THE AGENT

THE VA HIRING TOOLKIT

By Timothy Whittemore, Real Estate Expert and VA Coaching Mentor,
Author of The Freedom Agent

Why Hiring a VA Changes Everything
Hiring your first virtual assistant isn’t a staffing decision — it's a leverage decision.

At some point in your business, working harder stops working. You don’t need more hours, more
hustle, or more willpower. You need leverage. A VA is often the first and most important step
toward building a business that no longer depends entirely on you.

Done right, a VA doesn’t just save time. They create space — for growth, clarity, and freedom.

This toolkit exists to help you make your first VA hire with confidence, structure, and clarity —
without costly trial and error.

We've helped agents hire, train, and deploy virtual assistants across every stage of growth.
What follows is the framework that works.

1. Are You Ready to Hire A VA?

Most agents don’t ask whether they need a VA — they ask whether they're “ready”.

Your Discovery Checklist:

[J I'm doing tasks daily that don’t directly generate revenue
[J My follow-up or admin work is inconsistent

[J My business slows down when | take time off

[J | feel busy but not productive

[J I'm the bottleneck in my own operation

[ I delay growth because | “don’t have time”

If you checked 3 or more, you don’t need more discipline, you need leverage

Most agents wait too long to hire. The best time to hire a VA is before burnout, not after it.
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2. What Tasks a VA Can (and Should) Do
Your first VA should not “do everything.”

The goal of your first VA is simple: remove friction from your day and free you up to focus on
high-impact work.

Task Category Example Tasks Why This Matters

Admin & Ops Inbox, calendar, file management Reduces daily friction

CRM & Data Contact cleanup, tagging, follow-up Improves consistency
reminders

Transactions Document prep, status updates Frees mental bandwidth

Marketing Posting, scheduling, basic edits Keeps momentum

Support

Reporting Tracking KPIs, simple reports Improves visibility

Your first VA stabilizes your business before they help scale it.
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3. Where to Find a VA (And Why Most Hires Fail)

Freelance Platforms Fast access
Referrals Familiar
DIY Overseas Hiring Lower cost

Proven Placement Process Trained talent

Common Ways Agents Try to Hire VAs (And Why Most Struggle)

Common Pitfalls

No vetting, high turnover

Limited screening

No systems, poor onboarding

Requires trust in system

Most VA hires fail at the system level — not the people level.

The fastest and safest path is working with a proven placement and onboarding process instead

of guessing your way through it.

4. How to Screen a VA (What Actually Matters)

Resumes don’t matter as much as most people think.
What matters is how someone thinks, communicates, and takes ownership.

Look For

Red Flags

Clear written communication
Problem-solving examples
Attention to detail
Coachability

Ownership mindset

Vague or generic answers
“Yes to everything” responses
Missed instructions
Defensive behavior

Needs constant direction

Skills can be trained. Attitude cannot.
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5. Assessment Tools You Can Use

Assessments remove emotion from hiring decisions.
Simple Assessment Tools That Work

Short written task (email, checklist, data cleanup)
Instruction-following test

Communication clarity sample

Time-bound task to observe execution

You’re not testing perfection. You’re testing:

How they think

How they follow instructions
How they communicate
How they problem-solve

Strong assessments reveal more than long interviews ever will.

6. Screening + Interview Process
Your interview should not feel like a conversation, it should feel like a clarity check.
A simple screening flow that works:

1. Written application

2. Task-based assessment

3. Short interview (30 minutes or less)
4. Expectation-setting conversation

Ask about:
e Handling mistakes
e Prioritization
e Communication under pressure
e Feedback response

You’re not interviewing for talent alone — you’re interviewing for trust, reliability, and
consistency.
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7. Creating the Infrastructure To Support Your VA

This is where most agents fail.
A VA without systems will always underperform — no matter how talented they are.

What Must Exist Before Your VA Starts

[J Clear role definition

[J Documented SOPs or Loom videos
[J Task management system

[J Communication cadence

[ Feedback & review rhythm

Your job is not to manage every task. Your job is to create clarity.

A VA without systems will always underperform — no matter how good they are.

Final Thoughts

You can piece all of this together on your own. But most agents who succeed don't.

They shortcut the process by using proven frameworks, trained talent, and guided
implementation — saving months of frustration and costly mistakes.

If you want to hire your first VA the right way, we’re here to help!
https://calendly.com/whittemoretg

Freedom in your business doesn’t come from doing more.
It comes from building smatrter.

GET THE BOOK

SCAN NOW!



https://calendly.com/whittemoretg
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