Coordination in Transition: How NGOs are Navigating and

Adapting beyond the IASC
Case Study #1: Transition from HCT to L/NNGO leadership — Indonesia

In 2025, a significant shift toward national humanitarian leadership took place in Indonesia. The
Humanitarian Country Team (HCT) transformed and a new Indonesia Humanitarian Coordination
Platform (IHCP), co-chaired by national civil society, was established to continue robust collaboration
among non-government actors.

Key learnings

O Funding diversification for L/NNGOs can help strengthen coordination as well as response
roles.

O Civil society collaboration through NGO networks can strengthen not just collective
representation, but also the ability to take on leadership.

[0 International actors (UN and INGOs) can play a key facilitation function — promoting civil
society’s role in response and coordination, in addition to the government, in pursuit of
‘national leadership’.

Declining HCT role and rising civil society leadership

An HCT was present in Indonesia from activation of the IASC clusters in 2006 until 2025. Representation
is said to have ‘historically favoured’ UN agencies and INGOs, “with local organisations often
participating as implementers rather than strategic decision-makers”." While the HCT had Indonesian
NGO network and NNGO members, it remained a UN- and therefore international-dominated body.

The role of international actors in Indonesia’s disaster response has decreased in favour of national
(government and NNGO) leadership and implementation — particularly after the government’s decision
in 2018 to prohibit direct international implementation for the Central Sulawesi earthquake response.?
International funding has also declined. The function of the HCT had therefore been decreasing. One
UN participant described this as noticeable in HCT meetings — with a shift in who was providing
response updates from UN agencies to NGOs and the Indonesian Red Cross.

At the same time, collective L/NNGO capacity has been strengthened. Many NGOs, especially at
national level, have strong technical humanitarian expertise and experience, supported by robust
domestic funding especially for faith-based organisations. Several national initiatives to strengthen civil
society collaboration have been undertaken in recent years — including the creation of an alliance of
multiple NGO networks.?

The Humanitarian Coordinator in Indonesia was ‘de-hatted’ in 2020 (to be only a UN Resident
Coordinator (RC)). While the HCT remained, chaired by the RC until 2024 and then by OCHA, this was

! Indonesia Localisation Lab and ID-HA/AP-KI, Humanitarian Coordination: A civil society-proposed co-leadership
coordination models for a post-Humanitarian Country Team, 2025, p.21

2 Robillard et. al., Perspectives on localization in the response to the 2018 Sulawesi earthquake in Indonesia, 2020
3 See main report ‘Chapter 4. NGOs and civil society’ for more detail including on the ID-HA/AP-KI alliance.
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described later as having “created a coordination gap in humanitarian efforts, as traditional
mechanisms diminished”.*

However, it also seems to have created a coordination opportunity: the chance to transform the HCT
and reimagine what non-government humanitarian coordination looks like.
Redesigning coordination

After the HCT only met twice in 2024, the global ‘Humanitarian Reset’ in 2025 catalysed OCHA in
Indonesia to propose to transition the HCT to a new nationally-led platform for crisis preparedness and
response.

An initial paper set out potential options for transferring responsibilities that sat with the HCT:
[0 To a government (BNPB)-led multi-stakeholder coordination meeting.
[0 To the existing Indonesia Development-Humanitarian Alliance (ID-HA/AP-KI).
[0 Integrated into the idea of building a National Reference Group for the Grand Bargain.®

Three large consultative discussions were held, facilitated by OCHA for NGOs. As one NNGO participant
described, many NGOs were intent on preserving a “space to share concerns and be critical”, and it
was agreed to retain a coordination body separate from the government. These discussions were used
to agree the principles, remit, leadership, membership, and ways of functioning for the new platform.

Pushed forward by the Reset momentum, decisions were made quickly: the initial OCHA paper was
circulated in mid-April, and the new Indonesia Humanitarian Coordination Platform was launched on
World Humanitarian Day on 19 August 2025. Some participants expressed alarm at the speed of the
change from a familiar structure, concerned that time was taken to ensure the new IHCP would be
sustainable and effective.

Indonesia Humanitarian Coordination Platform

At the time of writing, the IHCP’s ToR had been approved, and some of its governance details were still
being agreed. Sustainable funding options were being

explored for the Secretariat and for the civil society Co- “The reception [from UN agencies, of
Chair. the IHCP] is quite good. A lot of people
O Co-chairing by national civil society and inthe meetings arelindonesian staff.
OCHA (OCHA for the first 6 months, with the My fear is their bosses — if the expat
potential to hand over to another UN agency). senior management team can be

convinced that this is something they

[0 Dedicated Secretariat® —to be initially taken on c
need to allocate their time to.

by the nationally-led Indonesia Localisation
Lab. When | speak with my direct colleagues,
they know this is something good, and

O A small core members group selected based o
useful, and that it’s time to change.”

on applications. Likely including the main NGO
platforms, other NGOs, Indonesian Red Cross, NNGO participant, Indonesia

4 Indonesia Localisation Lab and ID-HA/AP-KI, 2025

5 OCHA, Concept Note: Transitioning the Humanitarian Country Team (HCT) in Indonesia, 14 April 2025 [Draft]

6 The Secretariat will: Facilitate regular coordination meetings, maintain documentation, and manage communications;
Support planning, reporting, and monitoring of the Platform’s activities; Ensure continuity and institutional memory,
particularly during leadership transitions. (IHCP, Terms of Reference, 17 July 2025)

Coordination in Transition: How NGOs are Navigating and Adapting beyond the IASC
[Lessons from Iraq & Indonesia] | ICVA



at least one UN agency active in the humanitarian sector, and potentially private sector.

[0 A wider open membership, including NNGOs, NGO platforms representing LNGOs as well as
NNGOs, INGOs, Red Cross and Red Crescent Movement, UN agencies, and private sector—with
membership criteria to be established.

The intention is for leadership and membership to be rebalanced toward national actors.

International actors — including the UN — are expected to continue to play a supporting role, including in
advocacy and engagement with the national government.

Expanded coordination remit

As suggested by the platform’s open membership — contrasted to an HCT’s closed structure - its
coordination remit is also expanded beyond that of an HCT. This includes to:

0 “Provide a non-governmental safe space that is part of, and connected to, the government
system.”

[0 Advocate on major strategic issues for humanitarian preparedness, response, and early
recovery.

[0 Coordinate non-government actors to support risk reduction, mitigation, and response
preparedness —including mobilising resources, and strengthening capacities.

[0 Strengthen national humanitarian coordination structures, while maintaining close linkages
with the UN Resident Coordinator’s system.

[0 In the case of a large-scale disaster, coordinate emergency response in support of national
effort.”

The ToR sets out the IHCP as being a “coordination mechanism for humanitarian issues and their link to
the country’s development agenda”. While disaster management will be the starting point, participants
described the eventual aspiration for it to also include response for climate change and ‘social conflict’.

One participant, a key person in shaping the IHCP’s remit, described its importance in filling a
coordination gap: engaging local as well as national NGOs, particularly LNGOs who aren’t members of
clusters, and as an important complement to government-led coordination.

7 Indonesia Humanitarian Coordination Platform, Terms of Reference, 17 July 2025
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