GUIDE FOR AGENCIES

How to show your client what you do for
themevery month

Five

stepsso your client knows what you do forthem without atwenty-page

report. With achecklist and templatesto copy. Works with any tool, including

ema

iland ashared folder. Youdon't need PortaliaFlow to apply it.

THE FIVE STEPS

01 Decide what youtell them, and always tell it the same way
02 Letthemseeit, nottake yourword forit
03 What's pending on their side, in writing
04 A fixed rhythm: one line aweek, one page amonth
05 The twenty-minute monthly meeting
01

Decide what you tell them, and always tell it the same way

“My client has no idea what we do forthem” is almost never for lack of work: it's because the

work

reaches theminpieces, over three channels, and neverin the same order. Before telling

them anything, decide what you tell:

O

O O 0 0O

Fourfixed sections,inthisorder: what'sbeenpublished, what'sinprogress, what's pending
ontheirside and what's coming next month. Alwaysallfour, evenif one isempty.

One line perpiece: whatitis, whichchannel, what state it'sinand whenit goesout. No
adjectives.

Report states,noteffort. “Three reelspublished, two inreview” isunderstood; “we've been
ontopofit”isn't.
What the clientapprovedisreportedastheirs: “youapprovedthe carouselonthe 4th”. They

rememberit,andit showsthemtheirpart.

If youhave reachorresultsdata, it goesinaseparate sectionwithitssource. Don't mixit with
the workdone: they're two different questions.



TEMPLATE - SUMMARY OUTLINE (THE FOUR SECTIONS)

Publishedthismonth: [piece - channel - date] - Inprogress: [piece - state- goesout on] - Pendingon
your side: [what - sincewhen - needed by] - Next month: [piece - channel - planned date].

02
Letthemseeit, not take your word for it

A summary you write is your version. What convinces a client is being able to look for
themselves, whenever they like, and see the same thing you see: the month's calendar with
every piece and its state.

D One calendarperclient permonth, somewhere that'salwaysup to date, notinanattachment
that'sout of date the dayyousendit.

Everypiece withapublicationdate,achannelanditsrealstate: draft,inreview, approved,
scheduled orpublished. The state ischanged by whoeverdoesthe work, the same day.

One folderperclient withthe finalversions,named and dated. What was published hasto be
findable next March.

The client seesonly theirownwork. Share the whole agency'scalendarand they'llstop
looking at it.

O O O O

Before everymeeting, openthe calendarastheyseeiit. If youcan'tunderstanditinaminute,
neithercanthey.

TEMPLATE - MONTH'S CALENDAR (COLUMNS)

Date: Piece- Channel - State(draft /inreview /approved/scheduled/ published) - Approved by -
Approvaldate - Finalversion (link)

03
What's pending on their side, in writing

Half the time a client says “l don't know what you do”, what's actually happening is that the
piece has beenwaiting two weeks for their materials or theirapproval. If itisn't written down,
the delay is yours.

O Alist of what'spending fromthe client: materials, access, approvalsandreplies. Withthe
date you've beenwaiting since and the date youneeditby.

D It goesinevery summary, inthe same tone aseverything else. Noreproachesand no
apologies.



O Everyitemsayswhat happensif it doesn't arrive: “without the photo onThursday, the post
movesto the followingMonday”.

Whenit arrives, crossit off and say so: “received onthe 8th, thanks”. What getsthanked gets
repeated.

O

O If the listdoesn't get shorterintwo months,itisn'taremindersproblem: talk to whoeverhired
you.

TEMPLATE - PENDING ITEMS MESSAGE

Hi[name]. To carry onwith [piece]we're missing [what]. We asked forit on[date]and need it by
[deadline]; if it doesn't arrive, [what happens]. Assoon aswe haveit, [next step]. Thanks.

04
A fixed rhythm: one line a week, one page a month

What gets reported whenthere's time doesn't getreported. Pick a day and a format foreach
rhythmand don't change them, not evenwhen there's nothing new.

Everyweek, same day: five lines. Published, inprogress, pending ontheirside, next weekand
aquestionif thereisone.

Every month, same day: one page withthe foursectionsfromstep 1. If itfitsonapage, they
readit;if it'stwenty pages, theyfile it.

If there'snothing new, sendit anyway: “nothing went out thisweek; two piecesgointo
reviewonThursday”. Silence readsasneglect.

Alwaysthe same sender, the account manager. Not whoever'sfree that Friday.

Keep every summary yousend. Whensomeone asks “and what did youdo inApril?”, the

OO0 O O d

answerisinadated email.

TEMPLATE - WEEKLY SUMMARY (FIVE LINES)

Week of [date] - Published: [pieces] - In progress: [pieces and state] - Pending onyour side: [what,
by when] - Next week: [what goesout]- Any questions?[yes/no, and which]

05
The twenty-minute monthly meeting

If the client has already beenable to see the work and has received the page, the meeting
isn't for going overwhat's beendone: it's for deciding what's next and for listening. Twenty



minutes, with anagenda, always the same one.

O Before: send the month'spage two daysbefore the meeting. Inthe meetingitisn'tread;it's
discussed.

O Four-pointagenda: what'shappened (five minutes), what's pending ontheirside (five),
what'scoming and what needs deciding (five) and one question: “what would youchange?”
(five).

What'sdecidediswrittendownthere and thenand sent the same day, withanownerand a
date. Without minutes, the meeting didn't happen.

O

If the clientmovesit twice inarow, don't pushforathird date: askinwriting what'schanged.

Once aquarter,invite whoeverhiredyou, evenif they're notthe one approving eachpiece.
They're the one who decideswhetheryoustay.

O30

TEMPLATE - AGENDA AND MINUTES (THE SAME MESSAGE)

[Month]meeting - 1. What's happened: [one-line summary] - 2. Pendingonyour side: [list] - 3.
What's coming and what we decided: [decisions, owner, date] - 4. What you'd change: [what they
said, verbatim].

Sent on[date]to [names]. If anything'swrong, tellmeandlllcorrect it.

What you can do this week, without changing tools
D Write the four-sectionoutline and send the first weekly summary to yourbiggest client.

Setupthatclient'scalendarforthe monthsomewhere shared, withthe realstate of
everypiece.

something stalled.

D Sendthe list of what'spending ontheirside, withdates, to the clientswho have
D Put the we ekly summary day and the twenty-minute monthly meetinginthe diary.



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.

Howtotellaclientis cooling off beforetheyleave Thefoursignalsthataclientiscooling off,
howto measurethem by hand every monthandwhat to do about eachone.

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

Andthetwenty-five templatesfrom 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/client-health-guide -portaliaflow.com/en/freelancer-payments-guide


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

If you'd rather your client saw it without anyone sending it

Everything above canbe done withemail, afolderand aspreadsheet. PortaliaFlow
showsitonitsown,inaportalonyourdomainwithyourlogo, fromwhat yourteam
already does:

Yourclientlogsinto theirportaland seestheirhome: the pieceswaiting fortheir
approval, the month'scalendarwiththe state of eachone, what'splannedforthe next
30daysandthe filesyoushare withthem. Only theirownwork, neverotherclientsor
yourteam'sinternalnotes.

EveryMonday they getasummary of theirspace by email, fromyouragency'ssender;
yourteamgetsthe agency's. Without anyone writing it.

What they have pending approval, the portalremindsthemabout: three reminderswith
adeadline and, whentheyrunout, the escalationalertsthe account managerandyou.

Everyapprovalisrecordedwithaname, adate and aversion, and the revisionhistory
keepstheirroundsseparate fromthe internalones. What they approved three months
ago canbe opened.

Before the meetingyouopentheirportalexactly asthey see it; and the operations
report givesyouthe content published, howlong eachclienttakesto approve and
what'soverdue, withevery figure openingitspiecesand exportto CSV.

Andto see theirseat fromstart to finish: What your client will see, from the first
email to the approved piece (portaliaflow.com/en/what-your-client-sees)

Andonthat same page, to play the client withasample piece and made-up data: Try it:
this is how your client approves (portaliaflow.com/en/what-your-client-
sees#prueba)

Andwhatitdoesn'tdo:itdoesn't generate PDForbrandedreports,itdoesn't measure
reach,leadsorsales(itdoesn't connectto Meta, Google AdsorAnalytics), it doesn't
publishto socialnetworks (the “Published” state isset by yourteam) andit doesn't
replace the twenty-minute meeting.

APortaliaFlow guide, client portal foragencies -portaliaflow.com/en/client-updates-guide - Feel free to share
itwithyourteam.



http://127.0.0.1:3170/en/what-your-client-sees
http://127.0.0.1:3170/en/what-your-client-sees
http://127.0.0.1:3170/en/what-your-client-sees
http://127.0.0.1:3170/en/what-your-client-sees#prueba
http://127.0.0.1:3170/en/what-your-client-sees#prueba
http://127.0.0.1:3170/en/what-your-client-sees#prueba
http://127.0.0.1:3170/en/what-your-client-sees#prueba

