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STEP 1. CONDUCT A TIME AUDIT FOR AT LEAST 3 DAYS
Take a piece of paper or open a word doc, and time block everything you do. Then, write out
whether or not what you spent your time on is repeatable and if you think it's a teachable
task. Most tasks are teachable. It's just your neuroses of being an entrepreneur that's
stopping you from letting go. Trust me on this.
By the end of this step -- you should be able to identify at least 2 hours you spent on
something you could have gotten help on.
Examples from my past: creating Canva thumbnails for Pinterest posts for social media,
typing meta descriptions for SEO post optimization, Copyscape and Grammarly auditing for
plagiarism, Pinterest post scheduling, etc.

STEP 2. CREATE YOUR STANDARD OPERATING PROCEDURES
Think about how you'd explain something to a 5th grader and hedge for mess ups. Ask
yourself what did you often mess up the first time you were learning these?
Shortcut: Go to Loom.com and download the extension. Videorecord you doing the task a
few times, then write accompanying instructions. This is helpful because it will give your VA
another form of the instructions in case they are visual learners.
Think about if you were to create a test task that'd take 5 minutes to do, what would you
ask? This will come in handy for step 3.
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STEP 3. CREATE AN RFP AND INVITE CANDIDATES
I recommend Upwork or Onlinejobs.ph. I don't like Fiverr because imo it's harder to build a
relationship with your team.
Make sure you:
Title your post:
Example: Virtual Assistant Needed for Wordpress Blog Management or Virtual
Assistant Needed for Managing Customer Support, etc.
Outline what you're looking for: overview of the work, desired experience if any,
specific questions for the applicant that may relate to the tasks they'll be doing, your
budget, and a SECRET WORD.
I like using random words like Avocado or Mammoth and asking the applicants to
use the SECRET word in their response to see if they actually read my description.
Include your budget: On Upwork, it's fixed rate or hourly contracts. If you're unsure
about whether you can trust someone yet, start with fixed rate -- this is lower risk
because it's either done or it's not. After a while, you can switch to hourly once you build
up your working relationship.
Ask specific questions: I.e. Provide a writing sample that demonstrates your ability to
write meta descriptions, etc. Anything that can help you filter.
Tip:
Use your free invites. It's an easy way to get traction when you're a new client that doesn't
have any feedback.
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STEP 4. SHORTLIST YOUR CANDIDATES and PICK 3.
I recommend not just looking for the cheapest VA -- they're not worth the time typically to
train. You typically will want to look for a blend of value and skill for most standard tasks.
Some people recommend interviews, I think that's a waste of time. There are some VAs I've
worked with for 5+ years that I never interviewed or even had a phone conversation with.
It's been purely chat or e-mail communication. The key is in the test task and how you set
them up for success.
Give 2-3 people a try of part of the assignment. This spreads your risk and you can see who
does it best. For this, I'd set up mini fixed rate milestones and see if they can follow your
instructions clearly.

STEP 5. TEST - SHARE INSTRUCTIONS AND NECESSARY
CREDENTIALS.
This is where the planning of steps 1 and 2 come in. Share the documents and videos you
made. Give a clear timeline for when you expect work returned. Leave an open door if they
have questions for you.
Think of your VA like a literal employee -- you wouldn't leave your FT hire to figure it out by
yourself I hope, so be patient with your new team members!
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STEP 6. REVIEW WORK
Hire the virtual assistant that was able to:
Do the task
Did it well
Seems coachable
You just saved yourself at least 2 hours!

STEP 7. REPEAT and REWARD
Go back through your time audit and outline the next set of instructions. The goal is to
outsource at least 80% of yourself, if not 100% of yourself. I promise you if you commit to
cutting 30 minutes of your work every week to your VA, you will love what you do so much
more.
Hope you found this guide helpful!
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#1: Upwork
This is the mecca of freelance work. They feature a massive talent pool and it is easy to get
started, get escrow protection, and it's free to post. A drawback is they do take 20% fees to
the freelancer for the first $500 of work -- so be aware of this and treat your VAs
respectfully.

#2: Onlinejobs.ph
One of the largest job bulletin board for Filipino VAs. There is an upfront monthly fee you
have to pay in order to get access to the database -- that being said, it's worth it.
With a free account, you can see who Is available but can't contact anyone. It's $69/mo to list
three job posts and contact 75 prospective applicants. If you want to support the channel,
you can do so by using the affiliate link from this video.

#3: Facebook Groups
There are tons of public Facebook groups for virtual assistant hiring. Unlike the prior two
options, you'll need to set up your own sort of process. For example, you'll need an e-mail for
applications or a form to apply, interview or sample test questions, payment system, etc.

#4 Fiverr
Personally, I think Fiverr is more appropriate for fixed projects where you have a certain
type of work you know needs to get done and gets done by others. I'd say go here if you're
running out of options for places to find VAs.
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Tip 1: Always teach the how and the why. Record everything with a
screen recorder.
I go over a few helpful tools to do this for you in the YouTube video. Check out Loom.com.

Tip 2: Convert everything to a text-based form of instructions.
Imagine you had to write 10 steps out for the actions of stocking, ringing up, or bagging -what are those 10 steps?

Tip 3: Build up to your true task. Start with mini-actions for
practice, and then scale up.
Give mini tasks so you can give immediate feedback. VAs might identify holes in your
instructions you can clarify.

Tip 4: Always cover the time and date when you'd like something
done.
Timelines help VAs prioritize every task in relation to one another.
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Tip 5: Treat your VAs with respect. Check in with them on a regular
basis - show you care.
Treat your VAs like they're part of your in-house team. You can do this with advances on
work when VAs may be tight on money, bonuses for exceptional work, friendly greetings
during major holidays, and just a comment checking in on their well-being.

Tip 6: Make it easy for them to write a daily recap.
For my VAs, this might look something like 5/22, 2 hours, Completed SEO research for 10
new post ideas and queued 7 articles for publishing. This allows you to also have a written
record so you can understand how your VAs are developing in your systems and workflows /
if they're getting faster or not.

Tip 7: Maintain your SOPs every quarter or after every major
sprint.
Build a master document based on platform that outlines every written instruction and set
of videos you've given your VAs. At least four times a year, I ask my VAs for feedback on the
master document. This allows a time to reflect on potential changes to the instructions that
need to be made, and ways to improve or re-record different videos that may have become
outdated.
I go over each of these tips more in-depth in the YouTube video, so be sure to check that out!
Hope you found this guide helpful.
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