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1. The Situation in 1996:

Villa El Salvador's (VES) experience in the participatory planning and municipal budgeting process originates from the participatory tradition that has existed since the foundation of our city thirty years ago. Villa El Salvador as we know it today has been constructed from the ground up by the community itself, who settled here in 1971 when it was a mere a piece of desert in the extreme south in Peru’s capital city, Lima. The messages from the Istanbul conference were presented by the new municipal government who, in 1996, proposed a new vision of development to its citizens.  The vision that was adopted by the Municipality was: “Villa El Salvador es una comunidad solidaria, un distrito productivo, y una ciudad saludable” (Villa El Salvador is a community that works in solidarity, is a productive district, and a healthy city). The municipality proposed the idea of elaborating a new ‘integral development plan for Villa El Salvador’. In 1999, the new municipal team continued with the proposal and carried out  the process elaborating a new integral development plan for the Year 2010, the third in its history.

2. The Policy Approach Adopted to Address the Problem
By the end of the nineties, Villa El Salvador was no longer a shantytown but rather a city with an accelerated process of urban consolidation. The neighborhood’s problems did not disappear but have taken a new shape. Moreover, new problems have arisen. Among the most relevant is the fact that there is now more than one family per plot of land, and therefore the tradition of a single representative per plot has to change.  Social heterogeneity has been the consequence of the high level of urban consolidation Villa El Salvador has experienced.  Now,  many diverse interests must represented given the fact that men, women, the young and old alike have different urgencies. It is therefore almost impossible to determine a singular priority for the development of the city. Villa El Salvador’s development plan based in 1985 gave priority to the development of a new industrial park in order to host the micro-entrepreneur of the informal market. This plan accomplished its goals in the 80-90's. The new situation at the end of the nineties, however, required a new integral development plan: this time a plan for the consolidated city was necessary. 

The Municipality faced a new challenge: in order to elaborate the new plan the entire population would have to participate, but the traditional means of participation - the neighborhood assemblies - were inadequate in including women, young people and the social heterogeneity of the city. The answer lay in the process of city consultation. At the end of the consultation process, a large-scale citizens’ referendum (Consulta Urbana) took place in November of 1999 in which 48,000 neighbors, men and women over 16 years of age, participated. was the solution. As such, the process developed a new form of participation based on the consultation process instead of the general assembly.

Once Villa El Salvador’s 2010 Integral Development Plan (Plan Integral de Desarrollo de Villa El Salvador al 2010) was approved, a new problem arose; the plan needed to be managed by all. The process is not only one in which people make demands of the Municipality, but rather a two-way process whereby, once approved, the people involve themselves in the management of the plan. How have we faced the problem? If the people approved the plan, it should be logical for them to participate in its management. The next step was the formulation and approval of the Municipal Investment budget for the Year 2000 in a participatory way. Thirty percent of the this investment budget was decided upon in a group of meetings that took place in each of the 10 sectors in which Villa El Salvador is divided. The municipal budget for this year follows the same logic. The goal this time is for the process to have a legal framework, and to function in a way that offers citizens the sense that they have rights, regardless of the willingness of the local government at the given moment.

3.Institutional Set-Up and Role of Partners

The Istanbul Conference highlighted the issue of urban governance. How can we act in a way so that all shareholders feel that they are part of the development process in a poor city? The political willingness of the Municipality has been the most important factor, but the process was very innovative so it was necessary to develop a new methodology. This methodology has to achieve the participation of the population, which is greater than 320 000 people. A Technical Planning Committee was formed, it was headed by a special commissioner from the Municipality. Two NGO’s, DESCO and Calandria, were part of this committee and another NGO, FOVIDA, joined the team in the elaboration and in the approval process of the participatory budgeting for the Year 2000. Besides mobilizing resources in order to support the consultation process, the NGOs´ principal function was to support, at all levels, the process of development of working methodologies. The United Nations’ Urban Management Programme for Latin America and the Caribbean (PGU-LAC/UMP-LAC), participated in this process by the means of the ‘City Consultation Project’ through the Association of Social Communicators, Calandria. Later on, the Urban Management Programme gave its support to the first international meeting on participatory budgeting that was held in Villa El Salvador in September of 2000. This proved very useful; more than fifty Peruvian mayors were able to share there experiences with the Municipality of Villa El Salvador and with other representatives of four other Latin American cities involved in participatory development and the elaboration of municipal budgets.

From the citizens’ perspective, the process has been very positive as a new dynamic has been generated in the older neighborhood associations. Nevertheless, in a specific way, the process provided a space for large and small organizations, such as youth and women’s organizations, to participate in the development of the integral plan and the city’s budgeting, therefore better representing the diversity of the city. The new breed of leaders are influencing the whole dynamic of the city.

National and International Cooperation.

In Villa El Salvador we feel we have obtained more support from international cooperation than from the Peruvian government itself. NGO’s who participate, count on the economic support from organizations of international cooperation for development, which come mainly from European countries. The United Nations’ Urban Management Programme has proved useful by sharing experiences from all over Latin America and by advocating the process.

Peru’s central government, which invests more money into our district than the local government, has not coordinated its plans with those made locally, despite the fact they were always invited to participate in the elaboration of the plan. Moreover, in the election of 2000, promises were made in a demagogical way that implied that all of Villa El Salvador’s problems were to be solved by central authorities, with no need of sharing responsibilities between the people and local governmental authorities. The central governmental authorities did not participate in local processes even when they were invited to do so. Although very recently this year, we observed some changes. The Ministry of Education is now working in the consultation process at the national level, in which Villa El Salvador’s Educational Round Table (“Mesa de Concertación en Educación”) is now taking part in. The Educational Round Table also participates by facilitating Villa El Salvador’s participatory budgeting process.

4. Origin and Allocation of Resources

The cost of this process, which includes the studies, the diagnosis and the animation of  massive neighborhood activities, is relatively inexpensive. However, it is well known that municipal resources are insufficient enough to provide for a specialized personnel to work exclusively on this task. Therefore, city councilors and municipal workers have had to work very hard, even working overtime. Yet we still have not the resources required for a team of professionals and technicians who can work on this demanding task. Participating NGO’s have shared not only the thinking and acting in the process. They have shared many of the expenses with the Municipality: the publication of documents, refreshments, transportation costs, and a large amount of extra costs that were necessary to mobilize the families that were taking part in over 200 meetings. 

Given the results, however, the expenses incurred are minor: a plan was adopted by a large number of citizens and approximately US$ 560,00 of municipal investment has been decided upon in a participatory way. Despite the fact that we are talking about an investment of US$1.75 per person, this represents thirty percent of the Municipality’s annual investment budget.

5. Results and Impacts: Improving governance at the Local Level 

Sharing the investment decisions has produced only positive results for the city’s development and the fight against poverty, allowing for more equal and responsible participation. The process has allowed for decision making to become more transparent and accountable. A new, more effective process has now begun, although at present the agreements made are still basic in nature.

In order to discuss these newly faced realties, new space has been created recognizing that the problem faced is not only that of the municipal body but that of all of Villa El Salvador.

The people established a direct link with the local government, not only to make complaints, but also to collaborate and make difficult decisions. The learning process is now a continuous one which grows because people realize that there is at least some transparency in the use of public resources. The leader who makes demands becomes the leader who rules the city. 

The municipal bureaucracy is forced to abandon its routine as they are in direct touch with various community organizations.

Work and investments are more focused and expenditure is more efficient; this is a very important fact in a situation where poverty prevails and investment resources are scarce. 

Aspects linked to the external cooperation of NGO’s can be better defined, because external institutions can relate their contributions to the development plan in its entirety.  Regretfully, however, the most important resource, the central government, has yet to show any interest in Villa El Salvador’s development plan. 

Other City Council Halls in Peru are interested in our proposals and have worked in the last years making development plans with their constituencies. The next step is clear: the Participatory Budget.

At the international level, in Latin America, there are various participatory budgeting experiences. Villa El Salvador´s case demonstrates that different forms of searching for transparency in participatory budgeting are effective. This has proven effective in a context where exist few resources and personnel, and a where a strong institutional tradition does not exist.

6. Replication, Follow-up, Next Steps
Scaling up practices

Elaborating and agreeing upon VES’s 2010 Integral Development Plan and participatory budgets for 2001 requires that local leaders organize a gathering for all the citizens of the district. In order to develop the plan, more than two hundred previous meetings, in the ten zones in which the district is sub-divided, were organized. The final resuming document was discussed in a “closed meeting” which 260 neighbors of all ages participated in. In this meeting, an n Action Networking Committee was formed that represented everyone. More than 48,000 citizens aged 16 years or more and representing one third of the total population of this age, voted in the Citizen’s Survey. 

The participatory budget and the balancing of the budget were developed with the participation of all ten zones in Villa El Salvador.

Despite that previously mentioned, the process still does not involve all citizens. In the Year 2000 male leaders were predominantly involved in making the budget. This year a more equitable level of participation is intended. 

For the next couple of years we have two new goals: 1.The Integral Development Plan’s fundamental issues should be presented not only by the means of “ infrastructure work”, which is the most attractive means for traditional leaders. 2.For 2002 we also propose to obtain the participation of metropolitan leaders and Central Governmental authorities in the budgetary process of Villa El Salvador’s 2010 Integral Development Plan.

7. Lessons Learned and Some Policy Messages

A number of municipalities in Peru have formulated development plans with the participation of civil society. Drawing from Villa El Salvador’s experience, it becomes clear that it is relatively simple for the population to make the next step: to participate in the management of the plan by elaborating and controlling the municipal budget. The relationship between the plan and the budget is a key issue. To formulate the plan in a participatory way helps to form a global consensus that will guide the allocation of individual and institutional resources for development in a more effective way.

Our experience shows that large amounts of resources are not needed in order to attain a participatory process on a large scale. More importantly, families are disposed to accept new participatory formulas and to change their traditional ways of political inter-mediation.  Regardless, a clear commitment from the authorities is necessary and if the Municipality’s commitment is perceived as fleeting or insincere, the process is likely to fail.

Families and even various political groups in the district have demonstrated a high degree of patience and tolerance, despite of the errors that have happened throughout the process. Even opposing political groups have not questioned the process, but rather the results. As such, they themselves become factors of governability rather then factors of social disruption. 

It is necessary to multiply the efforts being made at all levels to improve communication between shareholders and counterparts. Despite their good intentions, many families and even the members of the municipal body themselves are thinking only in the short term, forsaking the long-term objectives of Villa El Salvador’s Integral Development Plan. Without education, communication and information, these problems will not be resolved.

The main problem, it appears, has to do with the financing of the city’s plan. The development of the city and the fight against poverty can not only be financed by the municipal budget. Important goals have been achieved throughout the process of social cooperation and by sharing expenses between all shareholders in the city.  People’s organizations share some expenses of the approved projects, making the allocation of resources more efficient. But there exists the tendency to believe that local resources are enough, even when it is evident that the support of all governmental authorities is necessary. The support of the Central Government, whose resources far exceed those of the local government, is particularly important.

Similarly, governance and the development of citizenship are not useful if they are only developed at the neighborhood or city level and not at the national level. If this is the case,  the entire development plan runs the risk of empowering citizens only on a local and restrained level rather than on a national on as well.

Sharing the experiences of other national processes is very useful. In the second year of our participatory budgeting experience,  we have already shared the many experiences and problems that have occurred in our sister cities in Brazil, Uruguay and Venezuela. These cities have already involved with these processes for some years. Although these processes differ from ours in shape, they have the same objective; good governance, the better use of resources, and the financing of urban development in a poor city with a bottom up approach. 

Building urban governability  is a process that requires a long term vision. The first step consists in launching the process. The next step has to be taken on by the following governments’ terms regardless of their political orientation. In Villa El Salvador´s case, Mayor Michel Azcueta’s government enacted the preparatory actions and motivated the entire municipal body after the Habitat II Conference. Currently, during Mayor Martin Pumar’s term, the Integral Development Plan and the first two participatory budgets have occurred. Future governments must assume responsibility in continuing the process of participatory budgeting.  As such, this year’s challenge is to institutionalize the process and anchor it in the experience of the individuals, young, old, male and female, and at the organized institutions.    
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