The People Empowerment Program of Naga City
General Information/Background

The People Empowerment Program (PEP) of Naga is a continuing initiative of the City Government to promote political empowerment of its citizenry, building on the gains of the 1986 Edsa Revolution.

As an evolving program, the PEP has successfully concretized at the local level the abstract concept of “people power” by empowering and continuously engaging the community in governance processes, leading to the development of a participative society in Naga.

Naga SPEED.  For instance, under the auspices of city government-initiated consultative mechanisms dubbed as Naga SPEED (which stands for Socialized Program for Empowerment and Economic Development), the local administration regularly conducts dialogs and consultations with various sectors both at the city and village levels, essentially mainstreaming them in local governance.

Citywide referendum.  In setting up multi-level consultation mechanisms, Naga pioneered the holding of the first and only citywide referendum in the Philippines on August 6, 1993. In the process, it demonstrated that direct participation even at this scale works, especially in deciding development issues with long-term impact on the city.

Empowerment Ordinance.  Finally, through the passage of the revolutionary Empowerment Ordinance in December 20, 1995 that mandated the partnership between the local government and the nongovernment sectors in the city, a form of direct democracy was operationalized to work hand in hand with representative democracy—the first and perhaps the only one of its kind in the Philippines.  

City and barangay people’s councils.  Through the non-partisan Naga City People’s Council (NCPC), close to 100 nongovernment and people’s organizations (NGOs and POs) are now actively involved in governing the city, together with the city government.  The number include the 27 barangay people’s councils organized by the NCPC at the village level, in the process expanding program reach down to the grassroots.

International recognition. In recognition of these trailblazing initiatives, the program’s planning applications—through the Naga City Participatory Planning Initiatives (NCPPI)—was given the Dubai International Award by the United National Centre for Human Settlements (UN-Habitat) and the Municipality of Dubai as one of the ten best practices worldwide in 1998.

start of Program 

The PEP dates back to sometime in 1989, when the formerly adversarial relationship between the city government and the local non-government sector turned a new leaf towards a cautious, critical collaboration.  The turning point came when confidence-building measures initiated by the administration of Mayor Jesse M. Robredo bore fruit.  Small gains through continuing dialogs became small steps towards greater engagement.

The creation of Naga’s Urban Poor Affairs Office (UPAO), which would later lead to the birth of the Kaantabay sa Kauswagan Program, provided a concrete vehicle for more meaningful engagement. As a result, the city government and the Community Organizers of the Philippines Enterprise (COPE), a local NGO, decided to partner and work together constructively in addressing the short- and long-term needs of the urban poor sector in particular, and the city’s marginalized residents in general.

This development inaugurated a new era of openness between City Hall and the non-government sector, eventually leading to the establishment of the Naga City NGO-PO Council, a loose grouping that, among others, institutionalized the regular dialog with the Robredo administration.

While Kaantabay became the short-term response to the tenurial needs of the urban poor, the PEP evolved out of these small steps to become the long-term response to the need for empowerment of ordinary citizens who are often sidelined by powerful interests in a purely representative democracy. 

Needs and Problems Addressed by the Program

The People Empowerment Program consist of revolutionary initiatives towards good governance that seek to address

· The need to empower the marginalized sectors of society, thus enabling them to participate more actively in governing the city

· Empowerment essentially involves organizing these sectors, and creating avenues for their meaningful participation in governance

· The need to be inclusive, that is to involve as many individuals, groups or sectors as possible in the decision-making and policy-setting processes of the city government

· The need to ensure sustainability and acceptability of local programs or undertakings, thus increasing the likelihood of long-term success 

· Sustainability and acceptability are predicated on generating broadbased support and stakeholdership for these initiatives

· The need to promote greater transparency and exact accountability in local governance 

· Transparency can be attained through greater people participation and a policy of information openness in government affairs.  Accountability involves making oneself answerable for actions and decisions made to the people.

· The need to harness skills and capacities of the local constituency, including individuals and organized groups

Specific Program Objectives

As contemplated in the Empowerment Ordinance, the program has three main objectives (lifted from Explanatory Statement to the draft ordinance filed by then Councilor and now Education Undersecretary Jaime S. Jacob, its main author):

· The establishment of a structure to achieve active partnership between the city government and the people of Naga

· The implementation of Local Government Code provision on sectoral representation, and

· The hastening of organization of the people directly through the joint efforts of a people’s council and the city government.

As program implementation progressed, these mandates were enriched by two other closely related governance objectives:

· Ensuring sustainability and acceptability of local programs or undertakings, and 

· The promotion of greater transparency in local governance.

Program Strategies and Corresponding Activities Undertaken

In trying to make the partnership between the City Government and the NGO/PO community work, three operating principles were identified to guide program implementation:

· Role definition. By properly defining and delineating roles of each partner within the partnership, responsibilities and accountabilities are clarified and clear, unambiguous rules of engagement can be set. This prevents potential conflicts and other operational problems.

The Empowerment Ordinance was instrumental in this respect, particularly in defining the accreditation process for local NGOs and POs; the rights and privileges of accredited NGOs and POs; the nature, powers and responsibilities of a people’s council, particularly its being a non-partisan body; and the process for recognition of the People’s Council by the city government.

An earlier legislative measure sponsored by Councilor Jacob in 1992—Resolution 92-055 which established the procedures and mechanisms for NGO and PO accreditation—significantly facilitated the process.  It ensured that by the time the Empowerment Ordinance will be implemented, a constituency of accredited NGOs and POs is already in place.

· Resource complementation.  A partnership is a venue for resource pooling, and more.  It should attain synergy—ensuring that the total is greater than the sum of its parts.  A good partner, therefore, must bring resources that others do not have into the partnership. 

At the outset, at a time the NGO/PO community needed it most, the Empowerment Ordinance allocated a P300,000 annual financial assistance for the first three years from city funds. The money was earmarked for organizing efforts leading to the establishment of the NCPC, thereby ensuring that funding constraints will not hinder the right to self-organization of the NGO/PO community. 

This funding provision went beyond the three-year period contemplated under the ordinance. From 1997-2001, a total of P1.5 million was given to NCPC, with the annual allocation doubled to P600,000 last year.

From 1997-99, the program also benefited from technical assistance to the city government under the USAID-funded Governance and Local Democracy (GOLD) Project of which Naga is a priority area. Among the activities supported are the initial organization of Barangay People’s Council through the NCPC as well as the conduct of participative barangay planning and budgeting.

After the GOLD Project closed down by 2000, the NCPC—having already attained sufficient organizational strength—on its own negotiated and secured a P2.1-million technical assistance from the Philippine-Australia Governance Facility (PAGF) for institutional development and strengthening of the 11 basic sectors in the city.

· Specialization.  This is predicated on marked inefficiencies that arise from the “do-it-all” approach that spawned big governments and unwieldy bureaucracies.  In such situation, the strategic response is to take the opposite direction and move towards one’s core competencies.  Or specialize, to put it simply.

Under the program, both the city government and NCPC focused on discharging their core functions: the former guided by its mandates under the Local Government Code (but no longer as the “do-it-all” big brother but as integrator, coordinator and facilitator of various local service providers); the latter by its responsibilities spelled out under the Empowerment Ordinance.

Condition of the area before the Program 

By around the time the program was taking shape in 1990, there was growing perception that the 1986 Edsa Revolution has become an unfinished revolution. This stems from the fact that the so-called People Power that propelled it failed to spawn a much needed social transformation on top of a mere change in the political leadership of the country.

Another two years later, and six years after Edsa, People Power will acquire a new name—“people empowerment”—under the Ramos administration.  But it has been largely reduced to election-oriented processes of Initiative, Referendum and Recall that were institutionalized under the 1991 Local Government Code.

As a result, the Philippines in general returned to the indirect or representative democracy that is dominated by the elite and their interests.  The more substantive essence of People Power, the people’s direct exercise of their sovereignty that toppled the Marcos dictatorship, has not been institutionalized.

The program sought to address this gap by putting in place multi-level consultation mechanisms that aided local decision making by the city leadership.  In 1995, this led to a novel system of partnership between the city government and the people of Naga—an experiment in political empowerment that the Edsa Revolution inspired, which the city sought to realize.

It builds on the presence of a proactive, new administration in the city government that was both willing and ready to dialog, test new concepts and partner with an active NGO community in the city.

This was a radical departure from the formerly adversarial relationship between the former city administration (characterized by a “closed” governance mindset that thumbs its nose at partnerships and participation) and the local non-government sector (characterized by disorganized and non-federated NGOs and POs who are distrustful of the local government).

Condition of the area after the Program 

More than 10 years after program inception, Naga’s trailblazing experiment has produced concrete results.

· A participative society exists, where a form of direct democracy works hand in hand with representative democracy, the first and perhaps only one of its kind in the Philippines.  Through the Naga City People’s Council (NCPC), 83 nongovernment and people’s organizations (NGOs and POs) are now actively involved in governing the city.

Through the city government-initiated Naga SPEED component, the program also laid down multiple channels through which specific sectors, groups, or the entire constituency can participate in identifying developmental priorities, or stamp their mandate—or disapproval—on major policy issues.  

Among these channels is the citywide Referendum, which Naga pioneered in the Philippines on August 6, 1993 when three development issues were submitted to Nagueños for decision.

At the sub-city level, the Lingkod Barangay Office of the city government also plays a key role in the quarterly consultative meetings of the Robredo Administration with various sectors of society, including transport, women, vendors and the youth.

· The marginalized sectors of society have been strengthened and organized, both at the city and barangay levels.  Through the revolutionary Empowerment Ordinance (Ordinance No. 95-092) that formalized and provides legal basis for the program, a functional framework for partnership between the city government and the NGO/PO community was laid down, thus creating an avenue for its meaningful participation in governance.  

This was replicated in each of Naga’s 27 barangays where a functional Barangay People’s Council (BPC) was organized, mainly through NCPC initiative even if it was not provided for in the ordinance.  

Over the last two years, with funding support from the Philippine-Australian Governance Facility (PAGF), NCPC has focused on strengthening the 11 basic sectors of society.

This resulted to a significant increase in the number of NGOs and POs in Naga, from only a little over 40 when the first round of accreditation was conducted in 1996 to a total of 83 in 2001.

· Participation and inclusiveness in direction setting, policymaking, as well as program and project implementation, monitoring and evaluation at the city level, has been widened.  NCPC representatives have been sitting as full-fledged members of all local special bodies (both mandated and non-mandated under the Local Government Code), standing committees of the Sangguniang Panlungsod, various task forces, councils and boards of the city government.  In the process, it ensured meaningful participation through their right to represent, vote and deliberate up to the committee level of the Sangguniang Panlungsod.

Membership in these entities goes through an independent selection process within NCPC.  The nominees are then endorsed to the City Mayor for approval and appointment, which has become largely ministerial.

On top of that, the NCPC also

· takes the lead role in community organizing, as well as planning and budgeting processes at the barangay and city levels in various capacities (i.e., as participant, facilitator or resource person) 

· helps evaluate the granting of incentives to investors in the Naga City Investment Board (NCSB)

· helped formulate the Integrative Livelihood Masterplan (ILM) of the City Government, and

· contributed significantly in the resolution of two major development issues in Naga: the establishment of the proposed sanitary landfill in Barangay San Isidro (which did not push through due to acceptability and environmental concerns NCPC raised); and the establishment of state-of-art mortuary in a suburban area (which, in spite of resistance from a number of residents, pushed through with its endorsement). 

· Broadbased stakeholdership, propelled by greater NGO/PO participation, has enhanced the sustainability and acceptability of Naga’s innovative programs and projects.  In varying degrees, its Galing Pook Award-winning programs like Metro Naga Development Program (integrated area development), Kaantabay sa Kauswagan (housing and poverty reduction), Emergency Rescue Naga (emergency services), and the Naga Early Education and Development (education) continue to do more with less resources.

Others have evolved into superior programs.  For instance, the Naga Local Initiatives for Economic Activities and Partnerships (Naga LEAPS) was split into two more focused programs: 

· the multi-awarded ILM being implemented by Metro PESO, which addresses the needs of small entrepreneurs and low-income beneficiaries; and 

· the NCIB which focuses on promoting big-ticket investment opportunities in Naga to middle and high-end investors.

Of course, the multi-level consultations-driven Naga SPEED—under whose aegis Naga conducted the first ever LGU referendum on development issues in 1993—was the forerunner of the People Empowerment Program.

Moreover, under the auspices of the program, around 30 strategic management plans were completed in environment management, health planning and livelihood development, including the Integrated Livelihood Masterplan (ILM) for small entrepreneurs. Their common characteristic is ownership by stakeholders that participated in their crafting.

· A positive change in perception and attitude of the civil society towards the city government, and vice versa, was engendered.  This particular change led to positive behavior towards each other.  There is now a heightened level of trust and confidence, openness to and acceptance of each other, and a more pronounced interaction between them.  Thus, the program did not merely bring ordinary people closer to their government, but systematically involved them in the processes of governance itself.

As a result, the program harnessed the energies of those in civil society and transformed them into active partners in running the affairs of government—becoming not just mere spectators (or critics) but players who participate in various levels of planning, policymaking and implementation.

· The ubiquitous presence of the NCPC has promoted greater transparency, engendering an atmosphere of mutual trust and encouraging the city government to blaze new trails in information openness.  For instance, the 2002 Budget of the City Government has been made available in both print and in digital format, the latter accessible through the city’s website at www.naga.gov.ph, the first ever Philippine LGU to do so.

This moved a visitor to remark in the website guestbook that by putting up the numbers for every one to see, the city is “requiring from us more than greetings. They are asking us, for the sake of the city, to look at the numbers, study them, question them.”

· International recognition of Naga’s successful experiment in political empowerment under the program has confirmed the city is on the right track.  In 1998, the program’s planning applications—through the Naga City Participatory Planning Initiatives (NCPPI)—was given the Dubai International Award by the United National Centre for Human Settlements (Habitat) and the Municipality of Dubai as one of the ten best practices worldwide.

In 1999, Asiaweek cited the program as “perhaps the greatest of all of Naga’s accomplishments” in a feature article on Naga as one of the most improved cities in Asia.

In 2000, the Ramon Magsaysay Award for Government Service cited Mayor Jesse M. Robredo for “his giving credence to the promise of democracy by demonstrating that effective city management is compatible with yielding power to the people.”  The full citation made special mention of the fact that “he further enshrined citizen empowerment through the distinctive ordinance creating a People’s Council that would explicitly ensure the continuing participation of NGOs and POs in all future city deliberations.”

Source/s of Program funds

	Fund Source
	Percentage

	Internal Revenue Allotment
	41.7%, representing the annual financial assistance by the City Government to NCPC over the last five years

	Foreign Donor institution
	58.3%, representing the cost of technical assistance project by AusAid (under its Philippine-Australian Governance Facility) that benefited the program

The figure excludes an undetermined amount for the Governance and Local Democracy (GOLD) Project, a USAID-funded technical assistance project that also benefited the program


