

ECOWAS Economic Community of West 
African States

EU European Union

EWS Early Warning System

FAFKM Fédération des Associations 
Féminines de Kayes au Mali (federation of 
women’s associations in the Kayes region of 
Mali)

FAO United Nations Food and  Agriculture 
Organization

FBCF Fédération des Banques de Céréales de 
Fallou (Fallou federation of cereal banks)

FI Financial Institution

FNGN Fédération Nationale des Groupements 
Naam (national federation of NAAM groups)

FO Farmers’ Organisation

FS Food Security

FSG Food Security Granary

FUCOPRI Fédération des Unions des 
Coopératives des Producteurs de Riz du 
Niger (Niger federation of rice producers’ 
cooperatives’ unions)

GA General Assembly

LR Local Reserve

LRN Local Reserve Network

MAPTO Mouvement pour une Alliance 
Paysanne au Togo (movement for a farmers’ 
alliance in Togo)

MFI Microfinance Institution

MIS Market Information System

NGO Non-Governmental Organisation

NSS National Security Stock

OHADA Organization for the Harmonization 
in Africa of Business Law

PASSAAO Projet d’Appui au Stockage de 
Sécurité Alimentaire en Afrique de l’Ouest (food 
security reserve support project in West Africa)

RAAF / ARAA Regional Agency for Agriculture 
and Food / Agence Régionale pour l’Agriculture 
et l’Alimentation

RESOGEST Réseau des Sociétés ou Offices 
Chargés de la Gestion des Stocks Nationaux 
de Sécurité Alimentaire au Sahel et en Afrique 
de l’Ouest (the network of structures for the 
management of national food security stocks in 
the Sahel and in West Africa)

RFSR Regional Food Security Reserve

ROAC Réseau Ouest-Africain des Céréaliers 
(West African cereal producers’ network)

UAC Unité d’Appui de la Coopérative 
(cooperative support unit)

UGCPA Union des Groupements pour la 
Commercialisation des Produits Agricoles 
(agricultural product marketing groups’ union)

UGPM Union des Groupements Paysans de 
Meckhé (Meckhe farmers’ groups’ union)

UNICEF United Nations Children’s Fund

URP B/A Union Régionale des Producteurs 
du Borgou/Alibori (Borgou/Alibori regional 
farmers’ union)

URP Z/C Union Régionale des Producteurs du 
Zou et des Collines (Zou and Collines regional 
farmers’ union)

USCPMD Union des Sociétés Coopératives 
de Producteurs de Mais du Diédougou 
(Diédougoumaizeproducers’ cooperative 
companies’ union)

VB Village Bank

WAEMU West African Economic and 
Monetary Union

WFP World Food Programme

USCPMD Union des Sociétés Coopératives de 
Producteurs de Mais du Diédougou
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