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If youve ever delegated a task and felt like you either had to do it yourself or redo it later, youre not alone. Delegation can be one of the most powerful tools in leadership but only if done well. Thats where the 10-80-10 rule comes in. This simple yet powerful framework helps leaders strike the perfect balance between providing direction and
empowering their team. Its not just a management strategy; its a mindset shift.In this article, well break down the 10-80-10 rule, show how it works in practice, and offer real-world examples to help you apply it effectively whether youre leading a team in a school, a startup, or a corporate office. What Is the 10-80-10 Rule?The 10-80-10 rule is a
delegation model designed to maximize both efficiency and ownership. It divides any project or task into three phases:The first 10%: You (the leader) get things started. You provide context, clarity, direction, goals, and guardrails.The middle 80%: Your team member or delegate runs with it. They plan, execute, problem-solve, and move the work
forward.The final 10%: You come back in to review, refine, support final decision-making, and ensure alignment with broader goals.This approach ensures youre actively involved in the most impactful parts of the work the beginning and the end without micromanaging or disengaging entirely. Why It WorksMany leaders struggle with delegation
because they either:Dont give enough guidance at the start (leading to confusion), orStay too involved throughout (leading to micromanagement and burnout).The 10-80-10 rule addresses both problems. It ensures:The work starts off with clarity and momentum,Your team gets the chance to take real ownership, andYou still have the opportunity to
influence the final outcome.A Simple Example: Planning a School EventLets say you're a school principal planning a community open house.Your first 10% might include meeting with a staff lead to explain the purpose of the event, expected turnout, budget, and key dates. You also share insights from past events and clarify what success looks

like. Their 80% involves building the plan coordinating with teachers, organizing food, arranging student performances, creating promotional materials, and solving any hiccups that come up along the way.Your final 10% might include reviewing the final program, checking for alignment with school values, helping make final calls on budget
adjustments, and sending a personal welcome message for the event program.Result? The staff member grows in leadership, you maintain quality and alignment, and the event gets done without you carrying it all on your shoulders.Business Example: Delegating a Marketing CampaignImagine youre the founder of a small business launching a new
product.First 10%: You meet with your marketing manager and clearly explain the product's key value proposition, target customer, goals for the campaign, and timeline. You also share brand guidelines and a few ideas to spark their creativity.Middle 80%: Your marketing manager drafts the campaign, coordinates with designers, sets up ad
targeting, and monitors early results.Final 10%: You review the final campaign before it goes live, approve messaging, make sure everything aligns with the brand, and help resolve any last-minute issues.This creates a system where the leader doesn't have to do everything, but still adds value at the most critical points.How to Use the 10-80-10 Rule in
Your Day-to-Day WorkHere are a few practical steps to apply this rule:Be intentional in the first 10%. Set aside real time to communicate clearly. Rushed delegation leads to frustration on both sides.Trust the process in the 80%. Resist the urge to hover. Offer support when asked, but let them drive.Return for the final 10%. Dont skip this. If you
disappear completely, you lose the chance to coach, correct, or celebrate. When the 10-80-10 Rule Might Need TweakingLike any model, this one isnt one-size-fits-all. If youre working with a brand-new team member or someone learning a completely new skill, you may need to stay more involved in the middle 80%. Thats okay just make it part of their
development plan to gradually step back.Conversely, if you have a high-performing team member with deep experience, you might only need 5% at the start and 5% at the end.Final Thought: Delegation Is LeadershipThe 10-80-10 rule reminds us that delegation isnt about dumping tasks. Its about developing people. By showing up at the beginning
and end, youre doing more than ensuring quality youre building trust, teaching strategy, and setting your team up to lead without you.So the next time you delegate something, ask yourself: Have I done the first 10% well? Have I made room for their 80%? Am I planning to show up for the final 10%7?If yes youre not just delegating. Youre leading.The
10-80-10 rule is a game-changing approach to project management, with leaders devoting 100% of their attention to the beginning and end stages. Based on the Pareto Principle, which reveals that 80% of effects stem from 20% of causes, this rule maximizes project success. In the initial phase, strong leadership provides vision, direction, creativity,
and empowerment. Meanwhile, in the final stage, leaders transition from managers to cheerleaders, adding their unique stamp and inspiring innovative thinking. By following the 10-80-10 rule, leaders ensure clear communication, engagement, and effective leadership throughout the project cycle.Key TakeawaysThe 10-80-10 rule suggests focusing
100% attention on the beginning and end of the project, while allowing the team to drive the middle.Strong leadership is crucial at the beginning and end stages of the project.Vision is important in setting the team on the road to success and ensuring clear communication throughout the project.Concrete directions and guidance are necessary to turn
ideas into reality and reach the projects vision.Understanding the 10-80-10 RuleThe 10-80-10 rule suggests focusing 100% attention on the beginning and end of the endeavor, while letting the team drive the middle, in order to maximize the chances of project success. This rule challenges common misconceptions about project management by
emphasizing the importance of strong leadership at the start and end stages. A common misconception is that the middle phase is where leaders should exert the most control. However, by empowering the team during this phase, leaders can foster innovation and creativity, ultimately leading to better outcomes. Measuring project success should not
solely be based on meeting deadlines or staying within budget. It should also take into account the teams level of engagement, collaboration, and the ability to meet the projects objectives. By following the 10-80-10 rule and understanding the true measures of success, projects can achieve greater innovation and overall success.Importance of Strong
Leadership in the Beginning StageAt the beginning stage, strong leadership sets the team on the road to success. Empowering team members is crucial in maximizing project success. Leaders need to provide vision, direction, creativity, and empowerment to their team. By empowering team members, leaders allow them to take ownership of their
work and contribute their unique skills and expertise. This fosters a sense of ownership and commitment, leading to increased productivity and innovation. Maximizing project success also requires leaders to provide clear direction, ensuring that team members understand their roles and responsibilities. Additionally, leaders must encourage
creativity, as it is essential in the early stages of a project when new ideas and solutions are needed. By empowering team members and maximizing their contributions, strong leadership in the beginning stage lays the foundation for project success.Leadership Principles for Project SuccessLeaders must empower their team members by providing
them with the necessary tools, resources, and support to ensure project success. Effective communication is one of the key leadership challenges that must be addressed to achieve project success. Clear and concise communication of the vision is vital for the team to understand their roles and see themselves in the big picture. Miscommunication of
the vision can lead to disengaged team members. Concrete directions are also essential for team security. Leaders should provide guidance on how to reach the vision and turn ideas into reality. Additionally, leaders need to be creative in the first stage of the project to inspire innovative thinking. By incorporating effective communication and
addressing leadership challenges, leaders can set their teams on the path to project success.The Role of Vision in the Project CycleEffective communication of the vision is essential for team members to understand their roles and see themselves in the big picture. Communicating the vision effectively ensures that everyone is aligned with the projects
goals and objectives. It allows team members to visualize how their individual contributions fit into the larger vision and encourages a sense of ownership and commitment to the project. Clear and concise communication of the vision also promotes innovation by encouraging team members to think creatively and come up with new ideas to achieve
the projects objectives. By effectively conveying the vision, leaders can inspire and motivate their team to work towards a common goal, resulting in a more engaged and productive workforce.Providing Concrete Directions for Team SecurityConcrete directions are crucial for team members to feel secure in their roles and understand how to
contribute to the projects success. In order to create a supportive team environment and ensure effective communication, the following key points should be considered:Clearly define each team members responsibilities and tasks.Provide specific guidelines and expectations for project deliverables.Regularly communicate project updates and progress
to keep everyone informed.Encourage open and honest communication among team members to address any challenges or concerns.Turning Ideas Into Reality Through GuidanceAfter providing concrete directions for team security, the next crucial step in mastering the project cycle is turning ideas into reality through guidance. Effective leaders
understand that the value of an idea lies in its implementation. They play a vital role in guiding innovation and ensuring that ideas are implemented effectively. By providing the necessary means and resources, leaders empower their team to bring these ideas to life. This involves offering tools, materials, training, research, time, and money to support
the teams efforts. Additionally, leaders need to provide clear guidance on how to turn these ideas into tangible results. Through their guidance and support, leaders inspire their team to think creatively and find innovative solutions to challenges. By effectively guiding innovation, leaders maximize the chances of project success.Empowerment: A Key
Factor in the Final PhaselLeaders who empower their team during the final phase of the 10-80-10 rule play a crucial role in inspiring innovative thinking and celebrating contributions. In order to foster innovation and maximize project success, leaders should focus on team empowerment in the following ways:Encourage open and collaborative
communication to foster a culture of sharing ideas and perspectives.Provide opportunities for skill development and growth to empower team members to take ownership of their work.Create a supportive environment where risk-taking is encouraged and mistakes are viewed as learning opportunities.Recognize and celebrate achievements, both big
and small, to boost morale and motivation.Avoiding Micromanagement and Empowering the TeamTo avoid micromanagement and empower the team, leaders should delegate tasks and provide support to foster autonomy and encourage growth. Micromanagement can stifle creativity and hinder productivity, so leaders must trust their team members
to take ownership of their work. By delegating tasks, leaders show confidence in their teams abilities and create a sense of empowerment. Providing support through resources, training, and guidance allows team members to develop their skills and grow professionally. This approach fosters a culture of autonomy, where individuals feel empowered to
make decisions and take initiative. When team members feel empowered, they are more likely to be engaged, motivated, and innovative. Empowering the team not only improves individual performance but also leads to collective success and the achievement of organizational goals.Providing Resources and Support for the Middle Phaseln the previous
subtopic, the importance of avoiding micromanagement and empowering the team was discussed. Now, lets shift our focus to providing resources and support for the middle phase of the project cycle. This is a crucial stage where the teams efforts are in full swing, and they require adequate resources and support to sustain their momentum. Here are
some key points to consider:Allocating necessary resources such as funding, equipment, and technology to ensure smooth progress.Providing continuous team support through regular check-ins, feedback sessions, and coaching to address any challenges or roadblocks.Facilitating collaboration and knowledge sharing among team members to foster
innovation and creativity.Offering training and development opportunities to enhance the teams skills and capabilities.Transitioning From Project Manager to Chief CheerleaderDuring the final phase of the project, the leaders role transitions from project manager to chief cheerleader, inspiring innovative thinking and celebrating contributions. This
transition can present challenges, but it is crucial for maintaining team motivation. The leader must continue to provide clear direction and guidance, while also empowering team members to take ownership of their work. By acknowledging and celebrating their contributions, the leader fosters a sense of pride and accomplishment within the team.
Additionally, the leader must inspire innovative thinking by encouraging the exploration of new ideas and approaches. This can be done through brainstorming sessions, open communication channels, and creating a supportive environment that values creativity. By embracing this role as chief cheerleader, the leader ensures that the team remains
motivated and engaged until the successful completion of the project.Adding Your Unique Stamp in the Projects End PhaseThe leaders unique stamp in the projects end phase adds a personal touch and inspires the team to go above and beyond. By adding their personal touch, leaders can create a lasting impact on the projects outcome and inspire
innovation within the team. Here are four ways in which the leader can achieve this:Recognition: The leader acknowledges and celebrates the contributions of each team member, fostering a sense of pride and motivation.Feedback: Providing constructive feedback helps team members grow and improve, while also encouraging them to think outside
the box.Reflection: Leaders encourage the team to reflect on the projects successes and challenges, fostering a culture of continuous learning and improvement.Celebration: The leader organizes a celebration to mark the completion of the project, recognizing the teams hard work and dedication.Acknowledging and Celebrating
ContributionsAcknowledging and celebrating the contributions of team members fosters a sense of recognition and motivation within the group. By acknowledging accomplishments and celebrating milestones, leaders create an environment that values and appreciates the hard work and dedication of their team. This not only boosts morale but also
encourages innovation and creativity. When team members feel acknowledged and celebrated, they are more likely to feel motivated to continue pushing boundaries and finding new ways to achieve success. This recognition also reinforces the importance of their individual contributions and the collective efforts of the team. By celebrating
accomplishments, leaders demonstrate their commitment to fostering a culture of innovation and excellence, which ultimately leads to the overall success of the project and the organization as a whole.Frequently Asked QuestionsHow Does the 10-80-10 Rule Relate to the Pareto Principle?The 10-80-10 rule and the Pareto principle are related in that
both focus on the idea that a small percentage of causes contribute to a large percentage of effects. The 10-80-10 rule suggests that 80% of a projects success is determined by the first and last stages, while the team drives the middle 80%. This is similar to the Pareto principle, where 80% of effects are caused by 20% of causes. Both principles
highlight the importance of focusing efforts on key areas to maximize success.What Are the Key Qualities a Leader Should Possess During the Beginning Stage of a Project?During the beginning stage of a project, a leader should possess key qualities that set the team on the path to success. These qualities include providing vision, direction, creativity,
and empowerment. By effectively communicating the importance of the undertaking and the potential benefits, a leader can engage and inspire team members. Additionally, concrete directions and guidance on how to reach the vision are essential for team security and turning ideas into reality. Empowerment and the ability to transition from project
manager to chief cheerleader in the middle phase are also crucial for project success.How Can Miscommunication of the Vision Impact Team Engagement?Miscommunication of the vision can greatly impact team engagement and motivation. When the vision is not clearly communicated, team members may not understand their roles or see
themselves in the big picture. This can lead to confusion, disengagement, and a lack of motivation to work towards the projects goals. Effective communication of the vision is vital in order to ensure that the team is fully engaged and motivated to contribute their best efforts to the project.Why Is It Important for Leaders to Provide Concrete Directions
After Casting the Vision?Concrete directions are vital for project success. When leaders cast a vision, they must follow it up with clear instructions on how to achieve it. Without concrete directions, team members may feel lost or unsure of their roles in the project. By providing specific guidance, leaders empower their team to take action and turn
ideas into reality. This ensures that everyone is working towards the same goal and maximizes the chances of project success.How Can Leaders Empower Their Team During the Final Phase of the 10-80-10 Rule?During the final phase of the 10-80-10 rule, leaders can empower their team by providing support and resources that foster team
engagement. This can include offering tools, training, and time to explore innovative ideas. By stepping back from micromanagement and becoming cheerleaders for the team, leaders encourage autonomy and creativity. Empowering leadership during this phase ensures that team members feel valued and motivated, leading to a successful project
outcome. The 10-80-10 rule. Some call it the 10-80-10 principle. It has to do with the general behavior of people, and is applied in a variety of contexts. Most commonly, teamwork and leadership. However I will put a slightly different twist on this.. The 10-80-10 survival rule. Lets talk about its meaning, and how it might help you understand a few
things. How people generally handle a crisis situation, how they may be influenced, and what to look out for. Recognizing whos who is a good thing to know for preparedness sake. Were talking about percentages of people. Its just a generality. Exact percentages aside (which will vary among many factors), I believe it to be good guidance for the sake
of the following discussion.. First, a quick online search top result explains it as follows. Every team or organization consists of three groups:The top 10 percent: disciplined, driven, self-motivated, want to be great, and work relentlessly.The 80 percent: the majoritythose who do a good job and are relatively reliable. The bottom 10 percent:
disinterested and defiant. Understand which group you may be part of during a crisis situation, SHTF, emergency, disaster, survival setting, an alarming event, a sudden break in lifes normalcy, you get the idea If youre not already in the first 10% group, I suggest that you strive to be there. 10 percent of people will handle a crisis with a relatively
calm and rational state of mind. They pull themselves together quickly. They accept the situation, make decisions to improve it, take control, lead, and take action. The vast majority of people, 80 percent, will be immobilized, stunned, and bewildered. They will freeze and wont know what to do. The will do nothing (or little to nothing meaningful or
helpful to their situation). Most will wait for help to come, or someone to tell them what to do. This is the group that can really cause problems. The 10 percent of people who will be counterproductive. Its worse than not taking action. They may freak out, panic, and make the situation worse for anyone else involved. Even so far as influencing some of
the 80% to believe or do stupid things. This all sounds about right to me, given my life experience. The VAST majority of people are not proactive doers. Especially during upsetting events. Ive seen it in life. Even in the workplace. Only an apparent small percentage are the ones who get the most work done (for example), or who dont need supervision.
Or who can make mostly good decisions during crisis or hardship. Ive witnessed it during tense situations. Its like peoples brains seize up for a while as they process whats happening. Incapable of making a decision, never mind a good decision! Its largely due to normalcy bias in my opinion. Probably coupled with a laziness and lack of motivation. We
all succumb to the normalcy of routines to an extent. Our normal expectations of day-to-day life as we go about our lives. But, Wham, when something goes tilt, thats when the brains of the 80% go blue screen. Nothing there, but a blank stare. And how many of you have experienced the 10% who panic or freak out? Oh my I can think of many
examples. Those people can become big problems. Why? because they begin to affect the 80% who are looking for direction. And those of the 80% who listen to the horrible advice coming from the 10% stupid group, well, thats not going to be good for them! Once you understand the generality of the rule, it helps to explain a lot of things. For one
thing, the 80% are fairly easily manipulated and used. Actually, 90% (the 80% plus the 10% stupid group). My first thought was correlation of the 80% to the general sheeple group. Mostly followers who may be fairly easily influenced. This, for example, is why the control of information is so important to those who are pushing an agenda. For
instance, the mainstream media is VERY powerful in this regard. They know and understand this power. Politicians and Government know this too (the power of influencing the 80+10=90%). So do lots of other entities. Influencing and Shaping the Sheeple. Its big business (and not good for your freedoms and liberty either). You might also say that
90% of people are not critical thinkers. Most have been trained NOT to question. Just GO ALONG. Its even worse today because those who question, are being persecuted, punished, and prosecuted in many ways. Theres a long list of things that you shall not question. But I digress. In the context of a crisis type situation (near infinite examples of this),
understand the following.. If you are among others during such a time, make sure to realize that most everyone else there will not know what to do. Even if youre not exactly sure what to do, just know that most others will be waiting for leadership. And especially know the following.. There will be the 10% who will immediately become a problem for
the rest. Maybe its one person. Maybe more. You might call it Bad Leadership. Someone being stupid. Hopefully you will immediately recognize it for what it is. Given the complexity of discussing the many scenarios of crisis, suffice it to say that by simply recognizing this generalization of human behavior will hopefully help your own decision process
during such a time. Maybe you become compelled to lead the situation. Maybe you break off on your own, given what may be happening. It all depends. Greater success can happen when you are able to bring over some of the 80% to the productive side of things during a SHTF, crisis, etc.. Just beware of that other 10%.The 10-80-10 Principle is a
concept in leadership that focuses on the distribution of performance and behavior within a team or organization. It suggests that employees can be categorized into three groups based on their performance and behavior: the top 10%, the bottom 10%, and the remaining 80%.At its core, the 10-80-10 Principle highlights the importance of effectively
managing and recognizing the different performance levels within a team. It acknowledges that not all employees contribute equally to an organizations success and that leaders need to pay attention to this distribution.By understanding the concept and its implications, leaders can better identify and address the needs of their team members,
creating a more efficient and productive work environment.The 10-80-10 Principle is a valuable tool for leaders to assess the strengths and weaknesses of their team members. The first 10% represents the top performers, the high achievers who consistently exceed expectations. These individuals drive the teams success, often taking on leadership
roles and setting a high standard for others.The middle 80% comprises most employees who perform adequately and contribute to the organizations overall goals. While they may not stand out as much as the top 10%, their efforts are crucial in maintaining the day-to-day operations and supporting the teams objectives.The 10-80-10 Principle is often
attributed to business consultant Jack Welch, who popularized it during his tenure as General Electrics CEO. Welch believed that leaders must identify and address the needs of both the top-performing employees and those who are struggling.Since then, the principle has been embraced by many leaders and organizations worldwide as a way to
understand performance distribution and maximize the potential of their teams.Jack Welchs implementation of the 10-80-10 Principle at General Electric was met with praise and criticism. While some lauded Welch for his focus on talent management and performance differentiation, others raised concerns about the potential negative impact on
employee morale and teamwork. Despite the mixed reactions, the 10-80-10 Principle became a cornerstone of Welchs leadership philosophy and a topic of discussion in global management circles.Over time, variations of the 10-80-10 Principle have emerged, tailored to suit different organizational structures and goals. Some companies have adapted
the concept to focus more on coaching and development for the middle 80% of employees, aiming to uplift their performance and bridge the gap between top and bottom performers. This evolution showcases the principles flexibility and applicability in diverse workplace environments, highlighting its enduring relevance in leadership and
organizational management.The top 10% of employees are typically high performers who consistently exceed expectations, demonstrate strong leadership skills, and contribute significantly to the organizations success. They are the driving force behind innovation and growth.These top performers often take on challenging projects, mentor their
colleagues, and serve as role models within the company. Their dedication and exceptional work ethic set them apart, earning them recognition and respect from their peers and superiors.On the other end of the spectrum, the bottom 10% comprises employees who consistently underperform, lack motivation, or exhibit behavior that negatively
impacts the team or organization.Identifying and addressing the root causes of underperformance in this group is crucial for maintaining a high-performing and cohesive team. It may involve providing additional training and support, setting clear performance expectations, or sometimes making difficult decisions regarding their continued
employment.The remaining 80% represents most employees who fall between the top and bottom performers. They are competent workers who meet expectations but may not go above and beyond regularly.Within this group, a diverse range of skills, experiences, and work styles contribute to the teams overall success. While they may not receive the
same level of recognition as the top 10%, their contributions are essential for maintaining day-to-day operations and ensuring the organization functions smoothly.Now that we understand the distribution, lets explore how leaders can apply the 10-80-10 Principle effectively.Regarding the top 10%, it is crucial to recognize and reward their exceptional
performance. This can include providing growth opportunities, assigning challenging projects, or offering compensation and benefits that reflect their contributions.For the bottom 10%, leaders should seek to understand the reasons behind their underperformance. It is important to address any skill gaps, provide additional training or coaching, or, as
a last resort, consider what actions must be taken to ensure a productive work environment.The focus should not solely be on the top and bottom performers. Leaders must also strive to engage and develop the remaining 80% of employees. This can involve implementing training and professional development programs, creating opportunities for
cross-functional collaboration, or recognizing and rewarding their contributions to maintain motivation and job satisfaction.Moreover, leaders must foster a culture of continuous feedback and communication within the organization. Regular feedback sessions can help employees understand their performance levels and areas for improvement. Open
lines of communication also allow concerns to be addressed promptly, fostering a sense of trust and transparency.Additionally, leaders should lead by example when embodying the organizations values and principles. By demonstrating integrity, accountability, and a strong work ethic, leaders can set the tone for the entire team and inspire others to
uphold the same standards.Implementing the 10-80-10 Principle in leadership can lead to numerous benefits for organizations:Improved productivity: By effectively managing and recognizing different performance levels, leaders can ensure that high performers receive the support and resources they need. In contrast, low performers receive the
necessary guidance to improve.Enhanced employee engagement:Recognizing and rewarding top performers motivates them to continue excelling while addressing the needs of the bottom performers, creating a more positive work environment for everyone.Better talent management: Identifying high-potential employees within the top 10% allows
leaders to nurture and develop future leaders, ensuring a solid succession plan. It also helps identify areas where additional recruitment may be necessary to fill skill gaps.Higher retention rates: By actively engaging with employees at all performance levels, leaders can create a culture of trust and support, reducing turnover and retaining top
talent.Furthermore, the 10-80-10 Principle encourages a culture of continuous improvement within an organization. Leaders can foster a sense of inclusivity and support by focusing on the development and growth of all employees, regardless of their current performance level. This approach benefits individual employees and contributes to the
organizations overall success and sustainability.Another advantage of implementing the 10-80-10 Principle is the promotion of transparency and fairness in performance evaluations. By clearly defining the criteria for categorizing employees into the top, middle, and bottom 10%, leaders can ensure that assessments are based on objective measures
rather than subjective biases. This transparency helps build employee trust and promotes a sense of equity in performance recognition and reward.To further illustrate the impact of the 10-80-10 Principle, lets examine a few real-world examples:Company X, a manufacturing firm, identified their top performers and provided them with leadership
training programs and opportunities for professional growth. As a result, these individuals took on more responsibility, leading to increased productivity and innovation within the organization.In another case, Company Y focused on its bottom performers by implementing performance improvement plans and offering coaching and training. This
improved these employees skills and overall performance, resulting in a more cohesive and high-performing team.Additionally, Company Xs implementation of the 10-80-10 Principle extended beyond leadership training programs. They also revamped their performance evaluation system to recognize and reward employees who demonstrated
exceptional performance. This motivated top performers to continue excelling and inspired others to strive for excellence.On the other hand, Company Ys success with the principle was not limited to performance improvement plans. They also fostered a culture of continuous learning and development by encouraging bottom performers to participate
in cross-functional projects and skill-building workshops. This holistic approach not only elevated the skills of underperforming employees but also created a more dynamic and adaptable workforce.While the 10-80-10 Principle offers many benefits, it has challenges.One common challenge is accurately assessing performance levels and distinguishing
between the top, bottom, and remaining 80% of employees. This requires implementing clear and objective performance evaluation criteria.Another consideration is the potential impact on employee morale. Leaders must communicate transparently and ensure that the principle is implemented fairly and consistently. This can help mitigate any
feelings of favoritism or resentment.Moreover, organizations may face resistance from employees who feel that the 10-80-10 Principle oversimplifies the complexities of individual performance. Some may argue that it fails to account for each employees unique circumstances and efforts, leading to a one-size-fits-all approach that may not accurately
reflect their contributions.Additionally, implementing the 10-80-10 Principle may require significant time and resources to train managers and employees on the new performance evaluation process. Ensuring everyone understands the criteria and expectations can be time-consuming, especially in larger organizations with diverse teams and
departments.Here are some tips to help leaders effectively utilize the 10-80-10 Principle:Regularly assess performance: Conduct periodic performance evaluations to identify the top performers, bottom performers, and individuals who may have the potential to move between these groups.Individualize recognition and support: Tailor recognition and
support initiatives based on each groups needs and contributions. High performers may benefit from leadership development programs, while struggling employees may require personalized coaching or additional training.Create an inclusive work environment: Foster a culture of collaboration and teamwork that values contributions from employees
at all performance levels. Encourage knowledge sharing and cross-functional cooperation to leverage the expertise of different individuals.Continuously monitor and adapt: Regularly review and reassess the distribution of performance and behavior within your team. This allows leaders to address any changes in performance levels and take proactive
measures to maintain a balanced and productive workforce.In conclusion, the 10-80-10 Principle provides a framework for leaders to better understand and manage their teams performance and behavior distribution. By recognizing each groups strengths and areas for improvement, leaders can create a more engaging and productive work
environment, leading to improved organizational outcomes.Thank you for journeying with us through this exploration of ideas. Your presence here is a testament to a shared passion for reimagining business, and it resonates with the essence of CorEthos: bringing humanity back to business.Perhaps the curiosity that brought you here still burns
brightly, yearning for further discovery. In that case, we invite you todelve into our blog, where each article opens new doors to understanding, insight, and growth. They are tailored to leaders like you, eager to unravel the complex tapestry of todays business world.If you find yourself intrigued by the delicate science behind communication and
leadership, why notembark on a journey of discovery with ournewsletter?Subscribing is like opening a treasure chest filled with wisdom that connects you to the essence of collaboration and community.Our newly launched Mastermind Program provides a focused setting for tackling challenges like honing effectiveness, inspiring your team, and
mastering the art of delegation. Its a unique space where business acumen meets human-centered values, delivered with the same quality and integrity you expect from CorEthos.Ready to dive deeper into your leadership potential?Challenges in business? We see them not as stumbling blocks but as opportunities for transformation. Your unique path
awaits, and it begins with acomplimentary consultation with CorEthos.Leveraging our three foundational pillars, well build bridges over obstacles and forge a trail to success.Your adventure with CorEthos doesnt have to end here. Lets continue to build, learn, and grow together, reflecting on what makes your business uniquely human. We are your
compass, guiding you through the challenges and celebrating the triumphs. Lets begin this exciting journey today. A simple method for efficient supervision in the leadership area is the 10-80-10 rule. It implies that instead of concentrating their efforts on managing the middle 80% of a task, which is the majority of the labor, leaders should
concentrate on directing the first 10% of a task. Finally, leaders intervene once again to offer help in honing the final 10% of the assignment. This method preserves the leaders vision throughout the process while enabling teams to take initiative. We talk about the 10-80-10 rule of leadership in this article. Must read all the guidelines for becoming a
good leader.What is the 10-80-10 Rule?An easy method to understand how people typically operate in any group or team is to use the 10-80-10 Rule. It implies that in any organization there are roughly three types of people 10% great performers who consistently go above and above. The next 80% are average performers who do a respectable job but
dont stand out, and 10% are low performers who might struggle or not contribute much. This guideline assists leaders in concentrating on helping the middle 80% grow while assisting the bottom 10% to either develop or choose another endeavor. A concept known as the 10-80-10 Rule classifies individuals or circumstances into three groups the top
10% the middle 80%, and the bottom 10%. The top 10% stands for the greatest outcomes or performers. Those that constantly outperform the competition and provide excellent results. The middle 80% perform mediocre to a respectable level making minimal contributions but none that jump out. The people who struggle the most face the most
challenges and are in the lowest 10%. This principle which emphasizes the top 10% of performance while supporting or controlling the bottom 10% is frequently applied in management and personal development to comprehend and enhance performance.Top 10%: Supporting Your Best Peoplelnitially, we present your team with the Big Picture. Share
your overall sales objectives and the plan you have in place to reach them. This step sets the direction and serves as a roadmap for your sales team.After that establish precise objectives to divide these aspirations into doable attainable goals. With the help of this phase, your team will have a concrete strategy and know exactly what they are aiming
for on a daily and weekly basis. After youve accomplished this make sure every team member understands their specific role in achieving these goals so that everyone is aware of their responsibilities and expectations.Next, make sure your team has the tools and assistance they require.Middle 80%: Boosting the MajorityThis could take several forms
including extensive product knowledge, practical training opportunities for professional development, or the advice of an experienced teammate. Finally, pass the baton. Now that they possess everything required for success. Your group is ready to go on. Its time to turn over the other 80% to them. This is the stage where your team puts their skills
and knowledge to use. They are ready to manage each stage of a transaction from prospecting to developing a rapport with clients to determining their goals and desires. They provide them access to your community and goods. Every step along the way with a well-defined plan and the tools required for success. At this point, its important to create
and support a culture of ongoing learning. Encourage them to keep refining their skills and knowledge. As a result, they will continue to be adaptable versatile, and able to go past any challenges. Bottom 10%: Handling Low Performancelts your turn to into the fray and lead your side to victory. Talk about your experience and any new insights youve
learned from comparable sales situations. Inquire deeply to find any weaknesses in their strategy. Enhance and hone their areas of strength.By offering your ideas, you enable them to make the one more improvement needed to take their sales performance from mediocre to exceptional. Heres where your knowledge and cunning can truly make a
difference for them.Speak up, affirm, and express gratitude for their efforts. This serves to both encourage them and reaffirm their faith in their skills and the tactics theyre using.Lastly, use your intuition to identify up-and-coming leaders who have demonstrated initiative, responsibility, and inventiveness. This aids in spotting and developing
talent.How to Use the 10-80-10 Rule?Simple is the 10-80-10 Rule. It states that after mastering a task or procedure. You have to take the lead and effectively move up it. The time needed to teach someone how to complete the activity should be ten percent of it.Give them eighty percent of the remaining time to proceed with the problem. You should
spend an additional ten percent of the time editing the work and outlining your changes to the other person.The 10-80-10 Rule helps you develop emotional intelligence by setting expectations and coordinating actions among all parties.First, you admit that to ensure that your output is of a good caliber. You must invest an important amount of effort
at the beginning. By doing this anger can be avoided. It dawns on you that the other person is not going to just figure it out. It is important that you take the time to express your needs.At the same time, the individual you are instructing gains confidence since they learn by doing and doing. Lastly, you may guarantee a superior outcome by devoting
the final 10% of the time to polishing. They shouldnt view your work as micromanaging because they are expecting it. They should regard it as a necessary component of learning and development and of successfully scaling up.For those who are having trouble scaling or delegating. The 10-80-10 Rule may be of assistance.10%: You get them going.80
percent: They proceed with it.10 percent: You tidy up.Great leaders understand that you must demonstrate rather than just tell.Challenges and Tips: A Complete guide to becoming a great leaderFor the time being, lets stick with the team/workforce paradigm. The squeaky wheels get the grease far too regularly. In other words, we usually address the
most problematic areas of our business (the bottom 10%) before addressing the less problematic ones. It becomes highly inefficient when you realize that youre investing in just 10% of your workforce. Furthermore, those 10% are people who statistically speaking are quite unlikely to modify their minds. You must concentrate on the 80%. Thats where
youll make the biggest difference and increase productivity the most. Of course, the 80% arent exactly equal. Some people will fall more into the 10% area this means that you should be able to grow your top 10% to a larger percentagemore like 20% or 30%.Some Extra TipsGetting Things Done: The Complete Guide to Goal SettingAchieving 8 Easy
Steps to Get Started Reaching Your Objectives Right NowHow to Maintain Motivation and Achieve Your Major Life Objectives?Conclusionlt is not the purpose of the 10-80-10 rule to add ridged structures or follow rigorous regulations in general. Its merely a prism through which to see behavior in general, and yourself in particular. It is (or might be)
the secret to your success since it helps you to pinpoint the tiny adjustments you can make to have the most impact and quicken your growth. Youll find it easier to pinpoint areas where you can make the most effect with the least amount of work if you classify both your own and your employees labor in this manner. Your success will take off if you
keep working hard from there, and youll have the resources to keep it going. The 10-80-10 rule is an extension of the Pareto principle that says 80% of productivity/wealth is generated/owned by 20% of the population. This ratio is often observable in various statistics and studies.The 10-80-10 rule takes this principle and applies it more specifically to
human behavior. It is also malleable, enabling people to move between categories. If we apply it to a company (just as an example), in essence, the 10-80-10 rule looks like this:10% Highly Productive Elite This is the core of your business. These people will work all the hours that God sends for your company, leaving no stone unturned and generating
the maximum possible productivity/revenue for you that they can.80% Productive These lovely folks make up the majority of your business and will work 9-5, getting their tasks done and not making much of a fuss about it. They are less likely to offer innovation, but they are reliable, trustworthy, and dutiful.10% Unproductive and Defiant These people
are outliers and mercifully low in number, but they create work. They are difficult, unwilling to work hard, and generally take more from your company than they give. This can also be applied in other areas of life. Morality is another example, with the vast majority (80%) of us being law-abiding citizens who may bend the rules occasionally, 10% being
unscrupulously good, and 10% being out-and-out criminals.Who Came Up With the 10-80-10 Rule? As touched on earlier, the 10-80-10 rule is an off-shoot of the Pareto Principle, first conceived of in the early twentieth century by Italian civil engineer turned economist Wilfredo Pareto. He simply observed that 80% of the property in Italy, at that time,
was owned by 20% of the population. Wealth distribution, according to Pareto, was divided 20/80 across all sections of society. The country, age, gender, or industry didnt matter. This principle still applied.Later on in the 1940s, Joseph M. Juran (himself an engineer and management consultant) applied the Pareto Principle to human behavior with the
aim of improving quality control, positing that 80% of the success on any one project would be due to the efforts of 20% of the team working on it.Since then, various researchers and theorists have expanded the Pareto principle into the 10-80-10 ruleobserving that 10% are true leaders, 80% seek guidance from others, and 10% wilfully act in a
counter-productive manner.How to Apply the 10-80-10 Rule to Management to Be More Successful Well, lets stay with the team/workforce model for now: if you want to improve productivity in your company, where should your focus be? All too often, the squeaky wheels get the grease. That is to say, we tend to try and fix whats most broken in our
organization (namely the bottom 10%) before we move on to the less broken.When you realize, though, that youre pouring resources into just 10% of your labor force, it starts to look very inefficient. Moreover, that 10% is comprised of folks who are highly unlikely to change their tune (statistically anyway). You need to focus on the 80%. Thats where
youll have the most impact and where youll create the biggest uplift in productivity. The 80% arent (of course) completely equal. Some will sit closer to either of the 10% range, but this means that you should be able to increase the size of your top 10% to be more like 20 or 30%.How Much of a Difference Would That Make? Now, before you slam your
laptop shut, haul off, and start brainstorming ideas about team-building exercises and corporate days out, it is first very important to understand the metric by which you measure productivity. Numbers on a spreadsheet or letters next to a persons name only paint part of the picture.What you value in your company is unique to you. As Im constantly
saying to entrepreneurs and business owners that I coach, you have to be specific with what you are asking of your team, your customers, and the universe at large. Ask a vague question and youll get a vague answer.So, do the work of understanding exactly what is working for you and what isnt. Simply saying that you want revenue to increase is not
enough. By how much? In what areas? Who will we add value to increase their spending with us? Where and whom should we target for new growth?Who Does This Desired Increase in Productivity Help You Become and Who Does It Serve? Armed with this, you will have much more clarity to take to your team and with which to start formulating a
plan of action. You can look at what would incentivize those in the 80% who just need a slight nudge. Thats where minimum effort will yield maximum results! So, start there.A 2014 Gallup poll found that a third of the US workforce felt unmotivated in their jobs, with the highest levels of motivation found among managers. This tells us two
things:Firstly, the unmotivated third is comprised partly of those in the 80% camp, but the entirety of the unmotivated 10% is in there, too. If you take them out (because they are those people), the remainder isnt as many people and they are in a group that still wants to work and get on.Secondly, those in a position of management (i.e. those who feel
as though they can effect change in the company) tend to be the most motivated. Now, lets not confuse motivation with productivity. You can be as motivated as you like, but without proper strategy or direction, youll just be a hammer in search of a nail. Nevertheless, those in management who felt the most motivated to be productive are worth
interrogating.Why Did They Feel More Motivated? I would posit that the answer is very simple: they felt heard and that they could affect change. Its a hugely important part of human psychology that we feel as though our ideas, thoughts, and feelings are heard by others. When we feel ignored, we feel unvalued. When we feel unvalued, we are
(naturally) unmotivated.This is not to say that you should make everyone a manager within your company. Your business might be a start-up or just a few people working out of your converted garage. The point is, make sure that they all feel heard. I guarantee you thatespecially among the upper end of the 80%you will see the greatest uptick in
productivity if you simply listen to them. Make them feel as though they have a vested interest in growing your business, too.If they can see the role that they play is important and understood by you, they will push themselves to go further, work harder, and achieve more. You have to put yourself in their shoes, which brings us on to the next point. .
.How to Use the 10-80-10 Rule to Improve Success Okay, so far weve just looked at the 10-80-10 rule as it pertains to the success of groups. But how does it apply to us as individuals? What can we learn from it and use in our day-to-day lives?You might be a sole trader or maybe a consultantsomeone who does not have a team to rally and simply sells
your services to others. In that instance, how does this work for you? Divide yourself up into the 10-80-10. Do it by tasks: what are you most efficient/gifted at, what are you good at, and what do you constantly put off doing?Heres an example. Say youre a writer (where did I get this one from?), and youre very successful. You are asked to write articles
for lots of great, top publications like LifeHack, or maybe youre writing a book and your screenplay just got picked up by Warner Brothers. Writing is your 10% elite. Its where you offer the greatest value.Its probably not the actual writing so much as its the creativity, ideas, and talent that you can bring to bear in your writing. The actual
writingsitting down at your computer, tapping it out, proofreading, and catching spelling/grammar mistakesthats your 80%. Sure, youre good at it. You are competent and get it done. But its not where you are at your most powerful, and you usually run out of steam at some point during the day.Then, theres your bottom 10%. Thats probably your
operational tasks, such as your timekeeping, bookkeeping, invoicing, correspondence, tax return, etc. Where Do I Get These Examples From? So, where can you be most effective in taking action that will support you in accelerating your growth? Again, start with the 80%. Try finding ways to improve the writing experience for you. Maybe observe
yourself on a typical day, and note when you do your best work. It might be right after your second coffee that you stay at your desk for longer and write with the greatest clarity. So, start structuring your day around that.What has that cost you? Nothing! It was simply a case of reorganizing your day and bingo, you are doing more of your best work in
less time than it took you before. Pretty soon, after youve tightened up your day so that you are of maximum productivity, youll find that you have more time and resources.Once you are better resourced, having landed bigger and bigger jobs, youll be able to take care of that pesky bottom 10%. It could be that you eliminate it by outsourcing the work
to someone else. Now that you earn more for less of your time, why not? Just take it out of the equation altogether.Final Thoughts The 10-80-10 rule is not about adding ridged structures or following strict rules per se. Its simply a lens through which to view human behavior, including your own. The reason why it is (or could be) the key to your
success is that it enables you to identify those small changes that you can make that will have the greatest impact and accelerate your growth the fastest.If you categorize your labor and the labor of your employees in this way, youll be able to more easily identify where you can have maximum impact with minimum input. If you continue to work out
from there, your success will snowball, and youll have the support in place to maintain it.More Tips on How to Improve Your SuccessFeatured photo credit: Andreas Klassen via unsplash.com Leadership Image Credit: Steve Jobs/Apple, Inc. Steve Jobs, co-founder of Apple, was renowned for his innovative leadership and exacting standards. A key
strategy he employed was the 10-80-10 Rule, a framework that balances delegation with oversight to achieve exceptional results.Understanding the 10-80-10 RuleThe 10-80-10 Rule divides the project process into three phases:Initial 10% Setting the Vision: The leader articulates the project's vision, goals, and expectations, providing clear
direction.Middle 80% Team Execution: The team takes ownership, developing ideas and executing tasks, encouraging creativity and engagement.Final 10% Refinement: The leader reviews the work, offering feedback and making adjustments to ensure alignment with the original vision.Application in PracticeJobs applied this approach during the
development of the first iPhone. After months of design work, he felt the device's case was too bulky and detracted from the display. Communicating his concerns, Jobs and the design team reimagined the phone's bezel, resulting in a sleeker design that met Apple's high standards.Benefits of the 10-80-10 RuleEnhanced Communication: Leaders set
clear expectations, reducing misunderstandings.Empowered Teams: Delegating the bulk of the work creates autonomy and innovation.Quality Assurance: Final reviews ensure the outcome aligns with the envisioned quality.Implementing the 10-80-10 RuleStart with Clear Guidance: Define objectives and desired outcomes at the project's
onset.Encourage Independent Work: Allow the team to execute tasks, providing support as needed.Conclude with Constructive Feedback: Review the final product, offering insights to refine and perfect the work.By adopting the 10-80-10 Rule, leaders can balance control with delegation, leading to innovative and high-quality results. People. Human
Behavior.As leaders, we aspire to get the most out of our leaders, and we challenge them to get the most out of the team they lead.Urban Meyer, Ohio State championship football coach, and author of Above the Line is often called upon to speak to corporate groups and business leaders, on how he gets the most out of his team.Meyers concepts on
leadership fundamentally agree with Positioning Systems and Gazelles Scaling Up Principles. To Build an Elite Team Requires A Players. Heres Meyers approach.10-80-10 PRINCIPLEMeyer believes the 10-80-10 Principle is the best strategy for getting the most out of your team.Imagine your organization as a big circle. At the center is the nucleus,
the top 10 percenters. These are your people who give all theyve got all the time. They are the essence of self-discipline, self-respect, and the relentless pursuit of improvement. These individuals are considered your elitethe most powerful component of any organization. You love leading and coaching them!Look at the picture. Outside the nucleus lye
the 80 percenters. They make up the majoritypeople who go to work, do a good job, and are relatively reliable. The 80 percenters are for the most part trustworthy and dutiful. These people simply dont possess the drive and the unbending will your nucleus does. Meyer states, They just dont burn as hot.The final 10 percent, at the very edge of the
circle, the rim of it? Thats the size of their engagement. These members are uninterested or defiant. They are on the periphery, mostly just coasting through life, not caring about reaching their potential or honoring the gifts theyve been given. Meyer call them coach killers. LEADERSHIP CHALLENGEYour leadership challenge is to move as many of
the 80 percenters into the nucleus as you can.Expand the top 10 percent into 15 percent or 20 percent, and youll see measurable increase in the performance of your team.Above the Line is about Ohio States NCAA Football 2014 Championship Season. How important is it to increase your nucleus?Meyer offers, By the end of the 2014 season, our
nucleus group was close to 30 percent. Its how championships are won.Meyer challenged his teams top 10 percent to identify and influence the 80 percent to elevate their level of play, deepen their commitment, and give more of themselves for the program. Meyer shares, We wanted our top 10 percent to be leaders who influenced and motivated
others. This is essential because leadership is about connecting. Leadership is an activity that happens person to person and heart to heart. Its about engaging deeply with others and inspiring them to be better.Meyer firmly believes how well you perform depends on the work you do with the 80 percenters. Meyer devotes more time to them by far
than to either of the 10 percenters.Its interesting to note Meyers approach to the 10% at each end of the spectrum. As much as you love your top 10 percenters, you dont need to motivate them because they are doing it by themselves. Everybodycoaches, staff, trainerswants to be around these elite people. They are positive, high-achieving people, and
its fun to associate with them. But remember, your goal as a leader is to build and motivate your whole team, and the way to do that is to focus your attention on the 80 percenters.Conversely, Meyer offers this, On the other end, the bottom 10 percenters are not really worth wasting any energy on. It took me a while to realize this. For years I would
try to change them. I would look at their corner-cutting ways and take it as a challenge to make them see the virtue and satisfaction that comes with working hard and getting results. It was probably arrogant on my part to think I could get them to change. The lesson I learned was this: time is a nonrenewable resource. If you waste it, you never get it
back, so its essential to pick your battles wisely.Bottom 10% only have one gear, and they wont want to find another! Im not a Kobe Bryant fan, but Meyer quotes Bryant to illustrate his point about these bottom 10 percenters.Harness the PowerTo get your 10 percenters to influence your 80% you have to convince them to get out of their habits. Most
of us enjoy spending time with like-minded people. Think of yourself. You probably associate with people who think, act, and believe much like you do. Its one of the reasons I recommend each of my CEOs and presidents to spend time with their people. Never underestimate the influence and inspiration a leader provides to the people in an
organization. Recognition, praise, or comment stir a far more favorable impression from them, than anyone else in your business can stimulate.Getting 10 percenters to influence the 80% will not happen without prompting. Meyers notes, the top 10 percenters will stick with their fellow 10 percenters, and the 80 percenters will do the same with their
group. We work hard to change that inclination, pairing a top 10 percenter with an 80 percenter as much as possible in workouts, drills, and unit meetings. Harness the power that the elites have. Leverage the ability of the top 10 percenters to bring more 80 percenters into the nucleus.10-80-10 PRINCIPLE SUMMARYEvery team or organization
consists of three groups:The top 10 percent: disciplined, driven, self-motivated, want to be great, and work relentlessly.The 80 percent: the majoritythose who do a good job and are relatively reliable.The bottom 10 percent: disinterested and defiant.The key to success is moving as many of the 80 percenters into the top 10 percent as you can.Time is a
limited resource. Stop wasting it trying to motivate the bottom 10 percent.Four approaches to move the 80 percenters into the top 10 percent:Mastery and belief: remind them of the quality of leadership; let them know they are being taught by masters of their craft.Harness the power of the elite: everybody wants to be around the top 10 percenters.
Use them to motivate the 80 percenters.Ownership: the more sense of ownership you can instill in your people, the more motivated they will be to push into the top 10 percent.Positive peer pressure: everybody is pushing each other to get betterPositioning Systems Strategic Discipline and Scaling Up resources provide the leadership tools to help
your business grow and perform to its highest potential. Measurable performance increases in your business can be achieved. Contact dwick@positioningsystems.comNEXT BLOG: PRODUCTIVE PARANOIA THE LEADERS BURDEN As the leader of your organization youre probably continuously aware of its potential, and particularly your peoples
upside talents. It often keeps you up at night, wondering, why your organization is not achieving more. In Great By Choice, Jim Collins calls this behavior Productive Paranoia. Its part of three core behaviors of 10x Leaders. Well explore this leadership burdenin our next blog.
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