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Service 
Snapshot

Like many others, this service found the initial shift to direct gap fee collection 
daunting. Educators were initially uncertain, and staff faced a steep learning 
curve around systems, policies, and managing family expectations.

It was hard. I don’t think we were prepared enough.  
I don’t think we understood the ramifications of 
changing over.

The first six months were described as overwhelming, with frequent phone 
calls, payment disputes and confusion over pay slips. A turning point came 
when the service decided to pay educators upfront each week, which removed 
uncertainty about income and quickly reduced complaints. From there, systems 
began to fall into place. Clearer policies and procedures gave families clear 
expectations and ensured there was consistency in how payments and debt 
collection were handled.

Transitioning to Direct Gap 
Fee Collection

SERVICE TYPE:

Private-for-profit

EDUCATORS:

~75

FAMILIES SUPPORTED:

~480

RESOURCING:

One full-time administration 
staff member supported 
the transition alongside the 
manager and coordinators. 
Since transitioning one 
full-time staff member now 
manages payments. 

TOOLS USED:

FDSeeCCS

COMMUNITY CONTEXT:

Rural and coastal 
communities with many 
culturally and linguistically 
diverse (CALD) educators 
and families.

The importance of planning

https://www.familydaycare.com.au/supporting-you/direct-gap-fee-collection-resources
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Take the time, approach the change 
step by step and make sure policies 
and procedures match up to what 
you’re going to do.

Bringing educators along  
with you
Another key lesson was the importance of involving 
educators into the process from the very beginning. 
Without this, educators didn’t understand what they were 
being paid, and families struggled to make sense of their 
accounts, leaving educators to manage confusion that 
wasn’t theirs to resolve.

I believe we didn’t bring our 
educators on board enough. We were 
trying to do it without them and that 
was a big mistake. I would say to 
anybody - don’t ever do it without 
your educators being on board.

Success came when the service made sure everyone - 
from coordinators to administration staff - understood 
the new systems and polices. Since coordinators and 
educators receive most of the questions, they needed the 
knowledge and confidence to respond accurately.

Bring everybody together. Make sure 
your staff are well-trained. Make sure 
your educators are well-informed. 
Give as much information to your 
parents as you can and go for it.

Provide extra support where 
it’s needed
With many CALD educators and families in the service, 
the team invested significant time in providing one-on-
one support, recognising that some educators needed 
more guidance and reassurance to understand the new 
systems. While this was time intensive, the payoff was 
clear: educators grew more confident, understood the 
processes, and embraced the change.

Building the understanding of 
educators, that has taken a lot of work. 
A lot of one-on-one work with them. 
But now it’s fine and they understand 
more now than they ever did.

Collaboration also played a key role. Sharing resources 
and learning from other providers helped smooth the 
transition and reinforced that services don’t need to work 
in isolation. With patience and consistency, the process 
becomes easier and is ultimately worthwhile.

Strengthening policies and 
systems
To create consistency and protect both families and 
educators, the service introduced several key policy 
changes. These included charging two weeks’ fees 
in advance (kept separate from family accounts), 
holding bonds in a dedicated account for transparency 
and refundability, reducing the timeframe between 
non-payment and suspension of care to two weeks, 
introducing payment plans for families in hardship, and 
partnering with a debt collector while updating enrolment 
forms to cover recovery fees.

Make sure you’ve got a debt collector 
already organised before you start. 
These little things need to be on your 
enrolment forms.

Collaboration: Bringing the whole team together, 
including coordinators and staff, ensured consistency 
and shared understanding.

Planning and systems: Clear policies, procedures, 
and payment processes gave confidence to both 
educators and families.

Support for educators: Individualised, patient 
support for educators - especially CALD educators - 
built trust and understanding.

1.	� The service now has transparency and oversight of 
payments and confidence in their systems.

2.	� Educators feel their worth and are paid promptly, 
no longer needing to chase debts or manage 
invoicing.

3.	� Coordinator visits and conversations with 
educators are once again centered on children’s 
learning and wellbeing, not financial concerns.

What helped  
the service succeed?

Benefits of direct 
gap fee collection
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