GUIDE FOR AGENCIES

How to know what youowe each
freelancer atmonthend

Five
one

stepsso that payingyour freelancersdoesn't depend on aspreadsheet only
personunderstands: the rate in writing, the cost born with the piece, what

countsascompleted, upfront expensesand month end. With achecklist and

templatesto copy. Workswith any tool. Youdon't need PortaliaFlow to apply it.

THE FIVE STEPS

01
02
03
04
05

Arate perpiece type, inwriting

The costisbornwiththe piece, not the invoice
What counts as “completed”

Upfront expenses, withanote and an approval

Monthend, per person

01

Arate per piece type, in writing

Most month-end tangles start before the first piece: arate agreed by word of mouth, “the

usual

”, oranhourly price nobody times. Arate per piece type and per person, written down,

settles the argument before it exists.

O
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Onerate foreachtype of piece youproduce (reel, carousel, video, story, post, other) and
foreachperson. Not perhour,unlesssomeone isactually going to count the hours.

Writtenand sent: amessage to eachfreelancerwiththeirrate listand an“agreed?”forthem
toanswer. Keepthe reply.

Decide what the rate includes: how many rounds of changes, whetheradaptingto another
channelisanotherpiece, and who suppliesthe materials.

If there'safixed monthly retainer, it goesseparately andinwritingtoo: what it coversand
whatispaid perpiece ontop.

Reviewratesonadate (everysixmonths, everyyear). If they change, they change fornew
piecesfromaspecific day, not half way throughone.



TEMPLATE - RATE AGREEMENT (ONE MESSAGE)

Hi[name]. So wedon't haveto discussit piece by piece, theseareyourrates from [date]: reel
[amount]: carousel[amount] - video [amount] - story [amount] - post [amount]. They include [n]
rounds of changes; beyondthat we talk beforegoingon. Theclient supplies the materials.
Agreed? Reply to thismessage and|'llconsiderit settled.

02
The costis born with the piece, not theinvoice

If what you owe eachpersongets written down when theirinvoice arrives, at monthend you're
reconstructing the month with the chat open. Write the cost down the moment you assignthe
piece: youalready know who's doing it and at what rate.

Everypiece,whenassigned, carriesitsperson,itstype anditscost (that person'srate forthat
type). Three facts,inthe same place asthe piece.

Whoeverdeliversthe piece iswho getspaid. If youchange the personhalfway, change the
costtoo;if the pieceissplitintwo, write downtwo.

Apiece withno personhasno cost,and apiece withtwo people hastwo lines. No “we'll split it
later”.

Correctionsare notanew piece: the costisthe piece's, withinthe roundsagreedinstep.
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Write downthe client and the projectaswell: at monthend you'llwant to know what each
client costsyou, notjust what youowe eachperson.

TEMPLATE - COST SHEET (ON ASSIGNMENT)

Piece: [title] - Client: [client] - Project: [project] - Type: [reel / carousel / video / story / post] -
Person: [name] - Rate: [amount] - Status: [inprogress/completed] - Payablefrom: [date]

03
What counts as “completed”

What cools a good freelancer off fastest is not knowing when they get paid. “When the client
approves”is a deadline they don't control; “when| getround toit”isn't one either. Decide one
rule and keepit.

O Choose the momentapiece becomespayable: whenit'sdelivered, whenthe client
approvesitorwhenit'spublished. One rule foreveryone.
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If the rule is“onapproval”, the freelancershouldn't pay foryourclient'sdelay: setacap (“at
most [n]daysafterdelivery”). Thatriskisyours, not theirs.

Apiece the clientcancelsafterit'sbeenproduced getspaid: the workisdone. What doesn't
getpaidiswhat wasn'tdone.

Mark the change of statusthe day it happens, not onclosing day: that way what'spayable is
already countedwhenyougetto monthend.

Putitinwriting whenyoutake eachpersonon: fromwhenit counts, whenit'spaid and how.

TEMPLATE - PAYMENT RULE (FORTHE WELCOME MESSAGE)

Apiecebecomes payablewhen [it's delivered/the client approvesit /it's published], and at most
[n]days after delivery. What's pendingis closed onthe[n]Jth of each month and paid by bank
transfer beforethe[day]. If a pieceis cancelled afterit's done, it's paid allthe same.
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Upfront expenses, with anote and anapproval

Alicence, a trip, a purchase for the client: the expenses a freelancer orsomeone onthe team
pays upfront end up as a message with a photo of the receipt, and get paid late orforgotten.
Give themthe same pathas the pieces.

O
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Everyexpense, one note: what, how much, inwhich currency, forwhich client and inwhich
category. Withthe receipt attached.

Who approvesit and by when. Anunapproved expense isn'tadebt; anapprovedoneiis.

If the expense isforaclient,bookitto that client: it'stheircost, evenif yourfreelancerpaidit
upfront.

If youworkinseveralcurrencies,record eachamountinitsownand don't convert by hand
untilpayment: whatyouowe iswhat was paid.

Anexpense thatrepeatsevery month(atool, asubscription)isn'tanupfront expense: putitin
yourownname.

TEMPLATE - EXPENSE NOTE

Expense: [what]- Amount: [amount][currency] - Date: [date] - Client: [client or “agency”] -
Category: [category]- Paidupfront by: [name] - Receipt: [attached] - Approvedby: [name, date] -
Paidon: [date]




05
Month end, per person

If the four steps above are done, monthendis a list, not aninvestigation: what you owe each
person, piece by piece, plus their approved expenses. It gets reviewed, paid and marked.

O A fixed closing day and afixed payment day, the same every month. Make sure everyone
knowsthem.

Perperson: the piecescompletedinthe period withtheircost, the approved expensesand
the retainerif thereisone. Approve itline byline, not “the total”.

Whateverisn'tcompleted onclosing day goesto the following month, no exceptions: that
way nobodynegotiatesthe close.

Whenyoupay, markeachline paid withthe date. Whateverisn't markedisstillowed, evenif
youthinkyourememberpayingit.
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Keep eachmonth'sclose (export orprintit): it'syourrecord whensomeone asksabout a
piece fromfourmonthsago.

TEMPLATE - MONTH-END CLOSE (ONE MESSAGE PER PERSON)

Hi[name]. Closefor[month]: [n] pieces completed ([piece- client - amount, one perline]),
approved expenses [amount]andretainer [amount]. Total: [amount]. If anything doesn't add up,
tellmebefore[date];it's paid by bank transfer on [date]. Thanks for thismonth.

What you can do this week, without changing tools

D Sendthe rate agreement to the personyouworkwithmost and keep theirreply.
O Write downperson,type and costonevery piece youassignthisweek.

D Write the paymentrule inone sentence and send it to the whole team.

D Setnext month'sclosing day and payment day.



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 showyourclient what youdo forthem every month Five steps so yourclient knows
what youdo forthemwithout atwenty-pagereport: what to tell, let them seeit, what's pending
ontheir side, afixedrhythm and thetwenty-minute meeting.

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/client-updates-guide


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

If you'd rather month end took care of itself

Everythingabove canbe keptinaspreadsheet. PortaliaFlow doesit fromwhat already
happensinthe portal, onaninstance underyourbrand:

Eachpersonhastheirrate perpiece type and, if youwant, theirretainerormonthly
salary. Only yousee those amounts: neitherthe managernorthe editor.

The costisbornwiththe task, at the rate of whoeverdoesit,andwhoeverdeliversis
who getspaid. Whenthe piece iscompleteditbecomespayable, without anyone
having to claimanything.

Yousee what'sowed perpersonandperiod, piece by piece; youapprove it and mark it
paidfromthere.

Expensesare submittedfromthe portalwithacategory, aclientand acurrency, and
youapprove them. Eachamountiskeptinitsowncurrency, fromafixed|list.

Expensesand costsexportto CSV; the chartsshow the cost mixand cost against
budgetforeachproject; andonthe teamtab yousee whateachpersonhasdelivered,
had approved and completed eachmonth.

Andtosee whatthe freelancerseesfromtheirside: What your team will see, from

theinvitation to the completed piece (portaliaflow.com/en/what-your-team-
sees)

And onthat same page, to move asample piece throughthe team'sworkflow yourself,

withmade-up data: Try it: this is how a piece moves through your team
(portaliaflow.com/en/what-your-team-sees#prueba)

Andwhatitdoesn'tdo: itdoesn't move money (you pay fromyourbank and mark it
paid), it doesn'tissue invoices, neitheryoursnoryourfreelancers',and it doesn't
replace the rate agreementwitheachperson.

APortaliaFlow guide, client portalforagencies - portaliaflow.com/en/freelancer-payments-guide - Feel free to
shareitwithyourteam.


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

