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— GUIDE FOR AGENCIES

How to tell aclientis cooling off before
theyleave

Four signalsyou can measure by hand, amonthly sheet per client and what to do
about each signal. With achecklist and templatesto copy. Works with any tool,
including email and aspreadsheet. Youdon't need PortaliaFlow to apply it.

THE FOURSIGNALS AND THE SHEET

01 They take longertoreply

02 Theyloginless

03 Theirscore drops, oryounever asked
04 Delays pile up, yours too

05 The monthly sheet and what to do withit

01
Theytakelongertoreply

A client who's leaving almost never says so. First they stop replying ontime. The trouble is that
one late reply goes unnoticed, and three ina row are already a lost month. Measure it:

D Foreachpiece,note whenyousentitforapprovalandwhentheyreplied. Two dates; that's
enough.

Compare withthe deadline youagreed. If there'sno agreed deadline, that's the first signal:
startthere.

Lookat the trend, not the single figure: one delayisadelay; three inarow, oralittle more
every month,isasignal.

Separate “slow”from“doesn'tdecide”: if theyreply quickly but always “I'llcheck”, who'sin
charge ontheirside haschanged and nobody toldyou.

Before chasing, ask. “Isthispace aproblemforyou?” opensmore doorsthanthe third
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reminder.



TEMPLATE - REPLY LOG (COLUMNS)

Client - Piece- Sent on - Agreed deadline - Repliedon - Days over - Who replied - Reply (approved/
changes/“I'llcheck”)

Attheendof themonth: average days per client, compared with the previous month. Up two
monthsinarow: asignal.

02
Theyloginless

When a client is happy, they look. They openwhat yousend, go into the shared folder,
comment, ask about the next piece. Whenthey cool off, the first thing to gois the interest,
long before the contract.

O Count how oftenthe client goesinto what youshare (the folder, the calendar, the board) and

LY

how oftenthey comment. No precisionneeded: “everyweek”, “once inawhile”, “never”.

Lookatwhologsin. If two people usedto and nowit'sone, orthe one who doesisnew, ask
what'schangedintheirteam.

Note the piecestheyapprovedwithoutleaving asingle comment. Approving everything
without lookingisn't trust: it'sindifference.

Watchthe meetings: do they shortenthem, move them, send someone else? Every
cancellationcounts.
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Compare withhow it was at the start. Any client's first few monthsare the yardstick; whatever
hasdroppedsince thenisthe signal.

TEMPLATE - ACTIVITY SIGNALS (ONE LINE AMONTH)

[Client]- Logsin: [every week / oncein awhile/never]- Comments: [yes/little/no]- Who: [names] -
Meetings: [keeps them /moves them / sends someoneelse]- Compared withlast month: [same/

less/more]

03
Their score drops, or you never asked

What a client says ina meeting and what they'd put as a score from O to 10 are not the same
thing. The score is awkward to ask for, whichis why almost nobody does. It's the cheapest
signal of all.



One single question: “From Oto 10, would yourecommend ouragency to someone like
you?”. Andasecondone: “What wouldyouchange?”.

The same questionto everyclient, at the same cadence (every few months,notevery
week), inwriting and notinpassing.

Make sure the personwho decidesanswers, not the one yougetonbest with.

Don't argue withthe score. Say thanks, write downthe comment and come backwithina
weekwithwhatyou're goingto change.

What mattersisn't the figure,it'show it changes: aclientwho goesfromhighto middlingisthe
clearest signalinthisguide.
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TEMPLATE - MESSAGE TO ASK FORTHE SCORE

Hi[name]. A quick question so we cando thisbetter:from Oto 10, wouldyourecommend
[agency]lto someonelikeyou? And, if youlike, in oneline: what wouldyou change? It only takes a
moment and Iread every reply myself. Thanks.

04
Delays pile up, yours too

The client's delays (materials that don't arrive, approvals that drag on) and the agency's
(pieces that go out late) have one thing incommon: when they stop bothering anyone, that
clientis already halfway out the door.

List, perclient, the piecesthat were late thismonthand whose delay it was: the client's
materials, the client'sapproval orthe agency'sproduction.

Count the datesthat moved. A piece whose date changestwice isapiece nobody cares
about any more.

A client who stopscomplaining about yourdelaysisn't happier: they've stopped countingon
you.

If the delaysare yours, say so before they do, withanew date and inwriting.
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If they're theirs, ask what'schanged: budget, prioritiesorpeople. It'salmost alwaysone of
the three.

TEMPLATE - DELAY REVIEW (END OF MONTH)

[Client] - Pieces past their deadline: [n] - Dueto theclient's materials: [n] - Due to theclient's
approval: [n]- Dueto theagency: [n] - Dates moved: [n] - Has anyone complained? [yes /no]




05
The monthly sheet and what to do withit

Eachsignal onits ownhas aninnocent explanation. All four together, month after month, don't.
The sheetisn't there to have data: it's there to decide who you call this week.

O Once amonth, perclient,mark eachsignalgreen,amberorred. No formula: yourjudgement,
inwriting.
Keep eachmonth'ssheet. Athree-monthtrend says more thanany single month.

Aclientinamber: one concrete actionwithadate and anowner(acall,aproposal, anextra
piece,achange of contact person).

Aclientinred: aconversationwithno salesagenda. Askwhat'sgoing onand listen; don't sell.
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Write downwhat youdid and what happened next. What workswithone client willserve you

withthe next.

TEMPLATE - MONTHLY CLIENT SHEET

[Client] - Month: [month] - Replies: [green /amber /red] - Activity: [green/amber /red]- Score: [n
outof10,or“not asked”]: Delays: [green/amber /red]

Trend(threemonths): [better/same/worse] - Action: [what]- Owner: [name] - By: [date]

What happened: [oneline, the followingmonth].

What you can do this week, without changing tools

D Fillinthe monthly sheetforyourthree biggest clientswithwhat youknow today;,
without looking anything up.

Note the sentandreplied datesforeverypiece yousend forapprovalthisweek.

Sendthe score message toone clientyou've neverasked.
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Callthe clientwho'sbeenquietthe longest, withnothing to sell.



YOU MAY ALSO FIND USEFUL

Howto put yourclient approvalsinorder\What to agree,howto ask foranapprovalthat can
be given, andwhat to do with changes and with clientswho don't reply.

What to putinabrief sothe piececomesoutright first time Thefive questions every brief
hasto answerbeforeproduction, withtemplates to copy.

Howto knowwhat youowe eachfreelancerat month end Fivestepsso that paying
freelancers doesn't dependonaspreadsheet: rateinwriting, cost bornwith the piece, what
countsascompleted, expensesandmonthend.

Howto showyourclient what youdo forthem every month Five steps so yourclient knows
whatyoudo forthemwithout atwenty-pagereport: what to tell, let them seeit, what's pending
ontheirside, afixedrhythm and the twenty-minute meeting.

Andthetwenty-fivetemplatesfrom the five guides, together: Allthe templates onone page
(portaliaflow.com/en/templates)

portaliaflow.com/en/approvals-guide -portaliaflow.com/en/brief-guide -
portaliaflow.com/en/freelancer-payments-guide -portaliaflow.com/en/client-updates-guide


http://127.0.0.1:3170/en/templates
http://127.0.0.1:3170/en/templates

If you'd rather the four signals measured themselves

Everythingabove canbe keptinaspreadsheet. PortaliaFlow worksit out every day
fromwhat already happensinthe portal, underyourbrand:

Eachclienthasahealthscore fromOto 100built fromthe foursignalsinthisguide: how
theyrespondto approvals, theiractivity, their O-to-10score and the delaysontheir
pieces.

The trendis calculated fromadaily snapshot of eachclient;if there'sno history, nothing
ismade up.

Youdon'tneedtosendamessage forthe score: yourclientratesyoufromOto10and
commentsfromtheirownportal,andyousee everyreply and the average perclienton
the feedbackpage.

The dashboard showsevery client'shealthand trend, filtered by the last 7,30 or 90
days; the operationsreport givesthe average approvaltime perclientand what's
overdue, and every figure opensitstasks.

Whenaclientdoesn'treply, remindersgo out ontheirownand the escalationalertsthe
account managerandyou; and eachclient'sbirthday and theirone-month, six-month
and one-yearanniversariesare celebrated automatically by email, fromyouragency's
sender.

Andto see whatyouhave onthe dashboard every morning: What you will see, from
the dashboard to paying each freelancer (portaliaflow.com/en/what-you-see)

Andonthat same page, tolet time go by withamade-up client who doesn'treply and
watchwhat goesout,towhomandwhen: Try it: this is what the portal does when
your client doesn't reply (portaliaflow.com/en/what-you-see#prueba)

Andwhatitdoesn'tdo: the fourweightsof the healthscore are fixed (they can'tbe
changedperagency),itdoesn't send automatic surveys(yourclient ratesyou
whenevertheylike fromtheirportal), it doesn't measure yourclient'ssocialmediaor
sales,anditdoesn'treplace the call.

APortaliaFlow guide, client portal foragencies - portaliaflow.com/en/client-health-guide - Feel free to share it
withyourteam.
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