
 

Interviewing a VA 

Okay, so you have a pool of three, hopefully, virtual assistant candidates to choose from. But 
before we choose, we got to go through the interview process. 

Now, I'll tell you the best way to shortcut this is number one, find somebody else that's already 
using a VA. That way you can really shorten this process up because coming from someone else 
who is like you, who has a VA that's proven, there's not a lot that you have to do there. Using a 
service like BELAY, they do all of this for you. Now, they're going to interview you to make sure 
it's a good match. But let's say that you're using Upwork or you're using your personal network, 
and you have three potential candidates who could become your virtual assistant. 

So the interviewing process, what we want to do here is we want to gauge personality. It's very 
important that not only does this person have the technical skills, but as we mentioned in the 
previous lesson, that they also have that fit to us culturally, even if we're just using them for an 
hour or two hours. Hopefully this situation is going to grow. Hopefully we're going to continue 
to use them for more and more things. 

So, if you recall, what we did back in the procedures and what we talked about in the previous 
lesson is what are the things that you want to offboard first? We want to offboard those simple 
tasks, those simple things that you've already documented, all right? With the video, with the 
transcript and with checklist. And you want to say, what are the things that, number one, I 
really don't like doing? If you recall, back in the being effective and productivity, we talked 
about your unique abilities. Obviously you're not going to have somebody else do those. Things 
that you're excellent, competent or incompetent with, you're going to give off to somebody 
else. 

And so, you want to start with the most simple thing. So going back to my example with Beth, 
getting rid of the email, and then moving onto my calendar and managing that, and then 
moving on to managing the podcast, managing the guests. We escalated the complexity of it. 
And now, there's just so much that she does. She's just a right-hand person, right? And that's 
the same thing. But we started with something simple. So you've got to know what you're 
starting with. 

And also, I like to think a couple of blocks ahead. Because let's say that the person that you're 
interviewing is really, really good at email management and calendar, but they don't know 
anything about Microsoft Excel and that's something that you want to give off to them. So I like 
to think two or three steps ahead so that I can put this in there because it's come to my 
attention before that I've hired somebody and they, hey, they didn't, they weren't, they 
weren't there for the future. They weren't there for our future needs. And that's not something 
that we want. So make sure that you have a clear target in mind of what you want to start them 
with, what they're going to go to next, and what they're going to go to right after that, okay? 

So the great thing about a VA though is that they are utility people. In baseball, there's a utility 
player that can pretty much play any position, and they are very valuable because they have 
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this general knowledge. They have this general knowledge of how every position is played, and 
they're good at all of them. They may not be experts, but they're good at all of them. And this is 
kind of what a VA is as well, and especially if they have experiences, especially if they've been 
trained by somebody like BELAY, right? They are already kind of ahead of you and they can 
anticipate and they've done what you are asking them to do. Start with the simplest of things. 

Now, let's talk about the actual interview process. So in the job description that we have there, 
you can see that there's a lot of personality. There is a lot of, for us, silliness. It's a lot of sharing 
our personal values, sharing our beliefs, sharing our wackiness. All those different things are 
very important because as I was speaking with Kelly right before this, talking about hiring VAs in 
our experience, if you tell a corny joke and they don't laugh at you, then that's probably not a 
good thing, right? If you're a serious person and you want somebody else that's serious like 
you, that's something that you need to let out. There's no right or wrong way. But you want to 
have somebody that not only aligns with you in terms of core competencies and technical skills 
but in personality, because that's what it's all about. 

Now, we've got these three candidates. So the first thing we want to do is we want to interview 
all three of them. And what we want to do in the interview process is mimic what they're going 
to be doing for us inside of real-world situations. 

So let's say that the first three things that I wanted my VA to take over with my email, my 
calendar, and then scheduling calls with my clients, okay? Scheduling the monthly calls with my 
clients. So the last one there, lot more complex, okay? A lot more soft skills. That probably 
wouldn't be the third one, but I'm just using this as an example. So I would go back and I would 
make sure that that was something that he or she could do and do well. 

And so one of the things that you want to do with an interview is you want to do a video 
interview. You want to see their face, okay? Now you don't want to surprise them with this. 
Because as I've been forewarned before, I've asked people on our team to show their faces, 
and the ladies were like, "I don't have on makeup. I'm not showing my face." So make sure that 
when you schedule the interviews, you say, "Hey, at 4:00 PM tomorrow, we're going to do a 
FaceTime, or we're going to do a Zoom meeting, and I would love for you to use your camera." 
If they don't, and you've told them that, then they're out the door, okay? I want to look 
somebody eyeball to eyeball. At least virtually, to see them, to interact with them. Because a 
lot can be caught, right? With facials expressions and all of that. So make sure that you're using 
that camera. Make sure that you're coming across on camera as well, making sure that you're 
building that rapport. 

And one of the things that I'm doing is making sure, obviously with their application or 
whatever, that they met the technical qualifications. They know Gmail. They know how to use 
Google Calendar. They know how to use Excel. They know how to use all of those other things. 
So what I want to do is I want to ask them questions specific to what it is I'm going to be doing, 
they're going to be doing for me, okay? So I want to put them in a day in a live situation. I want 
to ask them how they would address this. What are the common challenges? I want to, again, 

© 2020 Bookkeepers.com 
 



 

as we mentioned earlier, mirror what they're going to be doing day in and day out with my 
business. 

Now, as an aside, I'm also going to leave a list of the common tasks that you can offboard. This 
is actually from BELAY. They've got a lot of great resources. Even if you don't use them, go to 
their blog. You would think that I own that company. I don't. But if you go there, they've got a 
lot of great resources and tips, so I'll leave a link down below as well that you can go and access 
that because our juices need to get flowing. There's a lot of things that we think, "Oh, I couldn't 
offboard that." But actually you can, just take some methodical approach. 

So the interview, right? So you've interviewed the three people. Usually one of those people 
eliminates themself, right? They're a nut, they don't show up, whatever the case may be. So 
when it comes down to the other two, technical skills being the same, the determining factor 
for me and actually before the technical skills is the personality fit, right? Their ability to learn, 
their ability to adapt. And I wish that I could give you the hard and fast three-step rule to always 
hire the right person. If I did that, I could write a book and make billions of dollars because this 
is something that every single business owner struggles with. But what you got to do at the end 
of the day is that you got to hire one of these people. 

Now, as a caveat, let's say that everything was the same. There were two great qualified 
candidates, and you had four hours a week of VA time allocated and budgeted. What you could 
do, and I really like this, is that you could hire both, okay? One could do two hours. The other 
could do the other two hours. Two is one and one is none. Two is one and one is none. The 
great thing there is that one of them might not work out. Hopefully both of them would work 
out. And now you have two VA's that you're training at the same time, that are helping you, 
and they're helping one another. So, if you can split up that time, if you can give each of them 
two hours a week because you have four hours, then great. If you have two hours, you could 
give one and one. 

So if you can hire two people like that, and I say hire, obviously you're just engaging them, that 
would be great. Now, if you're using something like BELAY, you can't do that. They're only going 
to give you one unless you want to pay for two, and the minimum hours is a higher threshold 
there. So probably most of us, we're going to start with somebody else's VA that they've 
recommended to us, or we're going to start with something like Upwork that we talked about 
in the previous lesson. 

Okay, so that is one thing. The interview process, the job description, really, this is where your 
interpersonal skills come in. And if you really like them, this is where your sales skills come in, 
because you're selling them. You're selling them on coming to work for you. Because if that VA 
is in demand, if that VA is somebody who's solid, who can deliver all the time, they probably 
don't have a lot of availability in their schedule. Just like us as bookkeeping professionals, right? 
It's a great problem to have so they can be selective. So you have to do a sale process, okay? 
And the best way to do a sales process is to say, "Hey, you're like me," right? To mimic that, not 
to say it, but so that they see that they're going to enjoy working with you. 
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One of our key instrumental people on our team is our web team and development. I love 
working with them. They love working with us. At least that's what they say. As long as I pay 
them, right? No, but we have this great working relationship. It's full of mutual respect, and it's 
been that way from the beginning. I knew that they were our kind of quirky, even though the 
guy that leads that up is 20 years younger than me, right? We just have a great time. We banter 
back and forth, but at the end of the day, they're damn good at what they do. And that's what 
you are looking for in your VA, okay? 

So, you went through it. You got a pool. You've interviewed three. You've made a choice of one 
or two. Now, how do you start offboarding those tasks? How do you start getting things off 
your plate and putting it on their plate? How do you make sure that the quality assurance is 
there? That's what we're going to cover in the very next lesson. 
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