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Figure 2: "As Is’ Municipal Complaint System
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Figure 3: "To Be' Process: Municipal Complaint Management Process
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Annexure 3: Two Case Studies

Case Study Title:

Western Cape Municipal Red Tape Reduction Case Study: Cape
Agulhas Municipality's system to manage and respond to citizen and
business queries and complaints.

[Document | Author Name: Rae Wolpe 18 February
Author Organisation. Impact Economix 2015
Telephone: 021 B85 9683
Email Eelimpacieconomix com
Wb, Wy impacieconomix com
Document | \Western Cape Provincial Government:
Owner Department of Economic Development
and Tourism
Purpose:

The purpose of lhiscase study is o share with other municipal
stakehiolder's sieps thai the Cape Agulhas Municipality is taking to improve
its systems and processes to effectively and efficiently respond to and
resolve queries or complaints submitted by cilizens and businesses o the

municipality.
Target Municipalities:
Audience:
Glossary: WCG: Western Cape Govemment.

CAM: Cape Agulhas Municipality.

Cape Agulnas Municipality
Westam fihpe
Mame: Mr Sam Ngwevu.

Position: Director: Corporate Services.
Tel - (28 425 5500,

Call. (82 809 0155.
E-mail:
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Ensuring that cilizens and businesses can communicate efficiently and
effectively with a municipality is challenging for a number of reasons These
include the wide variaty of functions performed and services offered by
municipalities. the size of these organisations, the numerous communication
channels available to the public and which need lo be monitored (and which
now increasingly include social media), and the need to ensure clear
management and work flow processes and a monitoring and reporting sysiem
te track this communication from receipl all the way to resolution.

he CAM cumently received aboul 300 complaints a month. These complaints
re submitted and received through a variety of comimunicalion channels
nciuding the following: municipal telephonic reception, Facebook, Twitter, help
system and a complaint email address (which is posied on its website:
ntsi@capeaguthas com). The municipal website also has a complaint
comment form. Each complaint submitted using this farm will go directly to
IT unit which forwards the complaint to the refevant official who handles the
ue. Receptionisis in the Municipal departments are respansible for logging In
lient complainis on the lgnite system. The Igh'ne system cumently makes
vision for the following data fields: Name. address, phone number, persen
ponsibie for camplaint, urgency of the matier, and status of the complaint
ution {in progress or resolved)

As part of the complaints monitoring process, the Municipal Manager sends a
weekly complaints summary repar to managers and every month a report on
the relevant ward is sent to ward councilors indicaling resolved and oulstanding
complaints.

However, the systems and processes require improvements as businesses
complain that they are still unclear on how long it will take 1o resolve submitted
issues and il can somelimes take up 1o a year before responses are receved or |
issUes are resolved.
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Businzsses have repors the following challenges with the current municipal '

complainis system and processes:

There s no clear process of gving feedback to clients who submit
complaints,

+ When a complaint is received, there is no indicalive time frame provided
regarding how the estimated time-frame for resolving the issuss,

= There do not appear to be consequences for when a department does not
respond to a complaint in time. it is therefore not clear how performance in
meeting standardised response times for gueries or complaints is linked 1o
the municipal performance managemenlt system,

«  When businesses! citizens phone tha municipal reception, they frequently

gither do not cbiain an answer or have to wait for an answer in excess of ten

minutes because of the limited lines available.

Some of the causes underlying the above problems include the following:

» The Municipality does not yet have a Service Charter (although it has
begun work on the service charter) which specifies standardised
response time for different categories of service delivery requests,
applications, and communications.

= There is a lack of consequence managemen! where official's
performance in responding 1o and resolving complaints is not sufficiently
evaluated by management as part of the perfiormance management
system and individual parformance reviews.

+ Municipal recepticnists do not always know which specific issues sheuld
be referred to which departments and officials. The municipal telephone
system is also culdated

+ Municipal officials are not all well trained in the use of the Ignite system
to hog and monitor queres and complaints.
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In order to address the challenges previously outlined, the Municipaiity is

| currently centralising Client Services and complaints into one corporate unit
within the office of the Municipal Manager to help manage and track clienl
complaints better (this involves restructuring of 5 departments), This will ensure
that all complaints are entered properly inlo the Ignite system and that there can
be more effective monitoring. Client services will then be responsible for
ensunng that feedback is provided 1o the citizen or business submithing an issue
regarding what actions has been taken 1o address the issuss and an estimated
time-frame by which the issues can b expected o be resolved by

In addition, CAM is developing a Citizen Service Charter which will contain
minimum service levels and response times for commanly used municipal
| services.

In addition, CAM has identified a range of additional improvement aclions which

include the following:

=  Training to improving municipal staff awareness of what depariments and
officials are responsible for what services (especially receptionists who are
often asked to refer people to the relevant official) so that complainls can be
referred to thie cormect person who can address the problem

* Developing a 1-2 page municipal official directory page with user friendly
descriptions of main services dealt with by different departments! branches
for use by receplionists and personal assistants,

« Training relevant officials in customer care and how to use the lgnite system
to improve customer feedback.

* Use of the local media (as well as the bulk sms system if possible} and
municipal functions to increase publc awareness of the municipal complaints
system and the importance of always obtaining a reference number once a
complaint is submitted so that progress with the complaint can be monitored/
followed up easily.

* Including a complaints progress report in the managers Key Performance
Indicator report which is sent to the Municipal Manager and is part of the six
monthly Director evalualion process,

s Training of new customer service staff in the Ignite system.

= The IT unit to investigate phone call redirecting options and the cosl

[polestene e that affi-iais wiha are o of affice ran he pasily cantarded
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Impraving the submission, management and monitoring of citizen and
business queries and complaints will support more effective communication
with the municipality. There will be improved communication and feedback to
businesses/ citizens on progress with their complaint as well as an estimaled
tima-frame to resolve the issues within five days, This will reduce the
business’ time involved i following up progress with submitted complainis so
thal businesses can focus on running their businesses.

Improved citizen’ business awareness of how long 8 complaint should take to
be resolved should reduce the number of complaints! follow ups submitted 1o
the municipality and potentially the amounl of slaff lime spent on responding
to follow ups on complaints progress. Businesses will be able to plan more
effectively, take appropriale actions, and manage their busingsses

Finalising a Citizen Services Charter will make service levels and response
times clear 1o both the public and municipal officials and allow for
parformance to be monitored and more effectively managed.

Improved resolution of business complaints should improve municipal-
business retationships and enhance lhe potential for cooperation and joint
initiatives! partnerships batween the municipality and businesses lo enhance
the local economy.

The Ignite system will require modifications lo supper the improved
submission, manitoring and reporting processes (as well as aligning this 1o the
Cilizan Sarvice Charter minimum service standands when these are approved
by Council).

Montoning and reporting processes may need to be strengthened to ensure
that the municipality's performance in responding 1o and resolving queries and
complaints is effectively monitored and managed and link to the performance
management system.
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E-miail: samni@capeagulhas. gov za.

Magmea: Mr Sam Mgwevu,

Puosition: Director; Corporate Services.
Tel : 028 425 5500,

Call: 082 909 0155.

END
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Case Study Title:

Western Cape Municipal Red Tape Reduction Case Study: Cape

Agulhas Municipality and effectively identifying and managing illegal
land-uses.

[Document [ Author Name: Rae Wolpe Creation 18

| Author Organisation: Impact Economix Date 2015
Telephone: 021 6859663

Email: ras@impaciecongmix com

‘Document | Weslern Cape Provincial Government

| Owner Departmen! of Economic Development
! and Tounism

February

1

The purpose of this case study s 10 share with other municipal
slakeholders steps the Cape Agulhas Municipality is taking to effeclively
identify and manage illegal land-uses

Target Municipalities:
Audience:
Glossary: CAM: Cape Agulhas Municipality. N
G15: Geographic Information System.

LTO: Local Tourism Organisation.

LUPA: Westemn Cape Land-use Planning Act (2014}

WCG: Western Cape Govermment,

Cape Agulhas Municipality.

Western Cape. B

Name: Berlus Hayward,
Department: Town Planning

Position: Manager: Town Planning.
Tel: (D28) 425 1018

Cell: 083 632 T367.

Ernail: bertush@capeagulhas com
Red Tape Reduction, lllegal land-use.
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Businesses require the appropriate zoning and approval from
municipalities before they can operate from a particular building or site. In
Cape Agulhas, a number of challenges have been exparience in the
tounem induslry with respect to Bed and Breakfasts not always operaling
fram premises which have the required zoning approval. This situation is
creating a number of challenges and negative impacis on the
competitiveness, growth and sustainability of the local tourism industry,
including the following:

* llegal and unregistered businesses create room for bad customer
service in the accommodation induslry for instance, some tourists
have complsined aboul poor accommaodation services. This can
give the area a bad repulation and undermine the overall tourism
indusiry when customers report or post negative experiences using

» lllegal businesses do not have the same costs as legal businesses
because they do not pay business rates and 1axes. This is creating
an uneven playing field for businesses which subsequently affects
job creation in the area and can negatively impact on the
sustainability of legally operating tourism businesses.

+  Some ilegal businesses are crealing challenges for other related
industries For instance when an illegal business comes fo the local
radio station 1o advertise, the radio station is not sure whether it
should allow the business to advartise or not

+ Businesses operaing illegally sometimes do not have guest
insurance cover for guests, which creates problems for the health
and safety of tourists.

= Tha lllegal businesses do not necessarily comply with parking
regulations and this can create a public safety hazard

The municipality has sent letters to ilegal businesses regarding iflegal land
uses in an attempt to stan addressing this issue. Fines for illegal land use
are determined under the Weslem Cape Land-Use Planning Act of 1935
The municipality is cumently working on recommendations (o improve this
act.

In terms of the Western Cape Land-use Planning Act (2014) (LUPA),
municipalities will have more power (including establishing a Municipal
Tribunal} to deal with the enforcement of town planning regulations
Including ilegal land-use infringements once regulations have been
approved.
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There is a need for the GAM [o have a system and set of processes in
place which ensure that there is consistent and pro-active enforcement of
illegal land-uses by the municipality. Thiz means thal the CAM should not
anly rely on members of the public lo report ilegal land-uses.

When pecple purchase properties in the area, estate agents do not
ahways inform these buyers of the current zoning and’or zoning
regulations as well as the zoning processes which need to be followed to
amend a property’s zoning. Buyers are somelimes unaware of the zoning
issues involved. The rezoning process is also nol clearly communicated
by the CAM or easy to understand and this discourages compliance.

There is also no effective enforcement syslem against businessas
operating without the required land use permissions. The courls of law do
nat necessarily lake the illegal operation of business seriously, making it
difficult fer the municipality 1o take effective legal action against illegal
businesses. The illegal businesses know about this and thay are not afraid
to be Iaken to court for their llegal operations. For instance, illegal
businesses are fined an averaged of R1500, an amount which is very
small and does nol encourage an illegal business to register. Most
businesses continue operating illegally even afler they have been fined,

Weaknesses in the ability of the municipality to identify and businesses
operating without either the required zoning or departures underming
existing businesses which do comply with these requlations and cause a
range of potential side-effects which can undermine the tourism
aftractiveness of the area into the future. The quality of the CAM's
Geographic Information System {GIS) and the maintaining the accuracy of
the GIS information (including infarmation on what businesses are
operating on whial enven) needs 1o be & improved.

The CAM is losing out on potential revenue from illegal busincsses
(revenue can be aboul R4000/ business for land-use permission as well
as higher municipal rates and other tariffs (e.g. electricity) which are
payable by businesses). llegal businesses are still paying household
rates when they should be paying businesses rates,

In addition, same businesses that have applied for re-zoning complain that
the process can take up to ten manths (instead of the three expected
manths). However, this lenglhy time-frame is sometimes linked to the
need to also apply for depariures before the business is allowed 1o
operate. Some businesses receive temporary depariures but do nol
maonitor the departure expiry date and do not receive a reminder from the
CAM about the expiry date and, as a resull. they end up operating

/a2
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The CAM is taking action to Improve and maintain its GIS system and database
of land-use / zoning infermation including a record of where businessss
operate. Actions that CAM can take to improve the identification of businesses
aperating without the required zoning, as well as improve comphance with
zoning regulations include the following:
CAM Finances depariment to send an update form (o all businesses to
update land-use and olher relevant contact and compliance information in
order to improve business compliance with land-use and olher relevant
regulations. The municipality should could create a comprehansive
database of all businesses operating in the municipal areas and design a
verification process to verify which businesses comply with zoning and
zoning regulations,
The local business chamber and Local Tourtsm Organisation (LTO) will
work with and assist the municipality by communicating this process and
circulale the update form to all their members and encourage members 1o
comply and submif the requested information
CAM can send information on how tourlsm businesses can apply for
depanures (o the LTO, The LTO can then inspect their pramises. The
Busingss chamber can also assis! the municipality in distributing information
on the procadure to apply for business departures, procedure to apply for
business and health licenses and other approvals required, to LTO
members and ofher touriem businesses
CAM can use the municipality's slot on the local community radio station
and inform people in the area of the need to report unregislered businesses
and processes thal need to be followed
The municipality should close businesses operating illegally by cooperating
wiih the police who are responsible for the closure of llegal businesses.
The municipality should consider a name and shame system using the
municipal website or radio station to expose illegal businesses in the area.
The MM should give parmission 1o have a link on the website whare
business that are nol registerad are listed.
Businesses should report non-compliant business on the Helic Peter
website a5 well as to the municipaliy (for attention: Town Planning
Manager}. Individual complaints about illegal tourism businesses shauld
also be sent via the LTO,
Estate Agents should inform clients wishing lo purchase properies about
zoning process that need 1o be followed. For instance, the estale agent can
provide a list of requirements that each new praperly owner should be
aware of andfor follow. This shouid include the municipality's Integrated
Zoning Scheme compliance brochure. This brochure aiready exist. The
municipality needs to ensure that estale agents are aware of it ad have
copies of it 1o give to polential and aclual property buyers.
Estate agents should encourage potential and aclual property buyers to
approach the municipality to clarify zoning issues and processes. Polantial
buyers should be encouraged to fund the re-zoning process before the
transfer process is initiated,
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If there is consistent and effective enforcement of zoning regulations, a number
aof positive impacts on the CAM and local economy can be expected, including:
= The guality of the lourism experience will be improved and the overall

tourism reputation and sustainability and growth will improve. Registration
also helps the accommodation businesses to be graded by the grading
agency. Tournsts taka the grading system seriously and a graded
accommodation business will most likely gel more clients. The tourism
exparience will more likely be a positive one where thizir expectalions are
met and positive tourist experiences will enhance the overall reputation
and perception of the area as a tounam destination. This will assist with
overall job creation.

*  Municipal revenue will grow and be enhanced through both land-use and
departure application fees, as well as correct business rales and service
charges being charged lo businesses. This will raise additional revenue
for service delivery and infrastructure which can enhance the overall
community's development and quality of the business environment.

Draft national regulations (in lerms of the Spalial Planning and Land Use
Management Act (16/2013) are still in the process of finalisation and this
process may go beyond the initially planned deadiine of July 2015, This has
implications for finalising Western Cape Requlations in terms of LUPA and this
impacts on the role of munizipality's in enforcing town planning regulations
including zoning schemes (and evying of fines for example).

Within Cape Agulhas, close cooperstion between the local business chamber,
Local Tourism Office, local businesses, and local law enforcement is requined to
improve consistent enforcement of zaning reguiations.

Name; Berus Hayward.

Department. Town Planning.

Position: Manager: Town Planning.

Tel: (028) 425 1018,

Cell: 083 632 7367,

Email. bertush{@capeaguihas.gov.za.

END
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Annexure 4: Overberg Red Tape Reduction Overview Article

Managing illegal land-uses in the Cape Agulhas Municipality

Challenges in identifying businesses which operate from properties that do not have the
required zoning rights or other depariure permissions are threatening the health of the
tourism industry in the Cape Agulhas municipal Area. This challenge can only be
effectively addressed through closer cooperation and partnership initiatives between the
Cape Agulhas Municipality. the local tourism industry (represented by the Local Tourism
Organisation) (LTO), the local business chamber, and estate agents involved In the sale
and purchase of properties.

So what kinds of problems arise when tourism businesses such as Bed and
Breakfasts operate without the required zoning andfor planning departure
permissions? Potential problems include the following:

» lllegal and unregistered businesses create room for bad customer service in the
accommaodation industry for instance, some tourists have complained about poor
accommodation services. This can give the araa a bad repulation and undermine
the overall lourism industry when customers report or post negative experiences
using social media etc.

» lllegal businesses do not have the same costs as legal businesses because they do
not pay business rates and taxes. This is creating an uneven playing field for
businesses which subsequently affects job creation in the area and can negatively
impact on the sustainatility of legally cperating tourism businesses.

= Some illegal businesses are creating challenges for other refaled industries. For
instance when an illegal business comes to the local radio stalion to advertise, the
radio station is not sure whether it should allow the business to advertise or not.

= Businesses operating lllegally sometimes do not have guest insurance cover for
guests, which creates problems for the health and safely of tourists

= The illegal businesses do not necessarily comply with parking regulations and this
can create a public safety hazard.
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All of these challenges can negatively impacts on the growth and sustainability of the
local tounism industry. [n addition, the Municipality is losing out on additional municipal
revenue from re-zoning applications (revenue can be about R4000/ business for land-
use permission) as well as higher municipal rates and other tariffs (e.g. electricity)
which are payable by businesses). lllegal businesses are still paying househald rates
when they should be paying businesses rates.which it should be generating from
businesses operating with the correct zoning. This reduces the municipality's budget
available to deliver basic services and infrastructure.

Municipalities face a number of challenges in ensuring illegal land-uses are firstly
identified. and secondly in ensuring that effective actions can be taken to ensure and
improve compliance with the regulations. One challenge is that the fines for illegal land
use are relatively small (for example are around R1,500) and often do not serve as an
effective deterrent. The level of these fines are determined under the Western Cape
Land-Use Planning Act of 1985. Municipalities are currently working on
recommendations o improve this Act which has recently been replaced by the Western
Cape Land-use Planning Act (2014) (LUPA). In terms of LUPA, municipalities will have
more power (including establishing a Municipal Tribunal) to deal with the enforcement
of town planning regulations including illegal land-use infringemeants (once the new
regulations have been approved later in 2015},

Dther challenges to more effective enforcement include the fallowing:

= When people purchase properties in the area, estate agents do not always
inferm these buyers of the current zoning and/or zoning regulations as well as
the zoning processes which need to be followed to amend a property's Zoning.
Buyers are sometimes unaware of the zoning issues involved. The re-zoning
process is also not clearly communicated by municipalities, nor is it easy to
understand by the lay person and this discourages compliance.

* Municipalities need to manage and maintain accurate information on the use of
properties in their area using a Geographic Information System (GIS), As this
infarmation is frequently changing, the design of effective processes to identify
these changes and include it in the GIS system exists,
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The Cape Aguthas Municipality, together the LTO and Business Chamber has identified

a range of aclions o improve the situation These include

» |mproving the quality of information in the municipal GIS system and database of
land-use / zoning infarmation including a record of where businesses operate.

= Municipal Finances Finance Department will send an update form to all businesses
to update land-use and other relevant contact and compliance information in order to
Improve business compliance with land-use and other relevant regulations.

+ The local business chamber and LTO will work with and assist the municipality by
communicating this process and circulate the update form to all their members and
encourage members to comply and submit the requested information

= The Municipality will send information on how tourism businesses can apply for
departures to the LTO. The LTO can then inspect their premises, The Business
chamber can also assist the municipality in distributing information on the procedurs
to apply for business departures, the procedure to apply for business and health
licenses and other approvals raquired, to LTO members and other tourism
businesses

+ The Municipality will close businesses operating illegally by cooperating with the
police who are responsible for the closure of illegal businesses

= The Municipality will consider implementing a “name and shame” system using the
municipal website or radio station to expose illegal businesses in the area

= Businesses should report nen-compliant business on the Hallo Peter website as well
as to the municipality (for attention: Town Planning Manager). Individual complaints
about illegal tourism businesses should also be sent via the LTO.

= Estate Agents should inform clients wishing to purchase properties about zoning
process that need to be followed. For instance, the estate agent can provide a list of
requirements that each new property owner should be aware of and/or follow, This
should inciude the municipality's Integraled Zoning Scheme compliance brochure
This brochure already exists but and the municipality needs to ensure that estate
agents are aware of it ad have copies of it to give to potential and actual property
buyers

= Estate agents should encourage potential and actual property buyers to approach

e ——————————————————
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the municipality to clarify zoning issues and processes. Polential buyers should be
encouraged to fund the re-zoning process before the property transfer process is
initiated

+ The Municipal website should also include clear and accessible information about
municipal land-use/ town planning/ transport/ health and other district and provincial
approvals and processes that need to be followed when starting different types of
businesses, Much of this information is already available in a municipal brechura/
document. The relevant business application forms should also be made avallable
on the municipal website.

= The LTQ can design, plan and implement an information/ marketing campaign on
what approvals are needed for slarting and operaling a business and what the
application procedures and processes are (and relevant contact information for
different approvals required)

The effective implementation of these actions by the Cape Agulhas Municipality, Local
Teunsm Organisation. Local Business Chamber and other stakeholders will improve
the consistent and effective enforcement of zoning regulations which should improve
the quality of the tourism experience and the overall tourism reputation of the region,
Mare tourism accommodation businesses will become graded making it easier for
tourists to select appropriate accommodation. The tourism experience will more likely
be a positive one where the expectations of tourists are met,

In addition, municipal revenue will grow and be enhanced through both land-use and
departure application fees, as well as correct business rates and service charges
being charged lo businesses. This will raise additional revenue for service delivery and
infrastructure which can enhance the overall community’'s development and quality of
the business environment
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