
 
 
 

Steps We Recommend Before Bringing on a Virtual Assistant 
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Determine What You Should Outsource First With a Simple Exercise.  
If you aren’t sure whom you should hire first, use this simple exercise to bring some clarity. 
  
Step 1. Write down a list of all the things you do daily. 
  
Step 2. Take a look at the list and think which would be the easiest ones to get off your plate. 
  
Step 3: Select these tasks and decide if you need a basic or more advanced freelancer by: 
1. Determining your end goal. 
2. Mapping out how to accomplish this task or goal. 
3. Hiring a freelancer that has expertise in the area for which you’re looking. 
  
Hire the Right Level Freelancer for Your Needs 
Many people wonder how much you should pay a freelancer? I like to divide it up into three groups 
to help bring some clarity. 
  



1. Basic Level ($5-$15 / hour, depending on location) These are followers. They are fast learners, 
but you’ll need to train them to follow your system and show them what to do. They are best suited 
for accomplishing basic tasks and monitoring systems and processes that you already have set in 
place that require no previous specialized skills. 
  
2. Mid-Level ($10 – $30 / hour, depending on location) These freelancers have a specialization or 
previous experience in certain areas. You won’t have to train them in their skill set, but they 
generally will need guidance on what you’d like to accomplish. 
  
3. Expert Level Freelancers ($20-$57+ / hour, depending on location) These are freelancers with 
high-level skills and experience. They are consultants, strategists, and planners, and are useful in 
particular cases to execute the most challenging and skill-intensive tasks. 
  
Critical To-Dos Before Hiring a VA 

1. Ask About Their Computer and Internet Connection Upfront: Since most VAs are 
located in foreign countries, they may not have fast or reliable internet access. Make sure 
that they do by asking them in the hiring process. 

2. Use a Test Project Before Onboarding: Before fully hiring and onboarding a freelancer, it’s 
a great idea to give them a small test project to make sure it’s an excellent fit for both of you. 
Choose something that can be done in 30 minutes or less, and is directly related to the job 
for which they will be hired. Pay them for this time. 

3. Ask About How They Take Feedback: Don’t work with people who get defensive. Work 
with people who can take feedback and improve based on it. 

4. Transparency About Who’s Doing the Work: Some freelancers are solo, some 
subcontract small tasks, others operate as an agency. Make sure to ask about who is going 
to be doing the work and set the expectation of transparency 
  
Once You’ve Hired a Freelancer 
  
Tip 1: Hold a Formal Onboarding with Freelancers 
  
After deciding on who to hire, it’s time to give a formal onboarding, which is a great way to 
welcome a freelancer into your nonprofit, get them familiar with your processes, and 
establish expectations upfront. 
  
In the onboarding, you’ll want to: 
● Welcome them to your nonprofit 
● Introduce them to key personnel 
● Share an overview of what they need to know about your nonprofit 
● Create necessary accounts and give them access to critical resources 
● Set expectations about communication 
● Set expectations about work hours. Take time to ensure they have everything they need. 
  
Tip 2: Share How Their Work Impacts Your Nonprofit: 



Give your freelancer context into the why of the work you are assigning to them. This 
information gives their work purpose, you’ll get more buy-in, and you’ll see an overall 
performance increase. 
  
Tip 3: Set Clear Expectations and Deadlines 
Create a clear set of expectations for everything important to you. 
● When you want them to work, should they be on slack or chat? 
● How do you want them to communicate, email, asana, or the like? 
● When should projects be completed? 
● What should they do if they have questions or run into issues? When getting started with 
projects, create explicit project scopes, provide guidelines, and set deadlines for completion. 
Show them what it should look like when done. 
  
Tip 4: Put Everything in Writing 
When working with freelancers, make sure you establish ownership of the work upfront. Get 
everything in writing before work begins and have the freelancer agree to it. 
  
Tip 5: Create and Update SOPs—Standard Operating Procedures 
SOPs are the backbone of efficient work. These documents clearly define how a process 
should be completed. Start by writing a basic, documented SOP for each task you’d like your 
freelancer to finish. This document can be as simple as a google doc with instructions and 
steps. If a job comes out different than you initially expected, go back to the SOP and make 
adjustments. 
  
Tip 6: Use Short Screencast Videos to Help Explain Tasks 
I shoot a quick screencast video to explain how I’d like a task done. I use Screencastify and 
Loom to create my screen recording. This software allows you to show your freelancer what 
you mean quickly, and they are perfect for explaining what you’d like done clearly. 
  
  
Tip 7: Assign 3-5 Small Weekly Tasks to Each Freelancer 
Give each assistant 3-5 small weekly tasks to do besides their core work, which is a quick 
way to get little, time-sucking things off your plate and see how the freelancers work with 
more responsibility. 
  
Tip 8: Schedule Weekly 1-on-1s For Feedback 
Set a schedule for 1-on-1s to make sure you’re giving consistent feedback. During which you 
can: 
● Ask them about how they are doing personally to show that you care 
● Get updates on project status 
● Give feedback on work done 
● Clarify goals 
● Help remove any roadblocks, which also gives you a chance to review their work in stages 
to avoid being disappointed once the project is complete. 
  

https://chrome.google.com/webstore/detail/screencastify-screen-vide/mmeijimgabbpbgpdklnllpncmdofkcpn?hl=en
https://chrome.google.com/webstore/detail/screencastify-screen-vide/mmeijimgabbpbgpdklnllpncmdofkcpn?hl=en
https://www.loom.com/
https://www.loom.com/


Tip 9: Build a Relationship with Freelancers You can make people sign NDAs, set up 
LastPass, and watch over their shoulder every day, but there is no substitute for building a 
strong relationship with your VA. Relationship building protects your nonprofit over 
everything else and increases their loyalty to your organization. 
  
Tip 10: Give Positive Feedback and Motivate Freelancers 
Keep freelancers you hire motivated with the following: 
● Tell them you appreciate them 
● Share their wins publicly 
● Point out something awesome they did in the past month 
  
Final Thoughts 
  
Now that Career Up Now is over $20,000 into the VA/freelance journey, I highly encourage 
you to give it a shot. Start slow and build from there. If you have any questions or need 
further guidance, please do feel free to reach out to me at Bradley@careerupnow.org . 

mailto:Bradley@careerupnow.org

