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Service 
Snapshot

As a community-based organisation, decisions at this service are always guided 
by the responsibility to both educators and families. Early in the transition to 
Direct Gap Fee Collection (DGFC), the service communicated with educators, 
explaining the “why” and “how” of the change so educators could speak 
confidently with families. 

Communication and education beforehand are key - 
making sure they understand why they have to do this 
and what the benefit is going to be for them as educators.

Initially, the service trialed paying educators their gap fees only after receiving 
the funds from families. Within three months, it became clear this approach 
created confusion and delays. Adapting quickly, they moved to an upfront 
payment model for educators and used a small reserve fund to bridge the gap 
until family payments came through.

Transitioning to Direct Gap 
Fee Collection

SERVICE TYPE: 

Private not for profit, 
community managed

EDUCATORS:

~55

FAMILIES SUPPORTED: 

~380

TOOLS USED: 

Harmony, RedPAY (direct 
debit) 

RESOURCING:

Two full-time administration 
staff members supported 
the transition, as part of their 
current roles, with guidance 
from the CEO.

COMMUNITY CONTEXT:

Regional, diverse 
socioeconomic community 

Supporting Educators and Families

https://www.familydaycare.com.au/supporting-you/direct-gap-fee-collection-resources
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It was very frustrating for the service; 
it was very frustrating for educators. 
It was too hard to explain how it was 
all working and the delay in payments 
clearing meant you could be in the 
next pay period, whilst still trying to 
reconcile for the period before.

Flexibility for families was also key. At first the service was 
only going to offer direct debit as the payment method 
for families. Whilst most now use direct debit, they also 
offer fortnightly invoicing, BPAY, and alternative payment 
dates for those with irregular income. 

We’ve had to work out systems and 
ways to be able to be a little bit more 
flexible for some families, so that 
they can pay the way they need to. 
Obviously, we want to work with and 
support our families.

Families appreciate the consistent process and flexibility 
where needed. The service noted that most pay other 
expenses via direct debit and that there is an expectation 
that direct debit is the norm.

Families have said it’s so much easier. 
They are just happy with it, once they 
get used to it. It’s a bit different at 
first, but newer families as they start, 
they don’t know any different.

Utilising Technology for 
Success
A cornerstone of the service is embracing technology to 
improve efficiency and transparency. The services utilise 
as many elements and tools available in their third-party 
software as possible to make life easier. 

We’re a very digitalised service, 
everything’s done digitally and we have 
very little paper. We use all of Harmony 
that we can possibly use - every tool 
and part of it that we can utilise we 
jump on and we’re the first to take it up.

It’s important for the service to keep up with technology, 
noting that families that come to the service are generally 
quite digitally savvy. 
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Compliance and Transparency
The previous system of educators collecting fees directly 
from families meant the process relied heavily on constant 
reconciliation and trust in manual processes. This system 
made it difficult for the service to maintain full oversight. 

Moving to DGFC has brought complete transparency, 
which is invaluable in strengthening financial integrity. 
The service is now also more aware of situations where 
educators may be carrying debt. Without this visibility 
in the past, the service often could not assist until a 
significant time had passed or a complaint was made.

We would have had educators signing 
off debt and we didn’t have that 
transparency, awareness or oversight 
that it was happening.

With DGFC, the service now has real-time oversight 
of accounts, accurate reporting for audits, and a clear 
process for debt recovery. During a recent Services 
Australia S158 audit, the ability to instantly produce 
complete, accurate reports was commended. This 
compliance confidence benefits the whole community.

When we had the audit, it was so 
handy – I could print off all the reports 
and just send them off, no chasing 
educators or bank statements.

Paying educators fees upfront: Removed 
confusion and delays. This approach was more 
manageable than expected, as only the family’s gap 
fee needed to be accounted for - not the full fee.

Being flexible for families: Offering different 
payment schedules or options encouraged open 
conversations about what works best for each family.

Having a strong debt recovery policy: 
Using defined steps and templates ensures 
transparency for all involved.

Leveraging third-party software: Using 
third-party software tools as much as possible, 
particularly reporting tools, to stay audit ready.

1.	� The service found the audit process more 
efficient with reduced administrative burden.

2.	� Families found the payment process easy to 
use and consistent with other non-childcare 
services they use. 

3.	� Educators no longer carried the responsibility 
of debt recovery.

What helped  
the service succeed?

Benefits of direct 
gap fee collection


