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The 10-80-10 Principle:
The Key to Maximizing Your Time and Effort

People ask me all the time how I get so much done. First, I tell them that a lot of it is thanks to my
high energy mixed with low IQ. I just don’t know any better. But that’s not really the key to my
success at achieving a variety of goals. The secret is something I’ve been practicing for many years,
but haven’t really taught that much: The 10-80-10 Principle.

If you know me, you’re already aware that I’'m a big fan of delegation. I delegate almost everything.
But there are right ways and wrong ways to delegate. The 10-80-10 Principle is what I consider the
best way to delegate.

Here it is in a nutshell. For any project, I divide the total process (100%) into the first 10%, the
middle 80%, and the last 10%. Then, I involve myself in the first and last 10%. The middle 80% is
carried by my team. I pour myself into the first 10% in order to get the project started on the right
track. Then I hand it off to the team. I interact a little bit with them, but not much. It’s really their
baby. After the team has taken the project almost to completion, I dive back in again and help with
the final 10%.

I call those two parts the bookends of success. I coul also compare the process to piloting a plane.
The crucial parts of the flight are the takeoff and landing. They’re the most dangerous, and the most
complicated. By involving myself in the team’s project during those crucial times, I'm able to help
them make a successful trip.

For today’s post, I’ll describe the five things that I make sure to provide for my team during the first
10% of any project. Then on Friday, I'll share the five things I provide during the final 10% of the
project. Here’s what I provide when I involve myself in the first 10%:

1. The Big Picture:

I’ve often said that leaders see more than others see. This time at the front end of the project is when
I share with the team what exactly I see, and what exactly I want the outcome to be. I don’t want my
team to get started and get lost. It happens all time. People get started and get lost, because they don’t
see the big picture. So I use this time to make sure we’re all on the same page and have the same
goal.

2. Objectives:
Now it’s time to break down the goal into specific objectives. I try to focus on only four or five main
objectives. These provide the “how.” How are we going to achieve the overarching goal? It’s a good



idea to keep these objectives simple, and make them visual. You want your team to be able to look at
them later and be aware instantly of whether they’re still on target.

3. Direction:

Here I break things down even farther — helping figure out the specific responsibilities of each person
on the team. [ want to give each individual direction, because they’re not all going to be doing the
same thing. Each person needs to know their position, so that there won’t be conflicts later. And it’s
easier to know who’s accountable.

4. Resources and Support:

Now each person knows what they need to do to achieve the goal. It’s time to find out what they
need from me to make it work. What kind of resources do they need? Do they need other people to
assist? Do they need workspaces? Are they in need of monetary support? Before I can expect people
to give me what I’'m asking for, I need to give them what they need to get the job done.

S. Responsibility:

This is where I hand off the “ball” and let them start on the next 80% of the job. I’ve given them
what they need and set them up for success. I want them to be clear on the fact that the task is theirs,
and I won’t be involved much until the end of the project.

At this point, after handing off the project for the team to do the next 80%, I can move on to other
projects, or go back to tasks that I need to accomplish. Delegating in this way allows you to have
more than one project going at once, because you’re not involved for 80% of it.

Now, a lot of people delegate in this way, but the ratio is more like 10-90. The leader is involved for
the first 10%, but then the team takes everything to completion. That’s what I love about 10-80-10. It
takes any project to another level of excellence, because the leader, the one who originated the big
picture, steps back in and helps elevate the work of the team.

In my next post on Friday, I’ll talk about the five things I give my team when I step in for the final
10% of the project. Apply this principle, and you’ll see your efforts maximized and your impact

increased.
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