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Humanitarian Advisory Group (HAG) is an ethically driven business that combines the passion of 
humanitarians with the agility and innovation of entrepreneurship. HAG provides a unique space 
for training, technical support, thinking, and research that elevates the profile and effectiveness 
of humanitarian action. Our values guide how and with whom we work. We have a niche focus 
on humanitarian action and a proven track record of delivering high-quality advisory services to a 
range of audiences.

The Vanuatu Association of NGOs (VANGO) is the national umbrella organisation for all non-
governmental organisations and civil society organisations (CSOs) operating in Vanuatu. VANGO 
aims to create a vibrant and inclusive network of all CSOs in Vanuatu working collaboratively and 
proactively to contribute to the prosperity of all Vanuatu people.

The Pacific Islands Association of Non-Governmental Organisations (PIANGO) functions as a 
regional secretariat to a network of umbrella organisations or platforms that are registered in 24 
countries, territories and states across the Pacific region. PIANGO’s primary roles are to act as a 
catalyst for collective action, to facilitate and support coalitions and alliances on issues of common 
concern, and to strengthen the influence and impact of non-governmental organisations’ efforts in 
the region.



Review of FALE Vanuatu Earthquake Response  3

CONTENTS
ACKNOWLEDGEMENTS�������������������������������������������������������������������������������������������������������������� 2

ABBREVIATIONS ����������������������������������������������������������������������������������������������������������������������������4

INTRODUCTION������������������������������������������������������������������������������������������������������������������������������ 5

Background������������������������������������������������������������������������������������������������������������������������������������������������������������������������������������ 5

Scope and Objective������������������������������������������������������������������������������������������������������������������������������������������������������������������6

METHODOLOGY ���������������������������������������������������������������������������������������������������������������������������� 6

OVERVIEW OF THE EARTHQUAKE RESPONSE. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .                                  7

KEY FINDINGS���������������������������������������������������������������������������������������������������������������������������������� 9

Successes�������������������������������������������������������������������������������������������������������������������������������������������������������������������������������������� 10

Challenges��������������������������������������������������������������������������������������������������������������������������������������������������������������������������������������11

OPPORTUNITIES AND RECOMMENDATIONS �������������������������������������������������������������������13

For FALE Pasifika (crosscutting recommendations for all FALEs) �������������������������������������������������������������������13

For FALE Vanuatu (INCLUDING through VANGO)�������������������������������������������������������������������������������������������������� 14

For Catalytic Partners ������������������������������������������������������������������������������������������������������������������������������������������������������������ 16

CONCLUSION���������������������������������������������������������������������������������������������������������������������������������17



4  Review of FALE Vanuatu Earthquake Response Review of FALE Vanuatu Earthquake Response  5
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INTRODUCTION
The 7.3 magnitude earthquake that struck Vanuatu on 17 December 2024 tested 
the resilience of national systems and local actors alike. Within hours of the disaster, 
Facility Aiding Locally Led Engagement (FALE) Vanuatu and the Vanuatu Association 
of NGOs (VANGO) mobilised to provide urgent assistance, despite severe disruptions 
to banking, telecommunications and transport infrastructure. This report describes a 
review of how FALE’s locally led model functioned under these conditions, focusing 
on the interaction between planning, coordination, implementation and stakeholder 
engagement. It highlights what worked well, where gaps emerged, and what lessons 
can inform future responses – not only in Vanuatu but across the Pacific, where FALE 
networks are expanding. 

Facility Aiding Locally Led Engagement Pasifika initiative

The “Humanitarian FALE” (Facility Aiding Locally-led Engagement) is deeply rooted in the Pacific. 
The word “fale” refers to a house that is meaningful and has a purpose when people occupy it. 
The Pacific Humanitarian FALE supports locally led humanitarian actors to provide services that 
safeguard the lives of people in crisis.

The Pacific Islands Association of Non-Governmental Organisations’ (PIANGO) FALE Network 
initiated organically and was then supported in part by the Start Network. It exists as a PIANGO-
led regional hub for locally led humanitarian action in the Pacific, created to shift decision-making 
and resources to local actors; it began in 2019 and formally convened its regional FALE Pasifika 
assembly on 26 October 2023. Today it consists of national hubs (in Fiji, Tonga, Samoa, Kiribati, 
Solomon Islands, Vanuatu, Papua New Guinea and Palau) operating under locally grounded 
governance and coordinated by a FALE Pasifika Steering Committee anchored to PIANGO’s 
secretariat. The initiative is also piloting anticipatory and community-triggered financing through 
a FALE Financing Facility.

BACKGROUND
The FALE Pasifika initiative, coordinated by PIANGO, aims to strengthen the leadership and capacity 
of local actors across the Pacific region to effectively lead humanitarian responses. In the aftermath of 
the 2024 earthquake in Vanuatu, Global Support for Development (GSD) provided a grant to FALE to 
support response activities aimed at meeting the immediate needs of affected communities. While 
the response was driven by strong local commitment and intent, several challenges emerged during 
implementation that affected the overall effectiveness and impact of the intervention.

To better understand the outcomes and lessons from this response, PIANGO partnered with 
Humanitarian Advisory Group (HAG) to conduct a post-activation review, with a particular focus 
on how the GSD funding was utilised. By systematically analysing the planning, coordination, 
implementation and stakeholder engagement processes, this review aimed to provide comprehensive 
recommendations to enhance the efficiency, inclusivity and impact of locally led humanitarian 
responses in Vanuatu and across the broader Pacific region.
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SCOPE AND OBJECTIVE
This report presents the findings of a rapid review of FALE’s response to the 2024 Vanuatu 
earthquake. It assesses the effectiveness, relevance and timeliness of the interventions supported 
by the GSD grant, highlights key achievements, and identifies operational and strategic 
challenges. Ultimately, it offers practical recommendations to strengthen future locally led 
humanitarian efforts in the Pacific.

It provides a critical examination of the response activities carried out in Vanuatu, with the following 
objectives:

	f To identify what worked well in the locally led response

	f To understand the key challenges and barriers encountered

	f To generate actionable insights that can inform and improve humanitarian interventions led by 
FALE and other local actors.

METHODOLOGY 
The post-activation review of FALE’s response activities in in the aftermath of the 2024 December 
earthquake was conducted through a collaborative and complementary approach, involving HAG, 
PIANGO, and the FALE Vanuatu team. The review used an accompaniment approach to facilitate 
capturing relevant insights and ground-level understanding, ensuring that the review was informed 
by local perspectives and experiences.

Four key thematic areas structured the review: planning and coordination, implementation of 
response activities, stakeholder engagement and communication, and resource management. To 
guide examination of these thematic areas, the reviewers posed four questions:

1.	 What were seen as successes and best practices? What factors contributed to them?

2.	 What were the key challenges faced during the response? How were they addressed?

3.	 What important lessons emerged from the response that could inform future efforts?

4.	 What are the opportunities that can be used to support better response?

The methods used to collect and analyse data in order to answer the four questions are summarised in 
Figure 1. 

Figure 1: Methods used for post-response review

documents reviewed, including project plans and proposals, progress updates; and other 
reports15+

semi-structured interviews with targeted key stakeholders, including representation from 
FALE members, VANGO, PIANGO, funders and other stakeholders6

workshop was conducted with 41 participants from government, CSOs and international 
organisations1
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OVERVIEW OF THE EARTHQUAKE RESPONSE	
On 17 December 2024, a 7.3 magnitude earthquake struck near Port Vila (Efate Island, Shefa 
province, Vanuatu), causing widespread damage and affecting communities severely (see Figure 2). 
It triggered landslides that damaged buildings and infrastructure and disrupted essential services. 
Telecommunications infrastructure was among the most badly affected, causing major delays in 
coordination and delivery of humanitarian assistance. Continued aftershocks caused additional 
landslides, obstructing road access to Efate and surrounding islands, including the main seaport. 

Figure 2: The 2024 December earthquake and its impacts

In response to the earthquake, the Government of Vanuatu (GoV) activated a national emergency 
response through the National Disaster Management Office (NDMO). While the scale of the disaster 
was large, the emergency phase was brief, lasting only one week, before transitioning rapidly into a 
recovery phase. Humanitarian actors mounted an intense response to deliver assistance during the 
emergency phase, led and coordinated by the GoV. VANGO and FALE Vanuatu coordinated their 
support in collaboration with their members, to complement the response and recovery work led by 
GoV. A timeline of key activities in the initial few weeks is provided in Figure 3. 

Impacts of the earthquake

Local date 17 December 2024
Local time 12:47:26 VUT (UTC+11)
Duration 30 seconds
Magnitude Mw 7.3
Depth 54.4 km (34 mi)

14 deaths and 265 people injured

116,000 people directly a�ected by the earthquake, 
including around 14,000 children.

20,000 left without access to water.

Over 2,300 individuals displaced to evacuation centres 
and host households

Widespread damage to houses

Significant disruption on essential services including 
telecommunications, electricity, and water supply services

Severe damage to critical infrastructure including health 
facilities, schools, and roads

Estimated damage of US$ 230 million
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Figure 3: Timeline of 2024 earthquake response

Overall response Date VANGO/FALE Vanuatu response

18 Dec

19 Dec

20 Dec

21 Dec

22 Dec

23 Dec

17 Dec

24 Dec

Immediate implication for FALE/VANGO, including, 
communications and banking systems are disrupted, 
constraining formal coordination and fund transfers
Relocation of the VANGO o�ice due to building damage

A 7.3 magnitude earthquake strikes near Port Vila (Efate), 
causing fatalities, injuries, infrastructure damage, and 
outages to power, water, mobile and internet services
A state of emergency declared for seven days

FALE Vanuatu activation, including convening of the 
Steering Committee to coordinate the immediate 
response and set priorities

The Government of Vanuatu requests international support
The humanitarian cluster system is activated through the 
National Emergency Operations Centre (NEOC) 

FALE teams conduct rapid assessments across priority 
communities in ShefaProvince (Prima, Blacksands, 
Kokoreko, Manples, Beverly Hills, Etas, Ekoftau, Teouma), 
identifying urgent needs: drinking water, food, shelter, solar 
lighting, first aid, PSS
FALE drafts a Response Plan outlining target member 
organisations, immediate needs, and a proposed budget 
(US$10,000 for FALE Finance Facility activities; US$1,500 for 
quick recovery/support), plus operational requirements 
(temporary o�ice, transport, Starlink, generator, sta� PSS)
NDMO confirms approval for FALE Vanuatu to provide direct 
support to its members’ organisations

The FALE Steering Committee undertakes further 
assessment visits and delivers essential items (cartons of 
water; 25 kg rice bags; solar lights/torches; first aid kits) to 
members to deliver to the assessed communities
FALE and VANGO undertake referrals into clusters/partners

The first Disaster and Climate Emergency Management 
(DECM) situation report is circulated nationally on 
19 December

Shift to recovery by government narrows formal response 
windows and complicates approvals

26 Dec

2 Jan

FALE issues Situation Report #2, summarising distributions, 
site-specific notes, and referrals
FALE/VANGO Steering Committee reviews the FALE Response 
Plan and continues to support member organisations 
through direct delivery and advocacy/linkages

State of emergency concludes with national 
authorities signalling a shift towards recovery. Curfew 
and other measures are subject to COM decisions

The Port Vila and Efate Earthquake Recovery and 
Resilience Plan is presented to international partners

25 DecGovernment of Vanuatu commences the recovery phase, 
led by the National Recovery Committee (NRC). The 
Department of Strategic Planning and Aid Coordination 
(DSPPAC), under the Prime Minister’s O�ice, serves as the 
NRC Secretariat and coordinates recovery e�orts

Another 6.1 magnitude earthquake strikes Vanuatu
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KEY FINDINGS
The post-activation review of FALE Vanuatu’s earthquake response reveals a mixed picture of agility 
under pressure and structural gaps. On one hand, the activation showcased the strengths of a locally 
led model – rapid mobilisation, adaptive procurement and strong community engagement – despite 
severe disruptions to banking and communications. On the other, it exposed persistent gaps in clarity 
of roles and systems for logistics and accountability, which constrained scale and efficiency. This 
section synthesises these insights, highlighting the most significant successes that enabled impact 
and the challenges that limited effectiveness, providing a foundation for the recommendations that 
follow.

Support to the earthquake response from FALE was organised and channelled through multiple 
structures (see Figure 4), with FALE Vanuatu working with VANGO to coordinate and deliver support 
on the ground, lead local and national actor coordination, and facilitate GoV engagement. FALE 
Pasifika also played an important role in sharing information and mobilising support from the region 
and donors to elevate and augment the work of FALE Vanuatu and VANGO.

Figure 4: Key response activities performed by the FALE Network and support structures

1	 Informal meeting with community

Visited seven communities in 
Shefa province  to map needs 
and plan support 

Steering Committee convened 
meetings regularly to support 
aid delivery and planning way 
forward. 

Established referrals and 
linkages to other organisations 
and support services 

Delivered supplies, including 
clean water, food and tents, to 
seven communities through 
FALE Vanuatu members

Maintained communications 
with member organisations 
and NDMO o�icers

Supported recovery e�orts 
through sharing information 
such as situation reports and a 
FALE response video

Led the liaison with donors to 
identify and access funding for 
response and recovery e�orts 

Mobilised material donation 
opportunities from 
international partners

Coordinated support from other 
FALE regional members

Established contact with 
members

Ensured appropriate civil 
society representation with 
the GoV and NDMO in cluster 
meetings

Mobilised aid planning 
storians1  and aid distribution

Developed 5Ws spreadsheet 
to track aid distribution

FALE Vanuatu FALE Pasifika VANGO
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SUCCESSES

Rapid mobilisation within the 72-hour window
FALE Vanuatu successfully activated and delivered assistance within three days of the earthquake, 
meeting its stated objective despite significant operational constraints, including disrupted banking 
systems, intermittent telecommunications, and limited access to formal coordination channels. The 
speed of mobilisation reflects both institutional drive to respond and the value of pre-existing local 
networks.

Leveraging member networks to secure access and permissions
VANGO’s strategic use of its member organisations enabled it to navigate bureaucratic bottlenecks 
and secure NDMO passes when formal cluster pathways were not immediately accessible to local 
and international actors. By focusing distributions as support to members rather than external aid 
delivery, VANGO created a legitimate operational pathway that respected government protocols while 
maintaining responsiveness.

Direct procurement and distribution through retail channels
In the absence of functioning fund transfer mechanisms, VANGO opted for direct retail procurement 
– purchasing supplies from local supermarkets and distributing them via member organisations. This 
approach bypassed delays associated with formal procurement and banking systems, allowing for 
timely delivery of essential items. While not scalable in all contexts, it proved effective in this activation 
and highlights the importance of flexible financial protocols.

Community-led assessments and prioritisation of needs
Initial assessments conducted on 19 and 20 December involved direct engagement with affected 
communities. These assessments identified water, shelter, lighting and first aid as immediate 
priorities, and informed both FALE’s distributions and its referrals to other actors. The emphasis on 
community-defined needs ensured the relevance of the support provided and avoided the imposition 
of external assumptions about what was required.

Documented planning and transparent reporting
FALE produced a formal response plan and two situation reports within the first week of activation. 
These documents outlined the operational strategy, identified target communities, detailed resource 
allocations, and flagged emerging challenges. This level of documentation is notable given the short 
timeframe and operational constraints, and it contributed to both internal accountability and external 
visibility. 

Steering Committee convening and strategic oversight
The FALE Steering Committee met multiple times during the activation period, providing strategic 
oversight and ensuring that decisions were informed by both field realities and broader coordination 
dynamics. This convening capacity was maintained even as roles and responsibilities were being 
clarified, demonstrating institutional resilience and commitment to collective leadership.
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Strategic referrals into national cluster architecture
FALE recognised the limits of its own capacity and made targeted referrals to other actors – such as 
UNICEF, Save the Children, and the WASH cluster – where needs exceeded its operational scope. This 
practice avoided duplication, respected the national coordination system, and ensured that affected 
communities received appropriate support from specialised agencies.

Adaptive communications through Starlink and partner networks
In response to telecommunications outages, FALE leveraged private sector partnerships to access 
Starlink. This enabled continued communication with field teams and coordination partners, and 
illustrates the value of pre-identified contingency arrangements for critical infrastructure failures. FALE 
and VANGO also relied on their existing local networks to broaden their reach and engagement during 
the period of crisis.

Consistent engagement with cluster processes and reporting tools
FALE maintained a presence in cluster meetings and completed the 5Ws (Who, What, Where, When, 
and For Whom) reporting required by NDMO. This ensured that FALE and FALE member activities 
were visible within the national coordination system and contributed to a more comprehensive 
understanding of the response landscape. It also reinforced the legitimacy of local actors within formal 
humanitarian structures.

Recognition and support for community-led resilience
Interviews highlighted that affected communities did not wait passively for aid but instead organised 
their own support mechanisms and prioritised livelihood recovery. FALE’s approach respected and 
reinforced this agency, aligning with localisation principles.

CHALLENGES

Banking system failure and fund transfer delays
Inability to transfer funds promptly due to banking disruptions severely constrained FALE’s operational 
flexibility. Despite GSD’s approval of the grant and quick transfer to PIANGO in Fiji, the funds were not 
accessible to FALE Vanuatu and VANGO during the critical early phase. VANGO was forced to rely on 
internal reserves and retail credit. This exposed a structural vulnerability in the response model and 
underscored the need for pre-positioned financial mechanisms and vetted alternate financial transfer 
options.

Telecommunications outages and coordination breakdowns
Widespread internet and mobile network failures in the immediate aftermath of the earthquake 
disrupted coordination between FALE, PIANGO and in-country actors. While Starlink provided a partial 
workaround, the lack of redundancy in communications infrastructure delayed decision-making and 
hindered real-time information sharing.
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Ambiguity in roles and activation protocols
There was confusion around the formal activation of FALE and its operational scope. Respondents 
revealed uncertainty about whether FALE was activated in a formal sense, and whether its role was 
to lead, support or complement existing national systems. This ambiguity affected coordination with 
clusters and delayed strategic alignment.

Limited visibility and recognition within cluster coordination
Despite active participation, FALE Vanuatu struggled to gain full recognition within the national 
cluster system. Local actors were not consistently included in decision-making spaces, and their 
contributions were sometimes undervalued. This reflects the broader structural issue in humanitarian 
coordination that local leadership is often marginalised.

Absence of pre-positioned supplies and logistics infrastructure
FALE lacked access to pre-positioned relief items and had no warehouse or logistics hub. This forced 
reliance on retail purchasing, which – while effective in the short term – is not sustainable or scalable. 
This limited FALE’s ability to respond at scale or to plan for multi-phase interventions, and must be 
reviewed.

Staffing gaps and coordination fatigue
While FALE Vanuatu had a designated coordinator in place during the activation, FALE also relied 
on VANGO for support and mobilisation. Given staff were part of the community dealing with the 
impact of the earthquake, this created a dual burden: managing community impacts while fulfilling 
professional responsibilities. Additionally, decision-making processes – particularly around when 
and how to ‘switch off’ the response – were not structured clearly, leading to confusion and uneven 
transitions. The lack of a formalised deactivation protocol compounded coordination fatigue and left 
some actors unclear about their roles as the GoV shifted from response to recovery.

Government shift from response to recovery mid-activation
The GoV declared a transition from response to recovery within days of the earthquake, which 
disrupted planned distributions and created confusion about the activities for which GSD funds (which 
had not yet reached Vanuatu) could be used. FALE had to reframe its work as ‘support to members’ to 
continue operating.

Inadequate MEAL systems and feedback loops
Monitoring, evaluation, accountability and learning (MEAL) systems were underdeveloped during the 
activation. There was little documentation of community feedback, and no structured mechanism 
for capturing beneficiary perspectives. This constrained FALE’s ability to assess impact and adjust its 
approach in real time.
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OPPORTUNITIES AND RECOMMENDATIONS 

FOR FALE PASIFIKA (CROSSCUTTING RECOMMENDATIONS FOR ALL FALES)

Clear communication on role of country-level FALEs in relation to host National 
Liaison Units and existing structures

FALE Pasifika should develop clear, consistent messaging that defines the role of each national FALE 
as well as its relationship with the host National Liaison Unit (e.g. VANGO in Vanuatu). The messaging 
should also clarify FALE’s complementary role to existing coordination structures such as clusters. This 
will be important to ensure clear understanding and support from external stakeholders, including 
donors, government and cluster partners.

Adopt multihazard SOPs 
Create FALE-wide standard operating procedures (SOPs) to help standardise activation thresholds, 
role clarity, decision rights (particularly during connectivity outages), duty of care, surge arrangements, 
and explicit criteria for transitioning from response to recovery. These SOPs, while consistent, will need 
to be refined for each country context, including operational context, FALE set-up and government 
regulations. Additionally, SOPs must consider the multiple hazards to which each country is exposed 
(including earthquakes, cyclones, floods, volcanic eruptions and tsunamis). This recommendation 
responds to the ambiguity observed in Vanuatu and aligns with national lessons on coordination and 
information management.

Establish a rapid financing backbone with contingency protocols
Create a prepositioned, multicountry rapid financing facility with clear fallbacks when banks fail (cash 
floats, mobile money options, vetted retail credit lines). This recommendation directly addresses the 
funding delays experienced in Vanuatu and reduces operational risk across FALE’s Pacific portfolio.

Build a Pacificwide MEAL and learning spine
Implement a compact MEAL framework, including evidence ledgers, lowtech community feedback 
channels, and routine pauseandreflect cycles after activations. This will strengthen accountability and 
ensure learning travels between FALEs. The MEAL system should be an easy use, light touch process 
that does not place extra burdens on responders or communities. Ideally it would take a community 
impact approach focus, rather than donor reporting focus, building on the work done by PIANGO and 
HAG to understand localisation impact for communities. 

Formalise bridges with national cluster systems
Negotiate memoranda of understanding with NDMOs/cluster leads in each country that define each 
FALE’s role (connector, implementer, or hybrid), referral workflows, and responsibilities for 5Ws data. 
This will reduce coordination friction and clarify expectations before disasters strike. This process will 
also help each FALE to identify opportunities to collaborate with and complement work of other actors 
in their respective countries. 

https://humanitarianadvisorygroup.org/insight/the-beginning-of-the-road-a-practical-approach-to-defining-and-measuring-localisation-impact-for-communities/
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Marketbased preparedness
If a national FALE identifies an implementer role (as noted above), it must be supported to conduct 
predisaster market analysis and sign vendor framework agreements for essential goods and services 
(water, tarpaulins, solar lights, transport, warehousing). This will convert the ad hoc retail workaround 
seen in Vanuatu in 2024 into a planned, equitable, and faster procurement model.

Donor partnership improvements
	f Structured checkins and lean documentation: conduct biweekly checkins during activations and 

use onepage spend/action trackers with pragmatic receipt protocols for disrupted contexts, thereby 
assuaging donor concerns without overburdening local teams.

	f Clarify FALE’s operational value proposition: document whether each FALE operates primarily as 
a connector, implementer or hybrid and reflect this in grant design, budgets and hostorganisation 
overheads, thereby improving fitforpurpose funding and expectations.

Strengthen partnerships with regional initiatives such as the Pacific 
Humanitarian Warehousing Programme

FALE and PIANGO should deepen collaboration with the Pacific Humanitarian Warehousing 
Programme (PHWP, (currently being explored with the Pacific Community), to fill persistent logistics 
gaps that slow mobilisation during emergencies. This partnership will enable integration of FALE’s 
locally led model with the country-based warehousing model PHWP is looking to establish, enabling 
faster access to pre-positioned supplies. A more strategic approach is needed to define roles, 
interoperability, and to position the FALE as a credible actor that can reinforce localisation principles.

Strengthen Human Resources and Surge Capacity
FALE Pasifika should develop a regional HR strategy to ensure adequate staffing for disaster response 
coordination at national FALE level. This includes supporting national FALEs or the relevant national 
liaison units of each country to explore partnerships to access surge personnel and maintaining a 
roster of pre-identified specialists who can be mobilised quickly during emergencies.

FOR FALE VANUATU (INCLUDING THROUGH VANGO)

Coordination clarity and predictable decisionmaking
Create a Vanuatuspecific activation matrix that specifies decision owners’ (VANGO CEO, FALE 
Coordinator, Steering Committee Chair), thresholds for switchon/off and standard communications to 
members and clusters. This will counter the coordination fatigue that occurs when a disaster affects 
everyone and the response window shifts quickly.

Strengthen preemergency preparedness 
VANGO and FALE Vanuatu should work towards establishing a robust preemergency preparedness 
framework that enables faster, more accountable mobilisation during future activations. This can help 
to reduce activation delays, improve transparency, and position VANGO to lead a more agile response 
in future emergencies. This could include:

	f Undertaking member due diligence during non-emergency times to assess and document 
the capacity, compliance history, and readiness of member organisations to receive and manage 
emergency funds. This ensures that funding decisions during crises are both rapid and risk informed
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	f Explore fund transfer options such as mobile money, petty cash floats, or pre-approved credit 
arrangements – to ensure liquidity when banking systems fail, as occurred in December 2024

	f Explore local vendor mapping and framework agreements with suppliers of essential goods 
and services (e.g. water, shelter materials, solar lighting, transport) during pre-emergency periods, 
enabling rapid procurement under agreed terms and prices.

Explore collaborations for supplies storage
Explore options to collaborate with government or international NGOs or United Nations actors to 
utilise existing warehousing space to preposition stock and basic inventory tracking compatible with 
NDMO systems. 

Communications redundancy and field connectivity
Explore the possibility to institutionalise Starlink as a contingency and add HF/VHF radios, satellite 
phones and portable power, with simple SOPs and trained focal points. This will mitigate the telecom 
failures that hindered coordination in December 2024. It will require identifying funding sources not 
only for the initial investment to obtain the hardware, but for training and upkeep of these resources.

Building bridges with coordination systems 
Ensure regular presence in NDMO clusters and establish provincial focal points across Shefa, Taefa, 
Torba and Penama to extend engagement beyond Efate (these focal points can be hosted by or cost 
shared with members who are already present on the ground). This will strengthen recognition and 
tasking pathways for local actors.

Build regular learning 
Institutionalise an annual pause-and-reflect cycle tied to a compact MEAL and produce short bilingual 
learning briefs (English and Bislama) after each activation. This will turn practice into portable 
knowledge and reinforce FALE’s local identity.

Strengthen FALE Vanuatu human resources
It is important to ensure FALE Vanuatu has adequate staff and resources to facilitate disaster response 
activities – particularly during emergency situations. This can include exploring partnerships with local 
organisations and maintaining a roster of specialists to support scale-up during emergencies.

Focus donor support on anticipatory action for CSOs
It will be important to work with donor partners to invest in anticipatory action funding for CSO 
members – which will also require coordination with FALE Pasifika. This should cover relief supplies, 
cash vouchers, volunteer mobilisation, and other preparedness measures to enable rapid response 
when disasters occur.

Support pre-positioning of stocks with CSO/CBO members
Collaborate with CSO and CBO members to pre-position essential relief items during peace time. 
Establish clear protocols for mobilisation within 72 hours of a disaster, allowing members to dispatch 
volunteers and distribute supplies without waiting for government or NDMO intervention.
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FOR CATALYTIC PARTNERS 

Donors and funders

Design funding to cover both response and recovery phases
Restricting funds to the emergency phase creates operational gaps when governments transition 
quickly from response to recovery. Flexible funding windows allow local actors to maintain continuity 
and meet residual needs.

Embed anticipatory financing in grants
When funding local or national actors, allocate a fixed percentage of every grant for future or 
anticipatory response. This ensures liquidity for rapid activation and reduces reliance on ad hoc 
solutions when systems fail.

Increase flexibility in funding use
The ability to reallocate funds (e.g. Vitol Foundation’s unrestricted funding that was reallocated to 
support VANGO’s response during the earthquake) allows for faster response and decision making. 
Donors should adopt adaptive funding models that allow reprogramming within agreed parameters 
in emergency situations.

Support multi-hazard preparedness
Funding should be designed with the recognition that hazards overlap (earthquakes, cyclones, floods) 
and enable FALE and partners to pivot without bureaucratic delays. Adaptive financing, which avoids 
rigid categorisation of funds by sector or activity, acknowledges the interconnected nature of crises 
and supports integrated responses.

Invest in local leadership beyond goodwill
Locally led action requires predictable, flexible resources, not just moral support. Funding models 
should prioritise agility and empower local actors to make context-driven decisions. Providing for 
overheads, administrative and indirect costs is critical.

Government Partners

Provide clear guidance on transition from response to recovery
Ambiguity around when recovery begins affects donor compliance and operational planning. 
Governments should consider establishing clear protocols and timelines for phase transitions for 
different hazards and hazard scales.

Allow humanitarian actors space to complete response activities after transition
Even after recovery is declared, humanitarian needs persist. Governments should maintain flexibility 
for local actors to finish critical response tasks even if official transition to the recovery phase takes 
place.
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CONCLUSION
The Vanuatu earthquake response demonstrated both the promise and 
the fragility of locally led humanitarian systems. Rapid activation within 72 
hours, adaptive procurement through retail channels, and strong community 
engagement underscored FALE’s ability to act decisively under pressure. Strategic 
referrals into clusters and documented planning reinforced alignment with 
national coordination structures, and using Starlink to restore communications 
highlighted the value of contingency thinking. However, these successes were 
tempered by systemic weaknesses: a banking system breakdown that froze donor 
funds, unclear activation and deactivation protocols, absence of pre-positioned 
supplies, and inadequate MEAL systems. Staff faced the dual burden of responding 
while managing personal impacts, and the government’s swift shift to recovery 
compressed the operational window.

These findings emphasise that locally led does not mean improvised. It requires 
structured preparedness: SOPs, financial contingency mechanisms, vendor 
agreements, and clear governance boundaries between FALE and host liaison 
units. It also demands stronger regional linkages, including partnerships with 
initiatives like the PHWP, and investment in learning systems that capture 
community voice. By filling these gaps, FALE can consolidate its role as a credible, 
system-aligned actor that accelerates localisation while delivering timely, 
accountable humanitarian assistance across the Pacific.

Photo: Simon Spring on Unsplash
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