
NDIS CRM 

Project Summary

We are developing a comprehensive, NDIS-compliant CRM platform for allied health service provider??in Australia,

focused on supporting children and young people with disabilities through therapies such as Occupational Therapy,

Speech Therapy, Psychology, Physiotherapy, Counselling, and Behaviour Support.

The platform streamlines end-to-end operations including client onboarding, service agreement management, therapist

workflows, session scheduling, case notes, and compliance-driven billing. It enables accurate NDIS service code

mapping, automated invoicing aligned with different funding types (Self, Plan, and NDIA-managed), and real-time budget

tracking to prevent over-claiming and reduce payment errors.

Problem Statement

The client was experiencing operational challenges due to fragmented systems and manual processes used to

manage NDIS service delivery. Core functions such as client onboarding, therapy scheduling, case note

documentation, service agreement management and invoicing were being handled through a mix of spreadsheets,

manual records, and disconnected software tools. NDIS billing complexity further added to operational challenges.

Therapists needed to select the correct service codes, track travel time and ensure billing complied with NDIS

pricing arrangements. Manual handling of these processes increased the risk of claim errors, payment delays, and

compliance concerns. The organisation also faced difficulties in tracking participant budgets across different funding

categories and ensuring services delivered remained within approved funding limits. Lack of real-time visibility into

participant funding made it difficult to prevent over-servicing or under-utilisation of allocated budgets.

Approach / Solution

Pillar / Pattern

To address the operational complexity of NDIS service delivery, smartData designed and developed acustom CRM

platform tailored for NDIS service providers that centralized participant management, therapist workflows, service

agreements, documentation, and billing processes. The solution introduced a structured participant onboarding workflow,

allowing administrators to capture NDIS plan details including funding categories, plan duration, funding management type

(self-managed, plan-managed, or NDIAmanaged), and budget allocations. A configurable service agreement module was

developed to align therapy services with participant NDIS funding plans. Administrators could define services, assign

therapists, and map internal service descriptions to official NDIS billing codes while ensuring correct pricing rules and

billing percentages for therapy sessions, travel, and cancellations.



Technical Challenges

- Challenges - How We Solved It
NDIS Funding Logic One of the major challenges was implementing

the three NDIS funding models (Self-Managed,

Plan-Managed, NDIA-Managed) with their unique

invoicing rules. The system needed to

automatically apply the right process for each

client, while also managing annual and quarterly

budgets and preventing over-claims.

Service Agreement & Code Assignment Mapping plain-English internal service codes to

official NDIS billing codes required a robust

backend design. Admins had to be able to

configure multiple service agreements per client,

set budgets, and define different billing

percentages for therapy, travel, and cancellations.

Compliance & Security Since the platform deals with sensitive disability

and health-related data, compliance with NDIS

quality and safeguarding standards was a must.

We ensured secure storage of client files, service

notes, and invoices, with SharePoint integration

for document management.

Invoice & Payroll Automation Automating invoices and payroll was a complex

requirement. The platform had to support batch

invoicing, apply funding-type rules, and integrate

seamlessly with Xero for financial management.

Payroll logic also had to account for therapy

hours, cancellations, and leave adjustments.

Learning

The project also required careful consideration of system scalability,as the platform needed to support growing participant

volumes, multiple therapy services, and expanding operational teams To overcome these challenges, the solution

architecture focused on modular components, configurable service code mappings, and automated validation rules that

ensured both operational efficiency and regulatory compliance.
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