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CHITO AFRICA  |  VERIFIED REMOTE TALENT

The Chito Employer Playbook
A practical operating guide for small businesses hiring and managing remote
professionals.

Why this exists
Remote hiring gives a small business access to capable people beyond its immediate
geography, but it removes many of the informal controls of a physical workplace. A strong
remote employee can still fail under a weak remote manager. This playbook gives owners and
managers a lightweight operating model for hiring, onboarding and managing remote
professionals without creating corporate bureaucracy. It is designed to be useful whether or not
the employee was sourced through Chito.

The objective is simple: make expectations visible, make work measurable, and make trust
easier to build. The employer has responsibilities in that - define outcomes, set sensible
communication rules, provide access to the right systems, decide promptly, protect focus time,
and judge people primarily on agreed results.

1. Hire for outcomes, not online presence
A role written as a list of activities produces an employee who performs activities. A role written
as outcomes produces one who delivers them.

● Write the role around three to six outcomes rather than an inventory of tasks
● Define what success looks like at thirty, sixty and ninety days
● State required overlap hours separately from total working hours
● Separate what needs an immediate response from what can be asynchronous
● Never use constant online presence as a proxy for productivity

2. The one-page Remote Work Agreement
Before work starts, agree the operating rules on a single page. This is not a replacement for an
employment or contractor agreement. It is the practical working compact, and most remote
failures trace back to its absence.

● Working window - normal hours and time zone
● Overlap window - when both sides are expected to be reachable at once
● Primary channels - what belongs in email, chat, the task system and meetings
● Response expectations - urgent, same-day and routine windows
● Task system - the one authoritative place for assignments and status
● File location - where working and final files must live
● Meetings - cadence, and who owns agendas and follow-ups
● Security - approved accounts, devices, MFA, storage, confidentiality
● Escalation - who to contact when blocked, late or uncertain
● Performance - the outputs and measures the role is judged on
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3. Onboarding: the first five working days
Access before output, systems before speed, and one small real deliverable before anything
that matters.

● Day one - accounts and permissions live, the business and the role outcomes explained, time
zone and escalation contacts confirmed

● Day two - walk through the task, communication, file and meeting systems, and show examples
of good completed work

● Day three - a small real task with a clear definition of done. Watch the communication and the
judgement, not only the output

● Day four - feedback, while operating habits are still cheap to change
● Day five - agree weekly priorities, reporting cadence and the first thirty-day outcomes, and

confirm what they can decide without approval

4. Manage asynchronously by default
A distributed team becomes expensive when every question turns into a meeting. Written and
actionable is the default; meetings are for ambiguity, sensitive conversations and genuine
collaboration.

● Every request carries context, desired outcome, owner and deadline
● One authoritative task system holds work status
● Decisions that affect future work get written down
● Handovers across time zones carry status, what changed, blockers and next action
● Do not punish somebody for not replying instantly outside the agreed overlap

5. The weekly rhythm, and a status format that takes minutes
Start the week by agreeing outcomes, intervene on blockers rather than details, hold one short
one-to-one, and close the week reviewing what was done, what was not and why.

● DONE - outcomes completed since the last update
● NEXT - what is being worked on now
● BLOCKED - what is preventing progress, and the decision needed
● RISK - deadlines, quality, access or dependencies that may become problems
● NEED FROM YOU - specific decisions, approvals or information

6. How to judge remote performance
A good remote professional is not merely busy. They reduce your management uncertainty.
Judge on evidence across seven dimensions.

● Output - agreed deliverables completed to standard
● Reliability - commitments kept, or risks raised early
● Visibility - status is clear without repeated chasing
● Judgement - knowing when to decide, ask, escalate or verify
● Communication - clear, professional and actionable
● Continuity - files, notes and handovers let others continue the work
● Security - access, confidentiality and data-handling rules followed
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7. Avoid surveillance as a management substitute
Screen monitoring, permanent webcam requirements and performative presence usually
measure anxiety rather than value. Monitoring may be necessary in regulated or
security-sensitive contexts, but it is not a substitute for competent management - and Chito will
not supply the tooling for it.

● Use deliverables, response commitments, task status, quality and deadlines
● If your management model depends on watching somebody work, the problem is upstream of

the hire

8. Time zones, AI policy and security minimums
Three things a small business should settle in writing early, because each is expensive to retrofit
after an incident.

● Always state time zones; define an overlap window rather than expecting all-day availability; use
asynchronous handovers to turn the gap into continuity

● State which AI services are approved, what data may never be entered, what must be verified,
and that the employee remains accountable for work sent under their name

● Multi-factor authentication on critical systems, unique work accounts rather than shared
passwords, approved cloud storage with controlled sharing, prompt removal of access when
somebody leaves, and a stated procedure for a lost device or suspected compromise

9. When something goes wrong, and the warning signs
Remote failures get expensive when people hide them. Establish what happened, contain the
impact, decide what must be communicated and to whom, agree the recovery action and
owner, then change the process if it can recur.

● Repeated silence when deadlines are at risk
● Work existing only on a personal device or private account
● Having to ask for status every time
● Many meetings, few completed outcomes
● Ownership that is always waiting on somebody else
● AI-generated work submitted without being checked
● Someone who appears active but cannot point to a completed deliverable

The first thirty days: a checklist
● Role outcomes documented
● Remote Work Agreement completed
● All accounts and permissions working
● First deliverable completed and reviewed
● Communication and escalation rules understood
● Weekly rhythm established
● Security minimums confirmed
● Thirty-day performance conversation held
● Recurring friction converted into a process improvement

What good looks like
The best remote arrangement feels almost boring. Work arrives, ownership is clear, progress is
visible, problems surface early, files are where they should be, meetings have a purpose, and the
employer rarely needs to ask what is happening. That predictability is the operating definition of
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remote trust.

Chito’s employer principle: hire for competence, set outcomes, agree the operating rules,
manage the work rather than the chair.

Chito Africa is the verified remote talent corridor. Every professional on the register is screened on competence,
verified on working infrastructure and certified on the remote practice described in this playbook, before an
employer meets them. Chito introduces only - it does not employ, run payroll, hold funds or monitor anybody’s
work.
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