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Introduction

Small councils sit in a uniquely demanding position: you’re expected to deliver visible 
community outcomes, respond fast to local issues, and maintain strong governance, 
often with fewer specialist roles and less redundancy in the team. When one key 
person is away, whole processes can stall.

Across Australia, there are 537 local governments1, and the sector spans everything 
from infrastructure and planning through to community services and regulatory 
functions. The workload isn’t ‘small’, only the resourcing often is.

At the same time, councils collectively manage critical community infrastructure. 
ALGA notes local government is responsible for about one-third1 of Australia’s public 
infrastructure assets, yet operates with a limited share of national taxation. For small 
councils, this is the definition of ‘big impact with lean capacity’.

This guide is built for that reality. The goal isn’t to ‘work harder’, it’s to standardise and 
automate the meeting and reporting lifecycle so governance stays consistent even 
when staffing is stretched. Infocouncil is purpose-built for local government, helping 
councils digitise and automate agendas, minutes, publishing, and actions, without 
adding headcount.

1. alga.com.au/about/local-government/facts-and-figures/

https://alga.com.au/about/local-government/facts-and-figures/
https://alga.com.au/about/local-government/facts-and-figures/
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Where Time Disappears: 
The Hidden Cost of 
Manual Meeting Work

Chapter 1

Manual workflows create two expensive outcomes: 

• � �Rework shows up as multiple edits, duplicated data entry, 
and time lost reconciling ‘which version is correct.’

• � �Risk arises when confidential items are mishandled, 
decisions aren’t clearly documented, or actions fall through 
the cracks.

Process quality can directly affect accountability and costs. For 
example, the NSW Audit Office2 reported that councils have 
submitted multiple versions of financial statements for audit, an 
indicator of reporting quality issues that can delay accountability 
and increase costs. While that example is financial reporting, the 
pattern is familiar in meeting workflows too: too many versions 
usually mean too much manual handling.

The fix isn’t a heroic effort; it’s about designing a single, 
repeatable workflow that connects agendas, minutes, publishing, 
and actions end-to-end.

In small councils, meeting administration is often the quiet ‘time 
thief.’ It doesn’t look like a major project, but it repeats every 
cycle: collecting reports, chasing versions, formatting agendas, 
managing late changes, producing minutes, publishing public 
documents, and then trying to track actions afterwards.

2. www.audit.nsw.gov.au/our-work/reports/local-government-2024

https://www.audit.nsw.gov.au/our-work/reports/local-government-2024
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Designing a Lean 
Governance Workflow 
That Scales 

Chapter 2

Start by mapping your meeting lifecycle: 

1. reports drafted and reviewed  

2. agenda compiled 

3. meeting held 

4. minutes confirmed

5. decisions published 

6. actions assigned and tracked 

7. reporting back

The goal is not complexity, it’s repeatability, so the process 
survives staff leave and turnover.

Why does this matter? Councils operate under a higher 
reporting burden in some jurisdictions. The NSW Audit Office3 
explicitly notes that NSW councils have a higher regulatory 
financial reporting burden than those in other states and 
territories. When burden increases but resourcing doesn’t, the 
only sustainable lever is workflow design.

A lean workflow relies on:

• � a small set of standard templates

• � fixed handoff points (draft > review > final)

• � version control and audit trails

• � clear ownership (who approves what)

For small councils, the best governance systems are ‘low drama’: 
predictable steps, simple approvals, consistent templates, and 
an obvious source of truth.

3. https://www.audit.nsw.gov.au/our-work/reports/local-government-2024

https://www.audit.nsw.gov.au/our-work/reports/local-government-2024
https://www.audit.nsw.gov.au/our-work/reports/local-government-2024
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Automation: Prioritising 
the 20% That Delivers 
80% of Results 

Chapter 3

Don’t automate everything at once. Prioritise based on 
frequency and risk: 

• � �Every meeting: agenda compilation, templates, distribution

• � �High risk: confidentiality handling, publishing,  
version control

• � �High friction: chasing report updates, last-minute changes, 
formatting

Citizen expectations make this urgent. In Australia, a ‘digital 
default’ mindset is now common: the Publicis Sapient Digital 
Citizen Report found 94%4 of Australians used at least one 
digital government service. When people expect digital 
convenience elsewhere, they also expect council information 
to be accessible, timely, and clear.

Automation isn’t about replacing people. It’s about giving 
small teams their time back, so they can focus on decisions, 
stakeholder engagement, and outcomes.

Automation works best when it removes repetitive effort from 
the busiest parts of the cycle. For small councils, that usually 
means assembling agendas, applying templates, managing 
attachments, splitting confidential/public content, and 
publishing.

4. www.publicissapient.com/content/dam/ps-reinvent/us/en/2025/04/insights-lp/citizen-insights-hub/docs/21062023-Publicis-2023-Digital-Citizen-Report.pdf

https://www.publicissapient.com/content/dam/ps-reinvent/us/en/2025/04/insights-lp/citizen-insights-hub/docs/21062023-Publicis-2023-Digital-Citizen-Report.pdf
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Compliance on Autopilot: 
Staying Consistent With 
Lean Teams

Chapter 4

One of the clearest ‘signals’ of compliance stress is the 
repeated occurrence of findings and control weaknesses. 
In NSW, the Audit Office5 reported 1,131 findings in audit 
management letters (with 40% repeat findings), highlighting 
how persistent control issues can become when systems and 
processes aren’t embedded.

For small councils, the solution is to make good 
governance the default outcome of the workflow:

• �decisions captured consistently

• �approvals and changes traceable

• �documents stored and published correctly

• �actions linked back to resolutions

• �reporting outputs reproducible every cycle

When compliance becomes ‘autopilot,’ leadership gains two 
things: lower operational risk and more time to focus on 
service delivery.

Compliance pressure doesn’t scale down just because a council 
is smaller. Statutory deadlines, recordkeeping expectations, 
confidentiality requirements, and audit readiness still apply, 
often with fewer governance specialists on staff.

5. www.audit.nsw.gov.au/our-work/reports/local-government-2023

https://www.audit.nsw.gov.au/our-work/reports/local-government-2023
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The Transparency Toolkit: 
Better Engagement  
Through Better Publishing

Chapter 5

The ABS6 reported that in 2023–24, 58% of adults trusted 
Australian public services, while 13% reported distrust. 
Transparency won’t solve everything, but consistent, 
accessible meeting information is one of the few levers 
councils fully control.

A practical transparency toolkit includes:

• �publishing agendas, minutes, and decisions on 
predictable timelines

• �clearly separating confidential/public versions

• �using alerts/newsletters/portals so residents don’t 
have to ‘hunt’

• �linking decisions to follow-up actions and outcomes 
(where possible)

These points are the difference between ‘we try to be 
transparent’ and ‘transparency is embedded in how  
we operate.’

Transparency is the everyday discipline of making council 
decisions easy to find, easy to understand, and consistently 
published. For small councils, it’s also one of the most powerful 
ways to build credibility without large comms teams.

6. www.abs.gov.au/statistics/measuring-what-matters/measuring-what-matters-themes-and-indicators/cohesive/trust-australian-public-services

https://www.abs.gov.au/statistics/measuring-what-matters/measuring-what-matters-themes-and-indicators/cohesive/trust-australian-public-services
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Decisions to Delivery:  
Action Tracking That 
Protects Reputation

Chapter 6

The risk compounds when staffing is tight. Workforce pressures 
across local government are well-documented, and many 
councils operate with limited backfill capacity. The practical 
answer is to remove reliance on memory and individual 
handoffs.

Strong action tracking means:

• �actions created directly from resolutions (not rewritten later)

• �clear owners and due dates

• �automated notifications and escalation paths

• �reporting views for ELT and council to see progress at a glance

When decisions flow cleanly into delivery, leadership reduces 
operational noise and strengthens community confidence, 
without increasing administrative workload.

Most reputational damage doesn’t come from a bad decision; 
it comes from a good decision that never gets delivered. 
In small councils, follow-through is often where things slip 
because action tracking becomes manual: spreadsheets, email 
reminders, and ‘who owns this?’ are conversations that repeat 
every month.
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Data-Driven Decision-Making: 
Better Reports for Better 
Governance 

Chapter 7

In NSW7, 18 councils submitted more than six versions of financial 
statements for audit, an indicator of ‘too many revisions’ and 
avoidable churn that delays accountability and increases audit effort. 
While meeting reports aren’t audited the same way, leadership will 
recognise the pattern: unclear templates and manual processes 
produce multiple rounds of rework.

Practical uplift focuses on:

• �standard report templates aligned to strategy and decision types

• �structured sections (context, options, risks, financials, 
recommendation)

• �version control and defined review gates

• �automation for formatting, attachments, and agenda insertion

The goal is simple: fewer rewrites, better decisions, and clearer 
records, without making reporting ‘heavier.’

In small councils, report quality is often constrained by time, not 
intent. When authors juggle multiple responsibilities, reports 
can become inconsistent, late, or overly long, creating decision 
fatigue for councillors and risk for the organisation.

7. www.audit.nsw.gov.au/our-work/reports/local-government-2024

https://www.audit.nsw.gov.au/our-work/reports/local-government-2024
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Proving ROI to Leadership 
and Councillors:  
Outcomes You Can Track

Chapter 8

Start with a baseline. Track three to five indicators 
over two meeting cycles:

• �Hours spent compiling agendas and distributing packs

• Number of late report changes and rework loops

• Time from meeting to published minutes

• Percentage of actions closed on time

• �Number of publishing corrections  
(public/confidential mix-ups)

ALGA reports local government’s total annual expenditure 
in 2023–24 was approximately $48 billion8, up 9.8% from 
2022–23 (based on ABS figures)9. When costs rise, councils 
need productivity gains that don’t compromise governance.

The best ROI story for a small council is simple: you deliver 
the same (or better) governance outcomes with fewer 
admin hours and less risk.

Small councils don’t have the luxury of investing in systems that 
‘might’ help someday. You need clear, measurable outcomes: 
time saved, risk reduced, and better public accountability.

8. www.alga.com.au/about/local-government/facts-and-figures/

9. www.abs.gov.au/statistics/economy/government/government-finance-statistics-annual/2022-23

https://alga.com.au/about/local-government/facts-and-figures/
https://www.abs.gov.au/statistics/economy/government/government-finance-statistics-annual/2022-23
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A 60–90 Day Modern 
Governance Roadmap for 
Small Councils

Chapter 9

Weeks 1–2: Diagnose + simplify

• �Map the current meeting lifecycle end-to-end

• �Identify the top three time leaks (usually versions,  
formatting, publishing, action follow-up)

• �Standardise templates and decision pathways

Weeks 3–6: Embed consistency

• �Set review gates and ownership

• �Implement controlled versioning and audit-friendly storage

• �define transparency rhythms: what’s published, when, and where

Weeks 7–12: Automate the cycle

• �Automate agenda assembly and publishing

• �Connect minutes and actions to decisions

• �Introduce lightweight reporting dashboards for ELT and council

This roadmap is designed to work with the reality that many councils 
are trying to do more with limited resourcing. It’s also aligned to 
sector priorities around financial sustainability, controls, and cyber 
resilience highlighted in audit reporting.

Small councils need change that’s realistic, not disruptive. A 
practical roadmap focuses on the workflows that repeat every 
month, because that’s where you’ll get compounding benefits.
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Conclusion

Small councils carry significant responsibility with limited capacity, and the path to 
stronger governance is not more headcount but better system design. When agendas, 
minutes, publishing, and action tracking operate as a single, standardised workflow, 
rework falls, risk reduces, and institutional knowledge is protected; consistency 
replaces heroics, audit readiness becomes routine, and transparency is embedded in 
everyday operations rather than treated as an extra task.

Scaling governance without increasing staff is about removing friction from the meeting 
and reporting cycle so quality becomes the default outcome of the process; over time 
this delivers fewer repeat issues, clearer decisions, stronger follow-through, and greater 
community trust, enabling small teams to achieve the level of impact their communities 
already rely on.

That’s where InfoCouncil comes in.

Across every stage of the meeting lifecycle, InfoCouncil helps local governments embed 
structure, consistency, and accountability. From planning and publishing to tracking and 
reporting, our platform ensures governance is not left to chance or reliant on individual 
memory. Staff are empowered with training and support. Records are centralised and 
audit-ready. The community also receives timely, accessible information that builds trust 
in local leadership. The extensive set of minuting tools allows the minute taker to record 
proceedings of the meeting accurately. From recording attendance to amending an item, 
and everything in between, there is a tool available.

Whether your council is facing pressure to reduce duplication, accelerate action tracking, 
improve compliance, or simply give staff better tools, InfoCouncil is ready to help.

By modernising your meeting governance, you’ll increase operational efficiency and 
strengthen your council’s ability to deliver with transparency, integrity, and resilience.

www.infocouncil.com.au/contact-us/

sales@infocouncil.com.au

+61 2 9496 9500

Now is the time to transform  
agendas into action. 

Get in touch with the Infocouncil team today to 
learn more and start maximising every meeting.


