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1. INTRODUCTION

One concern of business owners who begin working with a virtual professional is how
to handle issues with training & accuracy. Both are highly important in business, and
typically addressed personally in an office setting. You can connect with them
directly. It’s natural to worry about how you will make that same connection with
someone who might be thousands of miles away, or in our case, a 14-hour plane flight
to the Philippines.
That is why we recommend that everyone craft a Virtual Playbook. You’ll be amazed
at how efficiently you can achieve your outcomes when you have a play-by-play,
documented process for dealing with training and what to do when something goes
wrong. It takes all the guesswork out of the employer-employee relationship. How do
you do that? How do you make sure that your virtual professionals have all the tools
they need to be successful in this blended model?
The answer is beautifully simple: You document your systems. Within your scale
framework, when a virtual professional makes a mistake, there must be a process for
determining why.
Training & documentation solve helps avoid ongoing performance issues by
establishing a performance baseline along with the proper procedures required for
your virtual assistant to achieve success. That’s the secret to a great VA experience!
Learn About The Scale Framework: https://www.virtualprofessionals.com/scaleframework
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2. CREATING AN SOP

The first question you should ask yourself is, “Do I have a written process in my
standard operating procedures on how to do this task (or resolve this issue)?” The
standard operating procedures (SOP) should be sufficiently complete to guide your
virtual professional through everything to be touched within the business, even if it is
as trivial as how to answer the phone, where to store documents, or what to put in an
email signature. Then, when someone comes on board, that new employee has a
reference point for everything about the job.
The second question you should ask yourself is, “Did I conduct formal training on how
to do that?” You can’t simply give someone a written procedure and say, “Here you go.
Good luck.” You must help the person understand why the procedure is to be done,
and then further clarify by answering any questions that arise.

If you answer yes to both those questions, you can go back through that
documentation with the employee and show how you covered that scenario in the
training process. This gives the employee the opportunity understand the task
expectations and commit to following through on them.

With all your documentation in place, you can put the onus on the employee to realize
the mistake, and by asking yourself the right questions, you avoid making unpleasant
and counterproductive assumptions and prevent the mistake from happening again.
SOP Framework: https://www.virtualprofessionals.com/sopframework
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3. PLAY, PAUSE, DO

The process of doing that virtually is something we call Play, Pause, Do. This is where
you take a written standard operating procedure and record a screen share that
shows you actually doing the activity. Now not only are you seen doing the activity,
but you can talk to your employees about why & how you’re doing it.
Play, Pause, Do requires every standard operating procedure to have a video
associated with the written documentation for an employee to simply refer back to.
Play, Pause, Do allows an employee who may have gone through 2 weeks of training
to go back to the documented procedures and be able to complete tasks from there.

The great thing is that once you have a video recording of something, it lives forever!
You have crafted it, and it can be set on a Vimeo or YouTube account and played back
as much as is needed. These accounts can be set to “private” so that only people, for
example, with company email addresses can access them. This is why we call it a
virtual “playbook” for employees.
Why is all this documentation so important? So little of human communication is fully
understood in a single iteration. Only 55% of face-to-face communication is fully
understood, and only 37% of nonvisual verbal communication and 17% of written
communication is fully understood. Isn’t that astounding?
Learn About Play, Pause, Do: https://virtualprofessionals.com/playpausedo
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4. THE LEARNING FRAMEWORK

The Learning Framework is a training process that the military and major engineering
companies use. We have adopted it, too, because it is just so effective. Few
businesses adopt this framework until they reach the They-Do-It stage, but we
encourage you to use it from the We-Do-It stage onward. It has these principal steps:
1. Watch. The new employee simply watches an experienced one.
2. Practice. This is a role-play scenario so that the process can be internalized..
3. Confirm. The experienced person watches the new employee do the job to
confirm that the trainee has learned it correctly.
4. Mastery. The employee eventually goes on to teach someone else to do the
job. Bringing it full circle proves the skill has been mastered
This tried-and-true system will save you a lot of headaches and make your virtual
professionals feel secure in the work they are doing for you. Of course, they will still
need to refer back to your standard operating procedures over time, so it is important
to constantly update them.

As a business evolves, you may need to make additions, either by editing a document
or adding an update to a video.

Learn About The Learning Framework: https://virtualprofessionals.com/thelearningframework
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5. THE STICKY CHALLENGE

Now we are going to do a simple but effective exercise to determine how you and
your employees are spending your time. We call this exercise The Sticky Challenge. It
is easy to undertake; you and/or your company can use this tool to do a full leverage
inventory in just one week.

The concept is simple: You will record every single one of your actions on a separate
sticky note throughout the day. You might write, “I made a phone call to a client,” “I
grabbed some food,” or “I had a sales meeting.” At the end of the investigation period,
you will sit down and categorize your activities into three different areas:

1.

Dollar-productive activities

2.

Non-dollar-productive activities

3.

Legacy vs. non-legacy activities

The concept of what is dollar productive is fairly obvious. Legacy vs. non-legacy might
strike you as a subtler distinction. A legacy task is anything that gives you leverage
inside your business; setting up of a legacy task like building out a CRM or a referral
program is the ultimate gift because it creates time freedom. Non-legacy tasks are
more routine with a short-lived impact.

Learn About The Sticky Challenge: https://virtualprofessionals.com/stickychallenge
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6. TIME INVESTMENT

When you’re a business owner burdened with time constraints, the idea of making a
time investment in training & documentation may not seem like a good use of your
time to document all this training. You might be thinking, “This is a lot of work!”
Trust me when I say you will be glad you followed the process to the letter. Once it is
done, it can be replicated a thousand times. And it might not even take up as much
time as you think.

You can record yourself as you go about doing the tasks you want to delegate, like
making sales calls, for example. Rather than spending 3 hours concocting a dummy
training scenario, record a video of a real call. Then it doesn’t become a lot of work for
you and, overall, is less burdensome.

The bonus is that the personal touch involved in going through this process with a
virtual professional sets the stage for good long-term working relationships.

The time you invest will ideally result in your virtual professionals feeling good about
going along with you on this entrepreneurial journey and get them excited about
bringing your product or service to the world.

Learn More About Time: https://www.myoutdesk.com/successfully-train-your-virtual-assistant/
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7. COMMUNICATION

Get a communication platform that includes chat, video call, and phone features.
At MyOutDesk, we use a platform called RingCentral. After trying several
platforms over the years, this system has worked out best for us. We find that
features such as the Chat and Video calls have been extremely useful.

We can talk “face-to-face” and record these conversations for future reference,
as well as easily correspond whenever we need to. We also have a phone feature
wherein we can have a number with a Sacramento area code (where our main
office is based.) Your virtual assistant should be able to have a number that
reflects your area code, especially your Real Estate USA.

Have a task-management system. A task-management system is a great way to
keep track of projects, daily tasks, events, and a slew of other operations in your
business. We use monday.com, but there are a lot of different systems available
out there like Basecamp, Trello, etc.

You can set up your system by team member or department, and have each task
aligned with corresponding steps; your team can then make regular updates on
progress, ask questions, or even seek the help they need from you to remove any
roadblocks. This is an excellent way to keep visibility on your business.
Learn About Communication: https://virtualprofessionals.com/communicationguide
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8. THE 30X RULE

90 Days

30x

(Crossroads)

Mastery
(180 Days)

The 30x Rule says that if a task takes you 10 minutes complete, then multiply
that time investment by 30x to train mastery (5 hrs). That seems like a ton of upfront time investment, but if you’re doing that 10-minute task everyday for an
entire year, it is all worth it to give that 5hrs training time away, so that you can
have 10 minutes of your time back for 365 days.

Time

GROWING
REVENUE

COMMITMENT
& DESIRE

We call that Compound Leverage- if you focus on the high-dollar priority stuff
with that saved time, you can drive revenue for your business.

•

First 10 days: Getting Started - Informing the VA on basic concepts & tasks.

•

90-Days: The “Crossroads” - VA’s should be delivering the desired outcome.

•

180-Days: Mastery – VA’s should deliver high value in low time.

Play, Pause, Do - instead of spending 5hrs of training for each person, you can go

Value
Commitment & Desire: It’s important to invest in the training process

ahead and create a "training video" where in you'll cover the entire concept and
you'll have to do it only one time.

& understand that it takes at least 90 days for a virtual assistant to
reach the break-even point in terms of generating a net ROI.
Growing Revenue – At 90 days, your VA should be generating more
income than it costs to maintain them, and their efficiency &
profitability for you will continue to increase from there over time!

Each video becomes part of the training process where in you can watch it over
and over again. You can pause it, go back, freeze it, think about it, google if you
need to and learn about it, to have a better understanding what it's all about.

Learn About The 30x Rule: https://www.myoutdesk.com/the-30x-rule
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START SCALING YOUR BUSINESS TODAY!
www.MyOutDesk.com
EMAIL: getmod@myoutdesk.com
PHONE: 800-583-9950

“Either you have an assistant, or you are the
assistant. It’s your choice.”
- DANIEL RAMSEY
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