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The secrets of successful
scaling

Scaling is one of the most exhilarating - and high-stakes -
stages of business growth. It brings opportunity, pace,
innovation, and often, a whole lot of people challenges. This
guide is built on the real-life experiences of founders and
People Directors who have been there. It's designed to help
you avoid common pitfalls and build a thriving, people-
powered organisation.

Whether you're scaling from 10 to 50 or 50 to 250 employees,
yoU'll find frameworks, tools and real-world guidance to
support your growth journey.

“You have to have repeatability to scale well. You have fo have clarity
of vision, and you have to have the right people around you. Knowing
all this stuff before you set out can save a lot of time and money.”

Saurav Chopra - Founder, 5mins. Al

B3 Watch the full webinar recording here

)


https://peoplepuzzles.co.uk/news/the-secrets-of-successful-scaling-a-ceos-guide-webinar/
https://www.linkedin.com/in/sauravchopra/

Laying the foundation
for scale

Scaling a business isn't just about doing more - it's about
doing things differently. Before you expand your team, invest
in new tools or chase aggressive growth targets, the
groundwork must be laid. This starts with defining your cultural
DNA and leadership mindset.

Without a strong foundation, even the most promising
businesses can falter as they grow. Misaligned teams,
inconsistent decision-making and rushed hiring can dilute
what made your business successful in the first place.

As Saurav Chopra put it, “We went from product and
growth—obsessed to people-obsessed.” That shift in focus is
key. Scaling successfully means becoming more intentional -
about your vision, your hiring decisions and how you lead.

Before you turn to systems and structures, take time to reflect
on these strategic building blocks: vision, hiring, leadership,
and communication. Do you have a compelling vision that
aligns and inspires? Are you hiring for values, not just skills? Is
your leadership team equipped to scale with you?

Many founders admit that failing to define a clear and
compelling vision early enough was one of their biggest
mistakes. This checklist helps you avoid those pitfalls - and
create the conditions for sustainable, scalable success.



--------------------------------------------------
.

--------------------------------------------------
*
*

~Your early-scale people plan checklist
Use this to ensure you're laying the right foundation

before you hit 50-75 employees

. .
----------------------------------------------------------------------------------------------------

Vision and culture
Clear, compelling company
vision that's easy to communicate
Documented core values that
are woven into everyday decisions
Culture intentionally shaped
from the top, not left to chance
Leadership team aligned on
what culture means in practice

Hiring and onboarding

Defining hiring criteriq,
including values-based interview
questions

Scorecard system for structured
hiring decisions

Hiring strategy for versatile
athletes early on; specialists later

Formalised onboarding plan
that embeds culture and
expectations

First 30/60/90 onboarding
milestones for new hires

*
*

Leadership & Structure

Defined functional owners (not
just job titles)

Clear expectations and
deliverables for each role

Plan to grow “leaders of
leaders” - not just doers

Delegation strategy: who owns
what, and how it evolves over time

Training support for first-time
managers

Communication & Feedback

Regular cadence of internal
communication (e.g. weekly
updates, all-hands)

Forum for feedback and two-
way dialogue (e.g. Ask Me
Anything sessions)

System for capturing and
responding to employee
sentiment

“Culture isn't something that happens by accident. Companies really
have to work on it, and keep that real DNA in place in your comms Qs

you scale.”

Vic Foster - People Director, People Puzzles


https://peoplepuzzles.co.uk/our-locations/vic-foster/

Building scalable
infrastructure

What is one of the most overlooked levers for successful
scaling? Onboarding.

Among the many insights, one truth stood out: the
companies that scale successfully are those that treat
onboarding not as a checklist, but as a strategic, culture-
defining process.

In a scaling business, every new hire represents not just
capacity, but potential. They bring new energy, new
perspectives and — if set up correctly — the ability to deliver
real impact, fast. But if the onboarding experience is
disjointed, unclear or overly tfransactional, even the most
talented hires can feel lost or disengaged.

That's why a 30-60-20-day onboarding plan is such @
powerful tool. It creates a clear roadmap for the first three
months — a time when your new joiners are forming early
impressions of your culture, learning how decisions are made
and working out where they fif.

Great onboarding should:
e Connect new hires to your purpose - so they understand
what you're building and why it matters
e Help them build relationships across the business -
because collaboration fuels growth
e Enable them to deliver early wins and feel ownership -
laying the foundations for long-term success
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~Your 30-60-90 day onboarding template

Use this as a guide to ease the fransition from outsider to

*
. *
---------------------------------------------------------------------------------------------------

Days 1-7:
e Welcome, mission & vision intro
e Business model & growth ambitions session
e Values deep-dive
e Functional onboarding begins; role purpose / value

Week 2-4.

e Meet with cross-functional peers
Start setting individual objectives / key results
Establish Manager 1:1 check-in and feedback loop rhythms
Voice of the customer exposure to deepen understanding
Consider intfroducing a “buddy” or internal connector

Month 2:
e Start attending team retros - what went well, even better if

e |Introduction to how we scale - repeatability & performance
e Assign ownership of small projects
e Encourage participation in company activities & celebrations

Month 3:
e Peerreview & self-reflection
e Final onboarding feedback & autonomy preparedness check
e Growth planning conversation & clear annual expectations

“Building in repeatability gets you out of the chaos - you get great results that
you can turn out again and again. It's not about the individual brilliance of one
person, it's about a structure and a system that is delivering growth for you, every

fime.”

Saurav Chopra - Founder, 5mins.Al



https://www.linkedin.com/in/sauravchopra/

Managing the human
side of growth

The biggest challenges and opportunities come down to how leaders manage

people, not just operations.

As you grow, the pressure intensifies. Your leadership style matters more. People
missteps cost more. Cultural cracks widen. So the way you show up as a leader,
and how you build other leaders, becomes critical to your success.

10 habits of people-first leaders in scaling business
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Lead with clarity of vision
articulate where you're going,
why it maftters, and how each

person contributes

- *

®axsmsnnnmnnns®

“!E'.
O ‘Y

*

., "’
s EEEEEEEEEEEEEEEEEEEEEEEEEEEEEEEEES

g S I NI NN NN NN NN NN NN NN NN N NN EEENN,
.

*
.

Empower, don’t micromanage
Give leaders real ownership.
Trust them fo run functions like
“mini-CEOs.”
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Coach first-time managers
Don't wait for failure. Equip new
managers early with tools,
frameworks, and confidence
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Encourage a speak-up culture :

Make feedback normal, safe,

and expected. Leaders should :

listen as much as they talk .
Celebrate learning from failure :

Build team rituals that normalise

risk and reflection, like flop

. spotlights and retro sessions :
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Live your values
Make values part of daily
decisions, team rituals, and
recognition
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Prioritise cultural alignment in
hiring
Hire and promote based on
values, not just skillset or output
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Transparent decision-making .

Use decision memos, like OKRs, :

to show how and why decisions :

. are made H
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Invest time in your people .

Value your team’s time and :

development as much as you :

. Value strategy orinvestor meetings ~ *
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Continuously evolve leadership
Embrace coaching, peer
groups and reflection. What got
you here won't get you there
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Key lessons and
takeaways

e Repeatability is key for scalability

e Your first hires shape your culture - don't rush them

e Shift your mindset from founder-led to function-led

e Don't just be product-obsessed: be people-obsessed

e Culture should be infentional - it takes work

e Values must be “lived not just laminated”

e You don't need to lose agility to gain structure

e Systems and process should free up time for innovation, not Kill
it

e Every employee should know what success looks like and
understand how their role contributes to it

e Transparent communication is non-negotiable

e Change fatigue is real, so manage it with empathy

e Asaleader, find a way to see your own blind spots

e Effective leadership teams must be able to “disagree and
commit”

e |eadership must evolve as the business does

llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
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_." “You've got fo empower your people. And if you empower
. them the right way, and they're aligned to the culture, and
they're aligned to the values of the organisation, they will
come up with solutions. You don't have to solve it all

yourself."
- Saurav Chopra

. .
----------------------------------------------------------------------------------------------------



Get a free 45-minute
consultation today

Scaling a company can be complex to
achieve alone. A fractional People
Director can:
e Quickly diagnose your people risks
and opportunities
e Help build scalable processes that
align with your goals
e Coach your leadership team for the
next stage of growth
e Ensure you're not only growing, but
thriving

Scan here to book your
consultation now

0345 646 5201
M hello@peoplepuzzles.co.uk
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