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Stop doing $15/hour work when you could be making $150/hour.

You are a producing loan officer. So why are you spending your evenings updating the pipeline
spreadsheet and chasing realtor partners for coffee?

Here's the brutal truth: every hour you spend on admin work is an hour you're not talking to borrowers,
building referral relationships, or getting files to the closing table.

"But I tried hiring help before…"
Let us guess. You hired someone, sent vague instructions, got mediocre results, and decided it was easier
to just do everything yourself.

The problem wasn't your hire. The problem was your communication.

Most loan officers don't know how to delegate effectively. They wing it, and then wonder why it doesn't
work.

What if we told you there's a better way?
Inside this guide are the exact scripts and templates our most successful clients use to delegate like pros.
No guessing. No confusion. Just copy, paste, and get your time back.

Ready to work smarter, not harder? Let's dive in.

Page 2

ForewordForeword



Table of Contents

Part 1: Email Scripts That Work

Chapter 1: Delegating New Tasks

Script 1: The Basic Task Delegation

Script 2: The Urgent Task
Script 3: The Recurring Task Setup

Chapter 2: Managing Ongoing Work

Script 4: The Status Update Request
Script 5: The Weekly Check-In

Script 6: When Something's Late

Script 7: Providing Quick Feedback

Chapter 3: Providing Effective Feedback

Script 8: Positive Feedback That Motivates

Script 9: Constructive Feedback That Improves

Script 10: When Work Misses the Mark

Part 2: Templates for Success

Chapter 4: Quality Standards Framework

Template 1: Communication Standards

Template 2: Work Quality Standards

Template 3: Client-Facing Standards
Template 4: Deadline & Project Management

Template 5: Error Handling & Improvement

Template 6: Brand Consistency
Template 7: Quality Checklist

Chapter 5: Weekly Communication Rhythm

Template 8: Monday — Weekly Kickoff
Template 9: Wednesday — Mid-Week Check

Template 10: Friday — Weekly Wrap-Up

Template 11: Monthly Performance Review

Conclusion

Page 3



Part 1
Email Scripts that Work

Page 4



Chapter One

Delegating New Tasks

The #1 mistake loan officers make when delegating? They send emails like this:

"Hey, can you handle my social media posting? Thanks!"

Then they wonder why their Virtual Assistant (VA) posts generic content that doesn't match their brand,
posts at random times, and never engages with comments.

Here's the reality: your VA isn't a mind reader. They need clear, specific instructions to deliver the results
you want.

The solution? Use proven email scripts that eliminate confusion and get better results from day one.

THE GOLDEN RULE OF DELEGATION

Be so clear that a stranger could do the task perfectly.

That means:

Think of it this way: if you were training a new assistant, you wouldn't just say "go work the pipeline."
You'd explain exactly what to do, how to do it, and what success looks like.

Same principle applies to your VA.

Specific instructions, not vague requests

Clear deadlines, not "whenever you can"

Expected outcomes, not assumptions

Resources provided, not "figure it out"
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SCRIPT 1: THE BASIC TASK DELEGATION

When to use: any time you're assigning a new task.

Subject: New Task: [Task Name] — Due [Date]

Hi [VA Name],

I have a new task for you:

Task: [Describe exactly what needs to be done]
Priority: [High / Medium / Low]
Deadline: [Specific date and time — not "ASAP"]

Step-by-step instructions:

1. [First thing they should do]

2. [Second step]

3. [Third step]

What I need from you: [Specific deliverable — email confirmation, completed document, etc.]

Resources you'll need:

Access to: [Platform / tool]

Files located: [Where to find them]

Contact info: [If they need to reach someone]

Questions? Reply to this email or text me at [phone].

Please confirm you received this and when you'll have it completed.

Thanks!
[Your Name]
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SCRIPT 2: THE URGENT TASK

When to use: something needs immediate attention — use sparingly.

Subject: URGENT: [Task Name] — Need by [Specific Time Today]

Hi [VA Name],

I have an urgent request that needs immediate attention:

Task: [Brief, clear description]
Needed by: [Specific time TODAY]
Why it's urgent: [Brief context — customer emergency, deadline, etc.]

Drop everything else for this — we can reschedule other tasks.

Immediate action needed: [Step-by-step what to do right now]

Call or text me at [phone] when you start. Questions? Call me — don't email.

Thanks for jumping on this!
[Your Name]

SCRIPT 3: THE RECURRING TASK SETUP

When to use: tasks that happen regularly — weekly, monthly.

Subject: New Recurring Task: [Task Name] — [Frequency]

Hi [VA Name],

I'm setting up a new recurring task for you:

Task: [What needs to be done]
Frequency: [Daily / Weekly / Monthly — specific days and times]
First deadline: [When to start]
Ongoing schedule: [When it repeats]

Detailed process: [Step-by-step instructions they can reference each time]
Quality standards: [What good work looks like for this task]
Reporting: [How and when to update you on completion]
This replaces: [Any old process, if applicable]

Questions about the process? Let's schedule a quick call to walk through it. Please confirm you
understand and can commit to this schedule.

Thanks!
[Your Name]

Page 7



PRO TIPS FOR TASK DELEGATION

Do

Don't

COMMON MISTAKES TO AVOID

Mistake #1: "Handle my leads."

Better: "Call the five leads in the CRM marked 'New This Week' using the script in our shared folder. The
goal is to book a call with me — do not discuss rates or products. Report back who you reached and the
next step for each."

Mistake #2: "URGENT: Everything!"

Better: save "urgent" for real emergencies. Most things can wait a few hours.

Mistake #3: "Figure out how to do X."

Better: either provide clear instructions or schedule time to train them properly.

Mistake #4: Sending ten tasks in one email.

Better: one task per email, or a clearly numbered list with priorities.

Be specific — "Update the twelve borrower records in the CRM with their current status," not "tidy
up the pipeline"

Set real deadlines — "Friday by 3 PM," not "soon" or "ASAP"

Provide context — why the task matters

Give examples — show them what good work looks like

Ask for confirmation — make sure they received and understood

Assume they know your process — explain everything

Use "urgent" for everything — save it for real emergencies

Give five tasks at once — one clear task per email

Skip the follow-up — confirm they got it and can do it

Forget resources — provide the logins, files and contacts they need
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Chapter Two

Managing Ongoing Work

You've delegated the task. Now what?

Most loan officers make one of two mistakes:

Mistake #1: They disappear. "I'll check back in a week."
Mistake #2: They hover. "How's it going?" every hour.

Both kill productivity and frustrate everyone. The sweet spot is regular check-ins that keep you informed
without being annoying.

THE CHECK-IN STRATEGY

Simple rule: longer deadlines mean more check-ins.

SCRIPT 4: THE STATUS UPDATE REQUEST

When to use: checking progress on any task.

Subject: Quick update on [Task Name]?

Hi [VA Name],

Just checking in on [specific task name].

How's it going? Any roadblocks? Still on track for [original deadline]? Need anything from me to
move forward?

A quick reply is fine — I just want to make sure you're not stuck.

Thanks!
[Your Name]

Same-day tasks: no check-in needed

Two to three day tasks: one quick check-in

Week-long tasks: check in every two to three days

Ongoing projects: weekly updates
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SCRIPT 5: THE WEEKLY CHECK-IN

When to use: managing ongoing work and planning ahead.

Subject: Weekly Check-In — [Date]

Hi [VA Name],

Time for our weekly sync.

This week you completed: [Let them fill this in]
Next week's priorities: [What's most important]

Any issues I should know about? Resources needed for upcoming tasks? Feedback on anything
from this week?

Send me a quick reply by [day] so I can plan accordingly.

Thanks!
[Your Name]

SCRIPT 6: WHEN SOMETHING'S LATE

When to use: a task is overdue. Stay calm and find out why.

Subject: Following up on [Task Name]

Hi [VA Name],

I noticed [specific task] was due [when] and I haven't received it yet.

What's the situation? Is there a problem I can help solve? When can you realistically get this done?

No worries if something came up — I just want to know where we stand so I can adjust my
schedule.

Let me know what's happening.
[Your Name]
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SCRIPT 7: PROVIDING QUICK FEEDBACK

When to use: the task is done and needs minor adjustments.

Subject: Quick feedback on [Task Name]

Hi [VA Name],

Thanks for [specific task] — overall it looks good.

Small adjustment needed: [One specific change]
For future reference: [One tip for next time]

Can you make that change and resend?

Appreciate the good work.
[Your Name]

THE "NO NEWS IS GOOD NEWS" RULE

Tell your VA upfront: "If I don't reply to your completed work within 24 hours, assume it's perfect. I
only respond when I need changes or have feedback."

Why this works:

Reduces unnecessary emails

Your VA knows silence means approval

Saves time for both of you

Eliminates "did you get it?" messages
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MANAGING MULTIPLE TASKS

Subject: This Week's Priorities

Hi [VA Name],

You have several tasks this week. Here's the order:

Must do today: [Most urgent item]
This week, high priority: [Important items]
If time allows: [Nice to have items]

Questions about priorities? Just ask.
[Your Name]

RED FLAGS TO WATCH FOR

It's time to have a conversation when:

Don't ignore these signs. Address them quickly, with a direct conversation.

Tasks consistently come back wrong

Deadlines are missed without communication

Your VA stops asking questions — they might be guessing

Quality suddenly drops

Communication becomes sparse
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THE MAGIC QUESTION

When work isn't quite right, ask:

"What information would have helped you get this exactly right the first time?"

This question:

A WEEKLY RHYTHM THAT WORKS

Monday: send the week's priorities
Wednesday: quick check-in on progress
Friday: review completed work, plan next week

That's it. Three touchpoints a week keeps everything on track without micromanaging.

Shows you want to improve the process

Doesn't blame them for the mistake

Helps you delegate better next time

Makes your VA feel heard and valued
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Chapter Three

Providing Effective Feedback

Here's what most loan officers do wrong with feedback: they either say nothing, assuming the VA will
figure it out, or they say everything that's wrong at once.

The result? Frustrated VAs who don't improve, and work that stays mediocre.

The fix is a feedback formula that actually works.

THE FEEDBACK FORMULA

1. Acknowledge what they did right — be specific

2. Give one improvement, not ten

3. Explain why it matters — the impact

4. Show them how — an example or a resource

That's it. One improvement per conversation.

SCRIPT 8: POSITIVE FEEDBACK THAT MOTIVATES

When to use: the work is good and you want more of it.

Subject: Great work on [Task Name]!

Hi [VA Name],

Excellent work on [specific task].

What you did well: [Specific example 1] · [Specific example 2]
The impact: [How it helped — saved time, impressed a customer, etc.]

This is exactly the quality I'm looking for. Keep it up.

[Your Name]
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SCRIPT 9: CONSTRUCTIVE FEEDBACK THAT IMPROVES

When to use: the work needs improvement. Focus on one thing.

Subject: Feedback on [Task Name]

Hi [VA Name],

Thanks for completing [task]. Good work on [something positive first].

One thing to adjust: [Specific change needed]
Why this matters: [The impact or reason]
Here's an example: [Show them what you want]
For next time: [Clear instruction for future]

Can you make this adjustment and resend?

Thanks!
[Your Name]

SCRIPT 10: WHEN WORK MISSES THE MARK

When to use: the work needs significant revision. Stay solution-focused.

Subject: Let's revise [Task Name]

Hi [VA Name],

I reviewed [task] and it's not quite what I need.

The issue: [What's wrong — be specific, not personal]
What I actually need: [Clear description of the desired outcome]
My fault: I should have been clearer upfront about [what you could have explained better].
Next steps: [Specific actions to fix it]

Let's hop on a quick call to make sure we're aligned. When works for you?

[Your Name]
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FEEDBACK TIMING RULES

Give feedback

Don't give feedback

Pro tip: if you're annoyed, wait an hour before sending feedback. You'll write a better email.

THE WEEKLY FEEDBACK ROUTINE

Friday review process:

1. What went well this week? (Celebrate wins)

2. What's one thing to improve? (Focus on biggest impact)

3. What do you need from me? (Remove obstacles)

4. What's the priority for next week? (Stay aligned)

RED FLAGS IN YOUR OWN FEEDBACK

You might be the problem if:

Remember: your VA wants to do good work. If they're not, it's usually a communication issue, not a skill
issue.

Within 24 hours of receiving the work

When you're calm and focused

Before assigning similar tasks again

When you're frustrated or rushed

By text message, for complex issues

Days or weeks later

You give five or more pieces of feedback at once

You keep saying "it's fine" when it isn't

You redo their work instead of teaching them

You give different feedback on the same type of task

You wait weeks to mention problems
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Part 2
Templates for Success
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Chapter Four

Quality Standards Framework

You don't just want tasks completed — you want them done right.

The challenge? If you don't define "quality," your VA will make their best guess. The result is endless
revisions, frustration, and work that doesn't feel ready for a customer.

The fix: instead of vague directions, give your VA a Quality Standards Framework — a set of clear
templates they can follow. These cover communication, work quality, borrower contact, deadlines, error
handling and brand consistency.

Use these templates as they are, or customize them to fit your shop.

A note on the line you cannot cross. In lending, delegation has a hard edge that other industries
don't have. An assistant can carry your pipeline, your calendar and your partner communication —
but licensed activity, the loan file itself and borrower financial data sit on the other side of that line.
Template 3 is written to keep your assistant well clear of it. Your own compliance officer has the
final word on where your shop draws it.

TEMPLATE 1: COMMUNICATION STANDARDS

Email response times

Communication style

Regular inquiries: within _____ hours□

Urgent matters: within _____ minutes□

Borrower emails: within _____ hours□

Weekend and evening: ____________________□

Always use a professional, friendly tone□

Proper grammar and spelling required□

Use complete sentences — no text speak□

Include clear subject lines□

CC me on: ____________________□

Never reply to: ____________________□
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TEMPLATE 2: WORK QUALITY STANDARDS

Before submitting any work

Documentation requirements

Double-check all information for accuracy□

Proofread everything twice□

Use provided templates when available□

Follow brand guidelines — colors, fonts, style□

Test all links and attachments□

Keep detailed notes on all borrower and partner interactions□

Update the CRM within _____ hours of contact□

Save all work in designated folders□

Use consistent file naming: [Date][Borrower][Type]□

Page 19



TEMPLATE 3: BORROWER CONTACT & FILE BOUNDARIES

Borrower contact

What stays on my side of the line

Everything else is fair game

Always check the CRM for a borrower's current status before making contact□

Never quote a rate, discuss loan terms, or advise on which product to choose — route every one of
those to me

□

Never take an application or collect income, asset or credit details□

Never make a commitment on timing or approval without my sign-off□

Say "let me have [name] answer that properly" rather than guessing — a wrong answer here is
expensive

□

Maintain borrower confidentiality in every channel, including internal chat□

The Loan Origination System — assistant does not hold a login□

Social Security numbers, credit reports and any other sensitive borrower financial data□

Underwriting, loan file setup and condition clearing□

Anything a license is required to do□

Calendar, CRM and pipeline tracking□

Borrower follow-up calls, emails and appointment scheduling□

Referral partner communication and co-marketing□

Social, email and ad campaigns□

Data entry, inbox management, document organization and reporting□
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TEMPLATE 4: DEADLINE & PROJECT MANAGEMENT

Task management

Priority handling

TEMPLATE 5: ERROR HANDLING & IMPROVEMENT

When mistakes happen

Continuous improvement

Confirm receipt of all assignments within two hours□

Provide status updates if a task takes longer than expected□

Submit work 24 hours before the actual deadline when possible□

Communicate immediately if a deadline cannot be met□

Ask questions early, not at the last minute□

Urgent tasks take precedence over routine work□

Customer emergencies are escalated immediately□

Contract deadlines are non-negotiable□

When unsure of priority, always ask□

Report errors immediately — don't hide them□

Provide solution options when reporting problems□

Learn from feedback and avoid repeat errors□

Ask for clarification rather than guessing□

Keep a "lessons learned" log for future reference□

Suggest process improvements when appropriate□

Share relevant industry knowledge and insights□

Proactively identify potential problems□

Stay current on lending trends, and flag anything that looks like a rule change□
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TEMPLATE 6: BRAND CONSISTENCY

Visual standards

Voice and messaging

TEMPLATE 7: QUALITY CHECKLIST

Use this before submitting any work:

If you can't check all five boxes, the work isn't ready to submit.

Use only approved logos, colors and fonts□

Maintain a consistent style across all materials□

Follow provided brand guidelines exactly□

Request approval for new design elements□

Match the established tone and personality□

Use approved language and terminology□

Stay consistent with our market positioning□

Refer to the brand voice guide when uncertain□

Accuracy: all information verified and correct□

Completeness: nothing missing from the requirements□

Consistency: matches brand standards and previous work□

Clarity: easy to understand and professionally presented□

Compliance: follows our disclosure, advertising and privacy rules□
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PRO TIP: TIERED QUALITY STANDARDS

Not every task needs the same level of polish. Defining "good," "great" and "excellent" gives your VA
context on how much effort is required.

Good = functional

The task works and is correct, but has minimal polish.
Example: a rough draft of pipeline status notes for internal review.

Great = borrower-ready

The task is polished, checked for errors, and ready to send directly to a borrower or partner.
Example: a borrower update email, or a co-marketing flyer for a referral partner.

Excellent = outstanding

The task goes above and beyond, ready to impress and represent your brand publicly.
Example: a presentation for a realtor office pitch, or a marketing video.

Use this language when assigning work: "This needs to be borrower-ready (great)" or "This one
should be excellent (outstanding)." That way, your VA knows how much time and attention to
invest.
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Chapter Five

Weekly Communication Rhythm

Good communication is a rhythm, not a random event. Without it, tasks pile up, deadlines slip, and small
problems turn into big ones.

But too much communication becomes micromanagement.

The sweet spot is a weekly rhythm: short, structured check-ins that keep you and your VA aligned without
eating up hours.

MONDAY KICKOFF

MIDWEEK CHECK-IN (OPTIONAL)

FRIDAY WRAP-UP

Priorities for the week

Major deadlines

Blocked tasks to clear

Progress so far

Roadblocks

Adjustments

Wins and completed tasks

Pending items

Next week's priorities
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TEMPLATE 8: MONDAY — WEEKLY KICKOFF

Must complete

Important this week

If time allows

This week's focus: [Main theme or goal for the week]
Special notes: [Any unusual circumstances, deadlines or changes]

TEMPLATE 9: WEDNESDAY — MID-WEEK CHECK

Quick pulse check:

[Highest priority item with deadline]□

[Second critical item with deadline]□

[Task 1 — deadline]□

[Task 2 — deadline]□

[Task 3 — deadline]□

[Nice to have item]□

[Bonus project]□

How are we tracking on this week's priorities?

Any roadblocks I can help clear?

Still realistic on timing for everything?

Need any resources or support from me?
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TEMPLATE 10: FRIDAY — WEEKLY WRAP-UP

This week completed

Next week's priorities

Wins and successes: [What went really well] · [Any positive feedback or results]
Challenges and obstacles: [What slowed things down] · [What support would help]
Questions and needs for next week: [Resources needed] · [Clarifications required] · [Training or support
requests]

Metrics and results: calls made _______ · emails sent _______ · appointments booked _______ · tasks
completed _______

TEMPLATE 11: MONTHLY PERFORMANCE REVIEW

What's working well: [Specific strength 1] · [Specific strength 2] · [Specific strength 3]

One area to focus on: [A single improvement opportunity, with examples]

Goals for next month

Support you need from me: [What can I do better to help you succeed?]
Process improvements: [Any systems or workflows we should adjust]

[Task 1] — Done / In Progress / Delayed□

[Task 2] — Done / In Progress / Delayed□

[Task 3] — Done / In Progress / Delayed□

[Carry-over item 1]□

[New priority 2]□

[New priority 3]□

[Specific goal 1]□

[Specific goal 2]□

[Specific goal 3]□
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PRO TIP: STAYING IN SYNC WITHOUT MICROMANAGING

Do

Don't

COMMON MISTAKES TO AVOID

Mistake #1: Rambling 30-minute updates.

Better: stick to a ten-minute cap. Force yourself and your VA to get straight to the point.

Mistake #2: "So… what's going on?"

Better: always use a simple standing agenda — what's done, what's next, any roadblocks.

Mistake #3: Everything lives in chat threads.

Better: use a tracker so nothing gets buried.

Mistake #4: Check-ins only when something goes wrong.

Better: make them regular. Predictable beats reactionary.

The shorter and more structured your check-ins are, the more trust you build. A ten-minute focused call
plus a clear tracker usually outperforms a 45-minute catch-up every time.

Time-box check-ins — keep calls to ten minutes to stay focused

Use a standing agenda — ask the same three or four questions every time, so your VA knows what to
prepare

Use a visual tracker — Trello, Asana or a shared doc, so progress is visible without extra back-and-
forth

Set a rhythm — weekly or biweekly check-ins are enough if the system is solid

Let check-ins run long — they turn into chatter and eat up productivity

Change the agenda constantly — it makes your VA feel they can't anticipate what's coming

Rely only on memory — without a tracker, things fall through the cracks

Skip consistency — irregular check-ins create confusion and rework
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You can run all of this yourself.

Everything in this guide works without us. The scripts are yours, the standards are yours, and plenty of
people have built exactly this system on their own and never spoken to an assistant agency.

It is worth being honest about what running it involves. From here, every new task needs its brief written.
Every week needs its Monday priorities, its midweek check and its Friday wrap. Every piece of work needs
feedback inside a day, and the standards need keeping current as your pipeline changes.

And before any of that: finding the person, establishing they can actually do the work, and starting over if
they cannot.

That last part is the one people underestimate. The delegation system is the easy half. The hard half is
having someone capable on the other end of it — and still having them in six months.

That half is what we do. Assistants are recruited and screened before you ever meet them, trained before
day one, and work inside the systems you already use on access you provision and can revoke. If the fit is
wrong we swap them at no extra cost. VRA holds the contract and carries a $1 million Errors & Omissions
policy.

So: if you would rather run it yourself, run it yourself. This guide is genuinely all of it. If you would rather
the system arrived with someone already in it, that is the conversation to have.

GOT QUESTIONS? CONTACT US

Email contact@vrealtyassistants.com

Phone (281) 612-9678

Web vra.global

Page 28

ConclusionConclusion


