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Service 
Snapshot

For this service, the initial transition to Direct Gap Fee Collection (DGFC) 
involved being flexible and listening to feedback. At first, educators were 
paid once the service had received payments from families. However, this 
approach created additional administrative load for the team. The delays in 
payments clearing created confusion around invoices, which in turn increased 
calls to the service from educators and parents seeking explanations. Staff 
quickly recognised the need for change and conducted internal reviews and 
educator surveys to refine process changes.

A lot of feedback we got from the educators was that 
the invoicing was confusing. They didn’t understand 
it. They found it hard to then go back and reconcile 
against the care they had already provided. So, we 
moved away from that model

Transitioning to Direct Gap 
Fee Collection

SERVICE TYPE: 

Private not for profit, 
community managed

EDUCATORS:

~55

FAMILIES SUPPORTED: 

~520

TOOLS USED: 

Harmony, RedPAY (direct 
debit)

RESOURCING:

Two full-time administration 
staff members supported 
the transition, as part of their 
current roles

Embracing feedback and being flexible

https://www.familydaycare.com.au/supporting-you/direct-gap-fee-collection-resources
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The service pivoted, shifting to upfront payments to 
educators. This resulted in consistent invoicing for 
educators and reduced confusion, saving significant time 
for both staff and educators. It also allowed the team 
to stay more on top of payments from families more 
effectively.

Once we changed, we never got 
those phone calls again… That was 
probably half our time spent - going 
through invoices.

Improved relationships and 
communication
Family engagement began early in the transition process 
- with clear communication via email, printed fact sheets, 
and follow-up phone calls. Shifting the responsibility of 
collecting fees to the service significantly strengthened 
relationships with families.

They know who we are now. I think 
before, because the educator had 
those conversations, we were still 
there... but now they know that we 
are part of the care that they get.

By centralising communication, families became 
more familiar with the service team. To keep on top of 
payments and manage debt, a dedicated staff member 
now spends part of each week contacting families 
with outstanding invoices, allowing for consistent and 
supportive communication.

We probably have better 
communication with families who may 
be struggling. We contact them quite 
regularly to make sure everything’s 
okay.

This proactive engagement has created a culture where 
families feel safe reaching out for support, including 
flexible payment plans or adjustments during difficult 
periods.

Reduced pressure on 
educators
Educators have embraced the transition. Removing 
financial conversations from their role has helped 
preserve their primary focus - delivering quality education 
and care.

It improves the relationship with the 
educator and the family because they 
don’t have to talk about money. No 
one likes that. The service has that 
responsibility now.

Keeping educators in the loop remains an important part 
of the process of managing missed or late payments. The 
service contacts educators if payments are missed and 
utilises the relationship between educators and families 
to approach the situation with empathy – it’s not about 
chasing outstanding bills, it’s about putting payment 
plans in place.

Starting early with communication: Establish 
consistent, empathetic contact with families from 
the outset.

Not being afraid to adjust: Continuous 
improvement and reflection were essential to 
refining processes.

Taking feedback on board: Listening to those 
involved helps improve processes for all. 

1.	� Educators have found they have an improved 
sense of satisfaction in their roles, being able 
to focus more on education and care.

2.	� Families gained a stronger connection with the 
service, leading to more trust and openness.

3.	� The service found that efficiency increased 
with payment tracking and reporting easier to 
manage when centralised.

What helped  
the service succeed?

Benefits of direct 
gap fee collection
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