
F I E L D  N O T E

The 15-80-5 rule for leading
people and AI

Gary Vaynerchuk's delegation rhythm, adapted for people and AI: clear

direction at the start and a closing review that is a real decision.

I N  S H O R T

Gary Vaynerchuk's 15-80-5 approach is the starting point: clear direction, real

room to execute and a closing review that is a real decision.

It is a rhythm for delegation, not a measured split of a CEO's day. People need

ownership and support, AI needs defined scope, permissions and evidence.

Adjust the checks to the risk. Delegating execution does not remove our

accountability.
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Gary Vaynerchuk's 15-80-5 approach is the starting point for this field note. The sources and

research notes are at the end.

AI-delegation variant: humans set direction and review. AI does the heavy work. With human

teams, the team owns execution. Gary Vaynerchuk's 15-80-5 approach, adapted by inocta.io.

The proposed review allowance is 5 to 20 percent of planned effort, or more as risk warrants,

with the other stages rebalanced. Conceptual proportions and an illustrative planning guide.

Not a validated professional standard and not a safety cap.

0 1

Begin with an agreement

Delegation often fails before the work begins. We hand over a task and keep the expectations in

our head. At the end, we are surprised by what we receive.

Or we stay so involved that the team has responsibility without room to make a decision.

https://www.linkedin.com/posts/garyvaynerchuk_i-think-i-got-something-i-call-it-15-80-activity-7498854387080138752-1uu8
https://yebvackgglgmy980.public.blob.vercel-storage.com/posts/delegation-15-80-5/flow-en2.webp
https://yebvackgglgmy980.public.blob.vercel-storage.com/posts/delegation-15-80-5/flow-en2.webp
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Gary Vaynerchuk describes a simple alternative. A leader contributes the first 15 percent

through ideation and direction, and the team owns the middle 80 percent. The leader then

returns for the final 5 percent of refinement [1].

There is an older related idea in John C. Maxwell's 10-80-10 principle. The numbers differ, but

both leave substantial room for delegated execution [3]. Farshad Asl applies the same pattern

to AI [7].

For us, the useful question is what makes that middle possible.

0 2

The first 15 makes the work executable

A good opening gives people more than an instruction. It explains the outcome we want, why it

matters, the constraints, and how we will know whether the work is good enough.

It also settles authority. Which decisions can the team make? Which require a conversation?

What must not happen without approval?

For an AI assignment, the same brief needs context the system can use and sources it can

trust. It also needs explicit tool permissions. Asking for a recommendation does not authorize

sending it to a customer. Asking for a prototype does not authorize changing a live system.

This opening takes effort. That effort gives the executor a basis for choosing well instead of

repeatedly guessing what we meant.

0 3

The middle 80 needs real ownership

With people, ownership includes the freedom to challenge the brief. It includes choosing an

approach and bringing judgment to the work. Research links autonomy-supportive leadership

to motivation and well-being, and to better work outcomes. Autonomy support means helping

people exercise judgment, not simply leaving them alone [4].

We should remain available when an assumption changes or a decision exceeds the agreed

scope. A useful checkpoint protects the work without turning every choice into an approval

request.

AI needs a different kind of management. We cannot assume human motivation or durable

learning from a conversation. We need evidence that the system can perform the particular

task.

In an experiment with 758 consultants, AI improved performance on tasks within its capabilities.

It reduced correctness on a deliberately challenging analytical task outside them. The boundary

ran through professional work, not neatly around an entire job [5].
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A fleet adds coordination questions. Who holds the current brief? Which agent produces the

work? Who checks it? What happens when their results conflict? More agents are useful only

when the separation improves the outcome enough to justify the extra handoffs.

0 4

The final 5 must be a real decision

Vaynerchuk also applies the pattern to AI: a strong starting prompt, execution, then editing [2].

For us, the closing step also means deciding whether the work is sound enough to use.

We need to know what was checked and which assumptions remain. We also need to know

what could materially change the decision.

An experiment on AI-assisted decisions found that designs requiring more active thinking

reduced acceptance of incorrect recommendations compared with simple explanations. A

convincing explanation and an approval button are not enough [6].

For consequential work, review may require an original source, a calculation, a test or someone

with the expertise to spot an error. Two agents agreeing can still be two agents repeating the

same mistake.

And some checks belong before execution. A payment may be hard to undo. So may a

publication or a production change. Approval after the fact cannot replace authorization before

it.

For higher-risk work such as legal or accounting, we would plan 5 to 20 percent of the effort for

human review, or more if needed. We would rebalance the other stages.

0 5

Keep the rhythm and adapt the supervision

The percentages describe involvement across an initiative. The middle 80 is the team's

execution, not 80 percent of the leader's own working hours. Nor is the final 5 a universal review

budget.

A familiar, reversible task can run with considerable freedom. New or consequential work may

need an early sample, or a specialist review at a milestone.

We can delegate much of the execution. Our responsibility is to create the conditions for good

work and to stay available when the situation changes. We also make an informed decision

about the result.
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Sources

1. Jason Feifer, Gary Vaynerchuk's Controversial Career Advice, Entrepreneur, July 21, 2026.

Earliest securely dated exact-formulation source located in this research, not proof of first

use.

2. Gary Vaynerchuk, personal post on 15-80-5 and AI. Absolute publication date unverified.

Accessed October 30, 2026.

3. John C. Maxwell, author archive with the 10-80-10 articles, July 22 and 25, 2014. The archive

verifies the dated teaching. The original article URLs currently misredirect. No verified source

establishes direct borrowing between Maxwell and Vaynerchuk.

4. Slemp and colleagues, Leader autonomy support in the workplace, 2018. Meta-analysis of 72

studies. Much of the underlying evidence is correlational.

5. Dell'Acqua and colleagues, Navigating the Jagged Technological Frontier, Organization

Science, 2026. Historical GPT-4 and assisted individuals, not autonomous fleets.

6. Buçinca, Malaya and Gajos, To Trust or to Think, 2021. Bounded experiment with 199

participants. Reduced overreliance does not mean error-free review.

7. Maxwell Leadership, A Leader's AI Roadmap with Farshad Asl Part 1, April 23, 2026. Asl applies

Maxwell's related 10-80-10 pattern to AI. This is Asl's interpretation, not verified direct AI

advice from Maxwell.

None of these studies tests the 15-80-5 allocation. Validation, risk-based checkpoints and fleet

design are our practical interpretation. Experiments did not establish them as part of the

numerical rule.

Read online: https://inocta.io/lab/field-notes/the-15-80-5-rule-for-leading-people-and-ai/

https://www.entrepreneur.com/entrepreneurs/gary-vaynerchuks-controversial-career-advice
https://www.linkedin.com/posts/garyvaynerchuk_i-think-i-got-something-i-call-it-15-80-activity-7498854387080138752-1uu8
https://www.johnmaxwell.com/blog/author/johnmaxwell/page/21/
https://pmc.ncbi.nlm.nih.gov/articles/PMC6133074/
https://www.hbs.edu/ris/Publication%20Files/dell-acqua-et-al-2026-navigating-the-jagged-technological-frontier_5c589c8c-fbb5-458f-b285-c944746cd717.pdf
https://www.eecs.harvard.edu/~kgajos/papers/2021/bucinca2021trust.shtml
https://www.maxwellleadership.com/podcast/executive-podcast-393/
https://inocta.io/lab/field-notes/the-15-80-5-rule-for-leading-people-and-ai/

