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Before you start interviewing virtual assistants, you need to build 
the foundation that determines 90% of your VA success. This 
checklist ensures you've prepared your business properly so any 
capable VA can thrive from day one, rather than struggling due to 
unclear systems and expectations. 

Checklist 

1.​ Task Documentation & Analysis 
​ Track and document all your daily tasks for one full 

week​

Create a comprehensive list of everything you do in your 
business by recording tasks as they happen throughout 
each day. This reveals exactly where your time goes and 
identifies which activities don't require your unique 
expertise, providing the foundation for effective 
delegation. 

​ Categorize tasks into three priority groups​

Divide your complete task list into: (1) tasks only you can 
do, (2) tasks you should do because you're uniquely 
skilled, and (3) tasks anyone could do with proper 
training. The third category becomes your VA task list 
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and often surprises entrepreneurs with how much time is 
spent on delegable activities. 

​ Select your top 3 high-impact, low-complexity tasks for 
initial delegation​

Choose tasks that occur regularly, have clear 
procedures, and don't require your specialized 
knowledge. Starting with simple, repeatable tasks allows 
your VA to build quick wins and establish trust before 
moving to more complex responsibilities. 

2.​ Process Documentation & SOPs 
​ Write step-by-step procedures for your three initial 

delegation tasks​

Document each task with clear, simple instructions that 
anyone can follow. Focus on clarity over perfection—you 
can refine these procedures based on real-world 
feedback from your VA. 

​ Include screenshots and visual examples in your 
procedures​

Add visual aids to your documentation to eliminate 
ambiguity and reduce misunderstandings. A picture often 
explains complex steps better than paragraphs of text. 

​ Gather examples of quality work that show what 
success looks like​

Provide your VA with actual examples of excellent 
completed work so they understand your standards. 
These reference materials prevent confusion about 
quality expectations and give VAs a clear target to aim 
for. 
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​ Create templates for frequently performed tasks​

Develop reusable templates for common activities like 
email responses, social media posts, or data entry 
formats. Templates ensure consistency while reducing 
the time needed for task completion. 

3.​ System & Tool Preparation 
​ Organize all login credentials and access information​

Compile usernames, passwords, and access instructions 
for every tool and system your VA will use. Having this 
information ready prevents delays and demonstrates 
professionalism from the start. 

​ Set up project management and communication tools​

Establish your infrastructure using platforms like Trello, 
Asana, or ClickUp for task management, plus Slack or 
Microsoft Teams for daily communication. Start with 
simple configurations that both you and your VA can use 
immediately. 

​ Create accounts and configure permissions for your VA​

Set up user accounts with appropriate access levels 
before your VA starts. This preparation allows them to 
begin working productively on day one rather than 
waiting for access. 

4.​ Role Definition & Expectations 
​ Write a detailed job description with specific 

responsibilities​

Create a clear role definition that explains exactly what 
your VA will do. Instead of vague statements like 
"manage email," write specific deliverables such as 
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"respond to customer inquiries within four hours using 
provided templates." 

​ Define decision-making guidelines and approval 
boundaries​

Establish which decisions your VA can make 
independently and when they should seek your approval. 
For example, they might handle routine customer 
questions alone but escalate refund requests to you. 

​ Establish 3-5 key performance metrics for measuring 
success​

Determine how you'll evaluate VA performance using 
results-based metrics. Focus on quality (accuracy and 
standards), speed (completion time), and consistency 
(reliable results over time) rather than just hours worked. 

​ Set communication expectations and schedules​

Clarify your communication style, response time 
expectations, and availability. Specify when you'll check 
messages, how urgent issues should be escalated, and 
what qualifies as urgent versus routine. 

5.​ Emergency Preparation & Support Systems 
​ Prepare emergency contact information and escalation 

procedures​

Document how your VA should handle urgent situations, 
who to contact if you're unavailable, and what constitutes 
a true emergency. This preparation prevents panic when 
unexpected issues arise. 
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​ Develop decision-making guidelines for common 
scenarios​

Create a reference guide showing how to handle typical 
situations your VA will encounter. This empowers them to 
solve routine problems independently while knowing 
when to involve you. 

6.​ Pre-Launch Review 
​ Test your procedures by having someone else follow 

them​

Ask a friend, colleague, or family member to attempt your 
documented processes. If they get confused, your SOPs 
need improvement before handing them to your VA. 

​ Verify all tools and systems are working properly​

Log into each platform your VA will use to confirm 
everything functions correctly. Test permissions, check 
that templates are accessible, and ensure communication 
channels are operational. 

​ Schedule your first week of check-ins and meetings​

Block time on your calendar for daily brief check-ins 
during the first week and a longer review meeting at the 
end. Consistent early communication prevents small 
issues from becoming major problems. 
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