
Level Up
In  th is  v ideo,  John Barrett  int roduces the concept of  the 10-80-10 Del i  Sandwich as a
framework for  effect ive delegat ion.  He emphasizes that  delegat ion i s  not  just  about
off loading tasks  to f ree up one 's  own t ime but  rather  about  developing team members
and giv ing them opportun i t ies  to grow.  The 10-80-10 model  suggests  spending 10% of
the t ime sett ing c lear  expectat ions ,  a l lowing the team to work  autonomous ly  on the
task  for  80% of  the t ime,  and then re-engaging in  the f ina l  10% to rev iew and prov ide
feedback.  Barrett  warns  against  the p i t fa l l s  of  over- invo lvement or  under- invo lvement
in  the delegat ion process ,  which can st i f le  development and lead to f rust rat ion.

SESSION SUMMARY:

GROUP QUESTIONS:

APPLICATION:

1 .  What  are some chal lenges you 've faced when delegat ing tasks  to others?

2.  How can sett ing c lear  expectat ions upfront  ( the f i r s t  10%) change the outcome of  a
delegated task?

3.  Can you share an exper ience where e i ther  too much or  too l i t t le  invo lvement in  a
task  affected i ts  complet ion?

4.  How does the 10-80-10 model  ref lect  the opportun i ty  for  growth?

5.  In  what  ways can we ensure that  the middle 80% prov ides a genuine opportun i ty  for
growth and learn ing?

6.  How can we prov ide const ruct ive feedback in  the f ina l  10% without  undermin ing the
work  done?

7.  What are some indicators  that  delegat ion i s  being done out  of  des ign rather  than
desperat ion?

8.  How can we apply  the 10-80-10 model  to other  areas of  our  l i ves  beyond work?

This  week,  ident i fy  a task  you can delegate us ing the 10-80-10 model .  Be intent ional
about  sett ing c lear  expectat ions ,  a l lowing autonomy,  and prov id ing const ruct ive
feedback.  Ref lect  on how th is  approach affects  both the outcome of  the task  and the
development of  the team member invo lved.
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