IT Staffing Checklist & Worksheet

A step-by-step checklist and worksheet for running an IT staffing engagement from first
need through onboarding, trial period, and ongoing management. Print it, check boxes as
you go, fill in the worksheets at each stage.

Company Name:

Project / Engagement Name:

Hiring Manager:

Date Started:

How to use this document

Work through each section in order. Check the box when the item is done. Fill in the worksheet tables at each stage. Skip
items that do not apply to your engagement model. The checklist covers the full lifecycle: defining the need, choosing a
provider, vetting candidates, contracting, onboarding, trial period, and ongoing management.
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1. Define the Staffing Need

Before contacting any provider, get internal alignment on what you actually need.

m |dentified the business objective this hire supports

m Defined the role title and primary responsibilities

m Specified the required tech stack and tools

m Set the seniority level (mid / senior / lead / staff)

m Determined the engagement model (staff augmentation / direct hire / managed team)
m Set the expected duration (months or ongoing)

m Confirmed budget range with finance

m |dentified the hiring manager and day-to-day supervisor

m Defined success criteria for the first 30, 60, and 90 days

Role title

Tech stack required

Seniority level

Engagement model

Duration

Monthly budget (all-in)

Hiring manager

Target start date

Time zone / overlap requirements

30-day success criteria

2. Select a Staffing Provider

Evaluate providers before signing. Use your RFP scores if you ran a formal process.

Shortlisted 2-3 providers based on specialty, geography, and pricing

Verified provider owns legal entities in the supply country (not partner-dependent EOR)

Confirmed vetting methodology (acceptance rate, number of screening stages)

Reviewed published rate cards by seniority and country

Checked provider reviews on G2, Clutch, or Trustpilot
m Confirmed engagement models offered match your needs
m Asked for 2-3 references in your sector or at a similar company stage

m Verified replacement guarantee terms (duration, cost)



m Confirmed no hidden fees (transition fees, admin charges, conversion fees)

m Reviewed the provider's MSA or agreement template with legal

Provider name

Years operating

Owned entities in
Acceptance rate

Senior monthly rate
Time to first profiles
Replacement guarantee
Conversion fee

G2 / Clutch rating

Reference check result

Selected provider:

Reason for selection:




3. Contract and Compliance

Before any work begins, get the legal framework in place.

m MSA / staffing agreement reviewed and signed by both parties

m Statement of Work (SOW) for this specific engagement drafted and signed

m |P assignment clause confirmed (all work product belongs to your company)

m Confidentiality / NDA terms confirmed (mutual, 3+ year survival)

m Data protection terms confirmed (GDPR compliance where applicable)

m EOR arrangement confirmed (provider handles payroll, taxes, statutory benefits)
m Termination terms reviewed (notice period, cure period)

m Replacement guarantee documented in the SOW

m Rate lock period confirmed (12+ months recommended)

m Payment terms confirmed (currency, invoice cycle, payment window)

Agreement type (MSA / SOW)
Effective date

Monthly rate (all-in)

Rate lock period

Termination notice
Replacement guarantee

IP assignment

Payment terms

Governing law / jurisdiction

4. Candidate Vetting and Selection

Evaluate the candidates your provider sends. Do not skip your own interview loop.

Received candidate profiles from provider (target: 6+ within 24-72 hours)

Reviewed each profile against your role definition worksheet (Section 1)

m Shortlisted 2-3 candidates for interviews

Conducted technical interview or assessment (live coding, system design, or Al-native assessment)

Conducted behavioral / culture-fit interview

Checked English proficiency and async communication skills

Verified time zone overlap and availability

m Contacted references (if direct hire)



m Made selection decision

m Communicated selection to provider with start date

Candidate A Candidate B Candidate C

Name

Technical score (1-5)
Communication score (1-5)
Culture fit score (1-5)
Al-native fluency (1-5)
Availability / start date
Rate

Total score

Decision (Y/N)



5. Onboarding

A structured first week sets the tone for the entire engagement.

m Employment contract signed (via provider's EOR)

m System access provisioned (email, Slack/Teams, GitHub/GitLab, Jira/Linear, cloud accounts)
m Development environment documented (setup guide, repo access, local dev instructions)

m Assigned a buddy or onboarding mentor from your team

m Scheduled Day 1 orientation call with hiring manager

m Shared team norms document (meeting cadence, async expectations, code review process)

m Added engineer to relevant channels, standups, and sprint ceremonies

m Day 1 orientation call completed (team intro, product overview, first task)
m First task assigned (small, scoped, deliverable within 2-3 days)

m Engineer has submitted first PR or deliverable

m First 1:1 with hiring manager completed

m Engineer confirmed access to all required systems

m Async communication norms reviewed and understood

m Time zone overlap and working hours confirmed

Email + Slack access
GitHub / GitLab access
Jira/ Linear access

Cloud accounts (AWS/GCP)
Dev environment setup
Team norms shared

Day 1 call scheduled

First task assigned

Buddy assigned

6. Trial Period (First 30 Days)

Use the trial period to evaluate fit. Make the go/no-go decision before Day 30.

m Set clear expectations for trial period deliverables at the start

m Conducted weekly 1:1 check-ins (minimum)



m Reviewed code quality and PR feedback patterns
m Assessed communication quality (async updates, standup participation, documentation)

m Assessed velocity relative to team benchmarks

Gathered feedback from team members who work directly with the engineer

m Assessed cultural fit and collaboration style

Made go/no-go decision before Day 30

m If no-go: notified provider and requested replacement (within guarantee window)

If go: confirmed continuation and communicated to provider

Technical quality

Velocity / output
Communication
Collaboration / team fit
Independence / ownership
Al-native tool usage

Overall

Decision (Continue / Replace / Convert to Direct Hire):

Notes:




7. Ongoing Management

After the trial period, shift to a steady-state management cadence.

m Monthly 1:1 with the engineer (career development, feedback, blockers)
m Monthly performance check against success criteria

m Monthly invoice review (verify hours, rates, line items)

m Monthly sync with provider account manager (if applicable)

m Review and update SOW if scope or role has changed

m Quarterly performance review (formal, documented)

m Quarterly budget review (actual vs. planned spend)

m Quarterly team health check (retention, satisfaction, velocity trends)

m Evaluate whether to scale up, scale down, or convert engagement model

m Update staffing plan if headcount or budget has shifted

m Review contract renewal terms 60 days before expiry

m If renewing: negotiate rate lock, scope updates, any model changes

m [f exiting: provide termination notice per contract terms

m Ensure knowledge transfer and documentation handover (code, access, context)
m Revoke all system access on last day

m Conduct exit debrief with provider (what worked, what did not)

Archive all engagement records (SOWSs, invoices, performance reviews)

1. Define need 1-2 days Role definition worksheet completed

2. Select provider 3-5 days (or 6-10 weeks if running RFP) Provider selected, references checked
3. Contract 3-7 days MSA + SOW signed

4. Candidate vetting 1-2 weeks Candidate selected, offer extended

5. Onboarding 1 week Engineer productive, first PR submitted
6. Trial period 30 days Go/no-go decision made

7. Ongoing Monthly + quarterly cadence Performance reviews, budget checks

Second Talent delivers pre-vetted senior engineers from Asia in 24 hours. Staff augmentation or direct hire under one
MSA. Owned EOR entities across 8 countries. $0 upfront, 30-day replacement guarantee, zero conversion fees.


https://www.secondtalent.com/find-the-talent-you-need/
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