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The NGO’s Food Crisis Prevention consortium in West-Africa and the Sahel
Save the Children, Action Against Hunger and Oxfam

The regions of  West and Central Africa are facing a critical situation of food and 
nutritional insecurity. More than 25 million people – including nearly 
5 million children – are likely to face a food and nutrition crisis in 2021. 
Nearly 60 million people are currently under pressure1. Increasing security incidents 
and general socio political instability, climate extremes (associated to soil and 
other natural resources depletion), economic shocks as well as the consequences of 
sanitary measures to control the spread of Covid-19 are dramatically increasing the 
pressure on resources and livelihoods.

To address these challenges, NGOs, Save the Children,  Action Against Hunger (AAH) 
and Oxfam, have created a consortium “Support to Food Crisis Prevention 
Systems” aimed at transferring their expertise to national and regional Early 
Warning Systems (EWSs) and civil society organisations (CSOs).  This $6.5 million 
initiative is funded by the European Union and USAID BHA until early 2023.
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Background: HEA institutionalisation and EWS (PREGEC) system support

Since 2010, Save the Children,  AAH and Oxfam have intensified 
their engagement with national and regional institutions (mainly 
national EWS and CILSS)2 in order to improve national food crisis 
prevention and management systems.

Since then, several regional projects have enabled the 
implementation of technical and methodological support to 
allow institutions to significantly strengthen the analysis of 
Food and Nutritional Security in the Cadre Harmonisé 
(CH) within the framework of the PREGEC3 regional mechanism.

“We Contribute to improving the quality, 
transparency and accountability of the Food 
Crisis prevention system”

1.1 10 years institutionalizing HEA 
a. An essential approach
The Household Economy Analysis (HEA) approach is a 
framework for analysing household economic vulnerabilities, 
which makes it possible, along with other factors, to monitor 
how people gain and secure access to their sources of food and 
income, their spending patterns and coping strategies.

The HEA covers 800 variables, monitored by national teams 
and a regional technical unit. The approach provides analysis 
for nearly 94 million people in the region, twice a year.

1. 
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1 Under pressure: minimal adequate food consumption but cannot afford some basic non food expenditures withour engaging in irreversible coping strategies.
2 CILSS: Permanent Interstate Committee for drought control in the Sahel.
3 PREGEC:  The Food crisis prevention and management system.
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TECHNICAL
• 89% of the Sahel region is  
 covered by HEA profiles

• 84 Outcome Analysis sessions  
 (seasonal analysis) since 2013

• 23 Experts trained throughout  
 the complete HEA cycle 

• 264 HEA practitioners spread  
 across the region

• Pilot HEA in Coastal countries   
 since 2016

• Inclusion in CH as a main  
 indicator since 2014

FINANCIAL
• From 0% in 2017 to almost 
 40% today of costs at national 
 level covered by countries

• New partnership with 
 EC-DEVCO in 2019

• New regional partnership 
 with USAID-BHA in 2015 

• Ad-hoc support from the 
 World Bank

• Initial support from ECHO

POLITICAL
• Development of a HEA 
 certification scheme 

• HEA approach and in-country   
 working groups incl. in national  
 decree (4 Sahel countries)

• HEA at universities: Ndjamena  
 (Chad) in 2016 and Nialey 
 (Niger) in 2018

• HEA data driven policies:  
 Humanitarian, Forecast based  
 action, poverty reduction, 
 resilience, COVID-19

b. Timeline of the HEA institutionalisation 

c. Success of the HEA institutionalisation 
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1.2  Pastoral Early Warning System
The Pastoralist Early Warning Systems and pastoralism play a pivotal role for the Economy of the West African region and for food 
and nutrition security of rural households. Action against Hunger and its partners manages a surveillance system based on satellite 
imagery and weekly field data collection. Through its network of 100+ sentinels’ sites, the system provides regular information 
to support decision making process at macro (regional), meso (national Farmer organisations and governments) and micro 
(agropastoralists and herders) levels. It directly contributes to the CH analysis and PREGEC systems. 

1.3  Local Food Stock Information System
Local food stocks play a key role in ensuring food security in cereal 
deficit areas and guaranteeing farmers’ income through joint 
marketing in surplus areas. 

Oxfam has supported 10 local producers’ federations to install an 
information system capable of analyzing the food security situation 
in 1,700 warehouses, covering 261,000 Km2 in Burkina Faso, 
Chad, Mali and Niger. The system has the potential to exchange 
information with national and regional stocks, either as suppliers of 
grain, or to facilitate its distribution during emergencies. 

* Regional pastoral Early Warning system

*Local Food stock mapping (Mali and Niger)



1. EARLY WARNING SYSTEM STREGTHENING 

2. DATA, ANALYSIS AND PROCESS QUALITY

3. SYSTEM SUSTAINABILITY 

3.   Programmatic approach 2021-22: transfer of expertise and technical assistance

Quality and reliability of data and analysis
It is a priority to strengthen information tools in order to 
assess the severity and scale of crises, identify vulnerable 
communities, their geographical spread and the types 
of response required to support technical leadership.

Strengthening the institutionnalisation of the HEA
The needs of institutional capacity to integrate and sustain 
the HEA have significantly increased. National information 
systems have to take over technical knowledge, secure 
funding and resources and engage political actors in order to 
sustain the implementation of the HEA methodology.

Early Warning Systems at decentralized level
The low level of community participation and mobilization 
of representatives results in gaps in sustainability such 
as the lack of national funding, issues of data feedbacks 
and insufficient technical skills that decrease the flow of 
information.

Integration of structural dimensions in food and 
nutrition security analysis
The issue of chronic vulnerabilities (age, gender, urban 
environment, etc.) and underlying structural causes remain 
at the forefront of concerns for the qualitative improvement 
of the Cadre Harmonisé and the overall effectiveness of the 
food security assessment.

Financing and sustainability of information systems 
The issue of HEA funding has become a strategic issue 
related to the quality and sustainability of national 
information systems. National early warning institutions 
remain reliant on the budgets of international actors. It is 
thus essential to develop a sustainable model in order to 
improve the stability and availability of the systems in the 
long term.

Civil society participation
The national and regional civil society organisations have to 
be involved and represented in the national cells of the CH 
and at the regional level in the PREGEC and RPCA meetings. 
In addition, the critical mass of available HEA experts should 
be strengthened while developing training at the national 
level to include the community.

2.   Challenges

Intensify the creation of a critical mass 
of HEA specialists
Pool of 50 people at HEA Expert level following 
the certification process at regional level

Train civil society actors on the Cadre
Harmonisé and the HEA approach

• 1000 NGO and CSO participants in national
 and regional training sessions

• More than 40 analysts from NGOs and
 CSOs trained and qualified on the CH

• 200 people trained at the HEA

Support EWS institutions in the
implementation of CH cycles
11 mechanisms developed by coordinating
country between National Analysis Units and
national CSO and NGO networks

Support early warning systems at
decentralised level

• 150 staff trained locally for the CH and the
 HEA approach

• 6 decentralized EWS run the CH at subnational
 level and participate in national CH
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3. SYSTEM SUSTAINABILITY 

Optimise survey costs 
Review of the economic model of the HEA 
approach in the region with proposed suggestions 
for system improvements

Influence government policy 

• National continuity and sustainability schemes 
 to sustain the approach with proposals for the   
 acquisition of new funding

• 60% of the cost of the CH covered at national level

• Organization of around ten high-level meetings  
 at national level on the sustainability of  
 information systems

Mobilise additional resources at the 
national level 
The full 100% of the cost of the analyses is covered 
by countries.

Within the framework of the improvement of food crisis prevention and management systems in West Africa 
and the Sahel, the consortium has worked continuously to strengthen the capacities of public actors and policy 
makers through transfers of expertise, advocacy actions and the ongoing mobilisation of resources.

However, the institutionalisation and sustainability of information systems remains a significant challenge to be overcome in order to 
maintain and strengthen analytical and response capacities. In this regard, new consortium strategies are foreseen in order to tackle 
the region’s growing challenges.

4.  Prospect for 2023

Complete the institutionalisation 
of HEA and NGOs expertises 
through system optimization 

Take the final step of institutionalisation 
through sustainable appropriation and 
financial autonomy.

• Advance optimisation of data  
 collection and processing systems  
 and cost reduction. 

• Develop flexible community led  
 early warning systems managed by  
 close partnership between CSOs  
 and national institutions. 

Adapt models to capture 
multi-faceted risks in near 
real-time

Early Warning systems need to adjust 
and strengthen their capacity to 
integrate multiple existing datasets and 
better analysis shocks and livelihood 
hazards in order to inform emergency 
and resilience responses.  Advanced 
data methods and tools need to be 
further developed such as remote near 
real-time monitoring, reaching areas 
with limited access and strengthening 
predictive models.

Continue to develop accountable 
alert and response mechanisms:

• Integrate front-line populations  
 and civil society into the Early  
 Warning process.

• Enhance the value of the existing  
 system at the community level 
 and promote anticipatory actions.

Consortium’s partners:

Ensure the quality of HEA, gender,  
pastoral data, etc.

• 11 countries are implementing HEA analyses  
 autonomously to increasing coverage

• 10 people from CSOs at CT-CH

• Collaboration with the CILSS on pastoral 
 dynamics and products of the earth

• Capacity building of national EWS on gender  
 mainstreaming in HC

Ensuring primary data quality
Increase in the number of evidences provided by  
CSOs and NGOs in each country for the CH

Developing the HEA model for near real 
time monitoring and causal analysis
Development of the HEA’s integration with existing 
data systems (satellite data, price projection, herd 
dynamics, digitisation and data access, etc.)

Influence response mechanisms
Contribution to the development and evaluation 
of National Response Plans
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