naga kaantabay sa kauswagan program

Empowering the Urban Poor

The Program

The Naga Kaantabay sa Kauswagan, or Partners in Development, Program is a social amelioration program primarily designed to empower the urban poor, which comprise some 25 percent of the city population residing in 21 urban barangays of Naga. 

As a mass housing and poverty alleviation program, Kaantabay demonstrates that with strong political will and a changed, more enlightened perception of the poor, a local government can meaningfully reduce poverty, manage urbanization and uplift the quality of life in urban areas.

Before the Kaantabay sa Kauswagan Program came into being, Naga was grappling with a serious urban poor problem which is characteristic of any other rapidly urbanizing city in the Philippines, even the world over.


As the center of trade and commerce in the Bicol region—one of the Philippines’ sixteen (16) administrative regions— the city attracted rural migrants searching for better opportunities.  

A bitter fruit of urbanization, the obtaining situation in Naga then was distinguished by adversarial relationship and frequent animosity between the City Government, the urban poor and private landowners. Cases of squatter eviction and ejection were rampant, and demolitions were commonplace.


Previous local government administrations share a part of the blame for this situation.  For so long a time, it had been indifferent to the plight of the urban poor. This indifference primarily shows in the following:

· The blighted condition of 27 urban poor communities in Naga which lacked basic services such as shelter, potable water, street lights, pathways and drainage.
· Government’s passivity in the face of squatter ejection and demolition by private landowners, which masked its tacit approval of such measures to eradicate these urban “eyesores.”

Program Objectives

Goals. Kaantabay sa Kauswagan seeks to achieve three overarching goals:

· Normalization and/or regularization.  By addressing land tenure issues relative to homelots for the urban poor of Naga—through a functional tripartite mechanism for settling disputes—the program seeks to give urban poor communities a sense of permanence and legitimacy over their occupied landholding, either on-site or off-site.

· Poverty reduction.  By helping the urban poor of Naga build capital, mainly by transferring title of their homelots over time, the program seeks to promote socioeconomic empowerment of the urban poor which comprise around 25% of Naga’s population.

· Urban upgrading.  To complement the tenurial aspect, the program also seeks to facilitate upgrading of blighted communities by providing them basic infrastructure and facilities, thereby restoring decency, ease and comfort to daily life.  

Objectives. Attainment of these goals is predicated on the following time-bound objectives:

Short term:

· To provide permanent solutions to all land tenurial  problems involving the urban  poor;

· To uplift the living condition of urban poor residents in the city;

· To eradicate arbitrary ejection and minimize incidence of eviction/demolition;  and

· To explore alternative modes of land acquisition.

Long term:

· To empower the urban poor sector in Naga City byproviding homelots, basic      infrastructure and services, as well as livelihood opportunities to all in need;

· To strengthen the urban poor sector and heighten their participation in local  governance; and

· To integrate the urban poor in the mainstream of development and make them more productive members of society.

Program Implementation

The program dates back to May 15, 1989 when the city organized its Urban Poor Affairs Office (UPAO), an agency dedicated to squarely addressing the needs of its growing urban poor population.

By institutionalizing a functional mechanism for permanently settling land tenure problems, the Naga Kaantabay sa Kauswagan was able to shape new strategies in cushioning the negative impacts of urbanization. (please refer to Annex “A”)

These strategies include accessing various modes of land acquisition, like direct purchase, land swapping, land sharing, community mortgage, resettlement and expropriation. (please refer to Annex “B”)

They are augmented by support program components which include community organizing, done in partnership with non-government organizations (NGOs); and auxiliary services like land surveys, legal aid and relocation assistance utilizing government personnel and equipment.

Program Strategies and Corresponding Activities Undertaken

The success of the Naga Kaantabay sa Kauswagan Program is anchored on the following strategies: 

· The adoption of a "partner-beneficiary" perspective in dealing with clients. This approach sees the urban poor both as program partner and beneficiary, compelling them to actively participate in every step of problem resolution.



· Strategy of focus.  At the top management level, a fundamental strategy adopted is the strategy of focus that delimits program coverage only to the urban poor sector in   Naga. 



· Role definition and specialization.  This stems from the recognition that there are   certain areas where NGOs do much better than government.  Thus, in community    organizing and social preparation of beneficiaries, the City Government has relied  on its NGO partner—the Community Organization of the Philippines Enterprise (COPE)—which specializes on these tasks. 

· A policy of dealing only with urban poor organizations, not  individuals.  This compels interested applicants to take the initiative in organizing themselves, thus   facilitating community organizing.

Efficiency of Program Service Delivery

· Delivery mechanism. Service delivery under the Kaantabay program is being facilitated mainly through the Urban Poor Affairs Office (UPAO) of the Naga City Government.

The UPAO was created by the two-year old administration of Mayor Jesse M. Robredo after nine urban poor organizations brought their plight to the national government’s attention during a visit to Naga by then President Corazon Aquino late in 1987.

· Quality and timeliness of service to beneficiaries. At the operational level, client identification is facilitated by a single criterion: presence of land tenure problem. Where there is such a problem, the program responds; for where there is a tenurial issue, there is also urban blight.

· Target efficiency. Also, doing more with the resources allocated under the program, Kaantabay registered a 305% increase in beneficiaries between 1994 and 2001.  During the same period, the total land area distributed to these beneficiaries increased by 174%—from only 32.3 hectares in 1994 to 88.5 last year.

· Cost effectiveness. Before the economic downturn caused by the Asian economic crisis in 1997 and the crisis-ridden Estrada administration, the program was doing quite well.

Over the last two years however, payments have started to fall behind.  UPAO’s collection status report as of December 2000 placed accrued collections at 30% of the total, with accounts payable reaching 35%.  

This impelled a management review that resulted to the adoption and implementation of a number of contingency measures, including an amnesty program implemented beginning July 2001 that condoned of all penalties and surcharges to encourage updating of payments and a work-for-pay program directed at non-paying low-income households.  The program is also considering proposals for restructuring of current amortization schedules that would extend term beyond the current 7-year maximum.

The Bayadnihan program. This newly enacted work-for-pay scheme adopted by the City Council enables urban poor beneficiaries to settle their lot amortizations, whether current or past due, through participation in the implementation of the city’s infrastructure projects, their maintenance or by rendering frontline services.

Allowable work that beneficiaries or their family members can take on include:

· Construction of city government infrastructure projects

· Maintenance of existing government infrastructure facilities such as buildings, drainage systems, water supply systems, electrical installations, city streets and sports facilities

· Cleaning and beautification of public facilities such as city streets, parks, plazas, playgrounds and street islands

· Garbage collection and disposal, and

· Other frontline services as may be determined by the city mayor.
Promotion of People’s Empowerment/Partnership Systems

Formation/Strengthening/Institutionalization of People’s Councils/Community-based Structures for Active and Sustained People’s Participation

On June 30,1993, the Naga City Urban Development and Housing Board was created by virtue of City Ordinance No. 93-057. As constituted, the Board provides recommendations to the City Mayor and acts as policy making body on urban development and housing matters.  

This development was also significant because this policy-making body was, even at the outset, made tripartite and substantial seats were allotted to NGOs and POs.

Capacity Buildup

In implementing Kaantabay, the non-government sector has played a critical role in social preparation and community organizing. Admittedly, these areas lie outside the city government’s core competence.  

The partnership between City Hall and the Community Organization of the Philippines Enterprise (COPE) Foundation therefore make sense.  Up 
to now, COPE continues to handle the social preparation and community organizing aspects of program implementation.

Partnership With Other Groups


Once organized, the urban poor communities become ready to participate in the resolution of tenurial issues under the aegis of tripartism established under the program.  Kaantabay’s effectiveness springs from pooled resources and capabilities made possible through a tripartite approach to problem resolution, involving the 

· city government and other national government agencies; 

· urban poor associations (PO’s), aided by non-government organizations (NGOs);

· and private landowners

By adopting a pro-poor bias, the city government gives the program strength and credibility.  This bias was particularly manifested in its treatment of urban poor associations as "partner-beneficiaries" which compels them to actively participate in every step of the process. 


The urban poor associations, on the other hand, signify their support and commitment to the Program by their willingness to negotiate, get organized and raise equity if necessary, including money for land acquisition and labor for urban upgrading projects.

Finally, the landowners show their cooperation through willingness to explore more peaceful means of settling tenure disputes as an alternative to ejection of urban poor occupants and demolition of their makeshift shelters.

Resources Mobilized

Local Equity

Sound financial policies consistent with and supportive of the program’s conceptual framework have keyed Kaantabay’s sustainability over the past decade, especially the last seven years.

These include (1) the “no-doleout” policy that discourages freeloading and endicancy and seeks to collect of all recoverable expenses by the City Government under the program, and (2) the project equity 
policy that operationalizes participation at the project financing level. Combined, they have elicited meaningful beneficiary involvement right from the beginning of a particular land acquisition project until government has collected its recoverable expenses.

Tapping of Indigenous Capacities, Values and Practices

Variants of community mortgage being pursued under Kaantabay, on the 
other hand, ensure cost recovery over time, anchored on the principle of ”shared pain and gain” among program beneficiaries.  

This principle affirms the dignity of even the poorest sectors of society; by giving beneficiaries the opportunity to pay for their homelots under affordable amortization schemes, they not only build capital but also acquire it the proper, honorable way—unlike other schemes that promote freeloading and mendicancy.  

Thus, the program’s cost recovery mechanism enables them to become real “homeowners,” no longer plain "squatters" or "slum dwellers".

Enhanced Fund Allocation From City Annual Budget

As early as 1993, the program managers already saw the need for enacting ordinances that will institutionalize the gains in implementing Kaantabay.

Long-term sustainability, however, was assured by institutionalizing the Kaantabay Program itself, and providing it regular funding in the city's 
annual budget. This was carried out through Ordinance No. 98-033, another landmark legislation of the Sangguniang Panlungsod enacted on March 11, 1998.

One of the most notable effects of this institutionalization measure is the 
regularization of program funding. With the passage of the Kaantabay 
Ordinance, the local government unit is now mandated to allocate to the program ten percent (10%) of its annual budget, net of personal services

Partnership With Ngo’s and Po’s

In implementing Kaantabay, the non-government sector has played a critical role in social preparation and community organizing. Admittedly, these areas lie outside the city government’s core competence.  

The partnership between City Hall and the Community Organizers of the Philippines Enterprise (COPE) Foundation therefore make sense.  Up to now, COPE continues to handle the social preparation and community organizing aspects of program implementation.

Program Impact

Six years after the Naga Kaantabay sa Kauswagan Program was launched, Naga's urban poor have been empowered and mainstreamed back in society, primarily through a fair, credible and effective tripartite mechanism for solving land tenurial issues that the Program has institutionalized.  

Program impact is also indicated by the following:

· Institutional.  From only 9 in 1989, there are now more than 70 urban poor associations in Naga today belonging to a citywide federation. 

· Land acquisition and resettlement.  As of December 31, 2001, a total of 41 on-site and off-site development projects (please refer to Annex “B” for descriptions) under the program has covered a total of 6,940 urban poor households, which represents 27 percent of the entire population of the city.

· Urban upgrading.  Moreover, the Program facilitated the renewal of 27 blighted urban poor communities in Naga, where multimillion-peso worth of basic infrastructure like pathways, drainage canals, shallow wells, public faucets, street lights and multipurpose pavements were provided and/or upgraded.

· National recognition. Finally, the Program is acknowledged today as a model urban poor program among Philippine local governments, and has already attained a measure of international recognition as well. 

Positive Socio Economic and Environmental Impact

ON SOCIO-ECONOMIC IMPACT

Increase in Income. Primarily through its land acquisition component, the Program made possible the transfer of ownership of private properties to their occupants, thereby giving urban poor communities a sense of permanence and legitimacy over the occupied landholding.  

Increase in Savings/Capital Build-Up/Investments

Household level.  The land acquisition component is the heart and soul of the Kaantabay program.  It facilitates the granting of tenurial rights to urban poor households over a homelot, culminating in the issuance of a property title once payment is completed.

City level.  Moreover, at a higher level, the program brought about the following tangible benefits to the city:

· positive contribution to the local economy as a   direct result of housing constructions and housing improvements which generate multi-level  transactions

· positive contribution to the local economy as the program indirectly facilitates the establishment of new businesses in the city; and along with them, the infusion of new capital and the demand for labor (i.e. the LCC Central Mall complex in Barangay Sabang) 

· positive contribution to the city government’s income brought about by the transactions on land and the corresponding changes in land use (i.e. realty tax, transfer tax, business taxes)

· positive contribution to the physical upgrading and    beautification initiatives in the city  (i.e. house renovations in On-Site Housing Projects, Panganiban   Upgrading Project).

Reduced Expenses.  Affordable homelots, well within the paying capacity of Naga’s urban poor residents, have keyed the continuing success of the Kaantabay program.  Without the program, backed by a fiscally responsible city government committed to the welfare of the urban poor, secure tenure will continue to be a pipe dream for the sector.

Economic Mainstreaming.  In giving the urban poor a chance to break free from the vicious cycle of poverty, the Kaantabay program becomes a concrete manifestation of the city government’s development philosophy of “growth with equity.” 

Entrepreneurial Orientation.  At the outset, program managers realized that by its lonesome, the Kaantabay program—without a strong livelihood component—will not be able to achieve the city’s goal of empowering the urban poor sector.

This led to a close coordination between Kaantabay and the Metro PESO (the city’s livelihood unit), particularly in opening a dedicated window for lending to livelihood projects of urban poor beneficiaries.

Forging Of Unity/Harmony in the Community. Under the Kaantabay program, the city government acquired a changed, more enlightened perception of the poor—which views their plight not as a social problem but as symptom of a bigger structural imbalance in society.  

Generation of other Social Development Benefits In Key Areas. On top of area upgrading activities that facilitate urban renewal, the following basic services are made available to the relocated urban dwellers in off-site development projects:

· Education

· Health

· Transportation

· Utilities

· Livelihood

Environmental Impact is Evidenced by

Environmental Soundness Of Program And Attendant Activities.  Through Kaantabay, Naga becomes a more livable, equitable and sustainable city for its people, including both the urban poor and the landowning sectors.  The various national and international recognition for its efforts toward this end have deepened civic pride, strengthened their sense of community and increased their resolve to continuously to Naga a better place.

Ecosystem Protection/Conservation/Rehabilitation. By providing better basic infrastructure facilities, the program also contributes to improved health and sanitary conditions in the relocation sites, in the process providing direct long-term benefits in terms of enhanced living conditions of the people.

By including all squatters along drainage lines and waterways in the city—particularly the Naga River which is a critical segment of the Bicol river system—as priority for resettlement, the program significantly contributes to environmental protection.

Innovative Processes  

Near universal coverage.  As of December 31, 2001, the program has achieved near universal coverage through 41 on-site and off-site development projects that has covered a total of 6,940 urban poor households, representing 27 percent of the entire population of the city. 

A changed, more enlightened perception of the poor.  In this respect, Naga was way ahead of the rest of the Philippines which was jolted only recently by the so-called Poor People Power on May 1, 2001.  Ten years earlier, Kaantabay already affirmed that the urban poor have basic human rights—including the right to shelter and decent life in an urban setting. 

A dedicated urban poor agency.  By putting up the Naga UPAO, the city government showed that it is committed to matching pro-poor rhetoric associated with politicians with concrete resources and results for the long haul.  Ten years later, UPAO’s accomplishments through the program speak volumes.

Tripartism.  A fair, credible and effective mechanism—where government, private landowners and urban poor associations work together in finding mutually acceptable solutions to even long-standing tenurial issues—worked wonders and enabled functional partnerships to gel and take shape.  

Functional partnerships.  By hewing closely to the principles of role definition, role complementation and specialization, the program unleashed the power of pooled community resources. 

Continued development of creative approaches to land tenurial issues and socialized housing.  Through the various modes and approaches to land acquisition, community development and project financing, the city overcame financial constraints that usually hamper implementation.  Three new projects are now being finalized under these community development and project financing approaches;

· The CBD II Row Housing Project

· The Integrated Livelihood cum Housing Project, and

· Medium Rise Housing Project 

Lessons Learned
The Naga City experience highlights the following lessons in the implementation of the program:

· The best way for local governments to tackle social problems is sharing the task with    civil  society. This means opening up the process of priority setting, decision-making and resource allocation to representatives of civil society, making them as much responsible as   the officials of the local government.

· Local government cannot be all things to all people.  It has its own specialization. To effectively respond to the myriad demand of the problem, it has to strike a synergy with national government agencies, with other local governments, with other sector, and with the  beneficiaries themselves.

· It is best for the National Government to transfer additional resources to local governments   as well as extension of specialized services by its national agencies. Local governments are  better positioned to come up with program which directly address the problem in their midst.  But on the assumption that such local governments have the needed autonomy and have opened themselves up to civil society.

· Government need not give everything to the poor.  The poor are more than ready to help themselves if only they are involved in the decision-making process early on.

Annex “A”

Kaantabay’s Tripartite Partnerships

Government Agencies

	Naga City Government
	Local Government
	main program implementor

	Department of Environment and Natural Resources
	National Line Agency
	Authorized city government to supervise disposition of public land in the city

	National Housing Authority
	Lead Shelter Agency
	Production of housing units, assistance in developing relocation sites

	National Home Mortgage Finance Corporation
	Government-owned Corporation/Financial Institution
	Financial support for the Community Mortgage Program (CMP)

	Home Guaranty Corporation
	Government-owned Corporation/Financial Institution
	Interim financing for CMP, property seller for BLISS I housing project

	Home Mutual Development Fund (HMDF-PAGIBIG)
	Government-owned Corporation/Financial Institution
	Financial support

	Housing and Urban Development Coordinating Council
	
	Coordination with key shelter agencies in the implementation of its housing program


Non-Government/People’s Organizations

	Naga Urban Poor Associations
	People’s Organization
	Main program partner-beneficiaries

	Community Organizers of the Philippines Foundation
	Non-government Organization
	Community organizing, social preparation and program advocacy

	Naga City People’s Council
	Non-government Organization
	Community organizing, social preparation and program advocacy


LANDOWNERS

	Archdiocese of Caceres
	Metroland Corporation

	Abella Family
	Naga Centrum Corporation

	Factora Family
	Prado Family

	Quizon Family
	Lahom Family

	Borebor Family
	Mariano Family

	Sison Family
	Heirs of Fabiana Arejola

	Belmonte Family
	And others

	Li Seng Giap Family
	


Annex “B”

Site intervention & Land Acquisition Strategies

Site Intervention Strategies
The Program utilizes two modes of site intervention.  These are:

· On-Site Intervention. This is designed to avoid the dislocation of the urban poor occupants currently living in privately-owned land.  This involves the acquisition by the city government of the land occupied by the urban poor beneficiaries, subdividing it among the occupants,  and developing the site through the construction of additional infrastructure facilities. The occupants then amortize the cost of the land to the city government.
· Off-site Intervention.  This is intended to provide a safety net for victims of eviction or demolition. This involves the acquisition and development of land where urban poor families are to be relocated.  The strategies are:

· Establishment of Relocation/Resettlement Sites.  This involves acquiring properties either through direct purchase or land swapping, consolidating and developing them as relocation sites for victims of eviction and demolition.  In cases where the consolidated lot is underutilized, the site is opened for resettlement of urban poor families who want to acquire a homelot of their own.

· Disposition of Public Lands.  Through an authorization from the DENR allowing the city to supervise the disposition of public lands within its territorial jurisdiction, urban poor families are prioritized as beneficiaries of such disposable public lands.
Site Development
To ensure that sites are not abandoned by beneficiaries, the city undertakes site development and upgrading of infrastructure facilities.  This includes the provision of:

· Streetlights

· Concrete streets

· Pathwalks and footbridges

· Levels I and II water systems

· Multi-purpose halls

· Drainage system

· Daycare centers

Within the site’s immediate vicinity, the following are provided:

· Public Elementary and High Schools

· Satellite Markets

· Health Centers

· Police Outposts

· Opening of Transport Routes, if there are none existing

Land Acquisition Strategies
Strategies

· Direct Purchase - involving the purchase of land occupied by the urban poor  from its owner by the city government itself. The occupants, then, amortize the cost of their individual homelots to the city government.
· Land Swapping - where urban poor-occupied property is exchanged by a private owner with another lot, of roughly equal value purchased by the city government. Amortization on individual homelots is paid to the city government.
· Land Sharing - which involves working out a mutually-beneficial arrangement for a single property that allows both private landowners and urban poor occupants to satisfy their respective needs.
· Community Mortgage - a scheme that allows the wholesale purchase of a private property occupied by members of an urban poor association, using the Community Mortgage Program of the National Home Mortgage Finance Corporation.
· Resettlement and Expropriation – where the city government uses its power of “eminent domain” to acquire privately-owned land for urban poor beneficiaries.  The land owner is paid the lot’s fair market value.
Illustrative Examples

Self-Help Community Mortgage.  In 1993, funding constraints forced the National Home Mortgage Finance Corporation (NHMFC) to back out of its commitment to the city to finance acquisition of a 5.5-hectare property owned by the Archdiocese of Caceres.  This came at a especially hard time since for the first time since the 1930’s, the Church has finally agreed to sell the property to occupants.  But with NHMFC out of the picture, the deal appeared to be off again.

To save the situation, the city government purchased the property directly from the Church, backed by loan from the Government Service Insurance System  (GSIS) supported by bridge financing from a local commercial bank.  Banking on its reputation and goodwill, the city got the property at roughly 25 percent of the market value.  This enabled the city to resell it to the 428 families at virtually the same price as acquisition cost. 

[image: image1.wmf] 

[image: image2.png]


Amortization of the property by occupants is now almost complete, save for a handful of families left.

Land Sharing.  A 3-hectare lot in Barangay Sabang owned by the Naga Centrum Corporation (NCC) was for years the subject of litigation.  Meanwhile, an urban poor community that became known as Sabang Puro Urban Kabisig Organization, Inc. (SPUKOI) came to live in and occupied the property. 

After a local court finally ruled in favor of the NCC, the SPUKOI community was threatened with forcible ejection. With the city’s intervention, a “win-win” sharing arrangement was hammered out. NCC allowed a 1.3-hectare portion for sale and occupancy by the community, provided they transfer from the front end to the back and the city build a bridge into the property.  The bridge, now known as the Tabuco-Sabang Bridge, is already in place.  This increased property values in the vicinity and allowed the owners the optimum use of the property.
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