

[image: Front cover of The Science of Scaling: Grow Your Business Bigger and Faster Than You Think Possible by Dr. Benjamin Hardy and Blake Erickson]




Praise for Dr. Benjamin Hardy

The Science of Scaling is transformative. Its scaling framework and philosophy is a road map for both startups and mature companies to create incredible growth and performance. I truly believe if a founder or leader embraces the paradigm shift this book offers, they can rapidly scale their company—no matter the size.

— Robert C. Gay, former senior managing director and chair of the management committee of Bain Capital

It’s rare that a book marks a paradigm shift and remodeling of an entire field of thought. This book redefines business strategy and scaling. I actually wish I’d written this book. It perfectly encapsulates the simple strategies I’ve used to help our business leaders achieve seemingly impossible goals again and again.

— Tony Robbins, #1 New York Times best-selling author, global entrepreneur, investor, philanthropist, and the world’s #1 life and business strategist

The Science of Scaling is a paradigm-shifting, breakthrough book because it represents a break with traditional thinking about growth, leadership, and culture. Hardy and Erickson reframe scaling not just as a strategic challenge but as a leadership imperative: your “floor” becomes your culture and your clarity becomes your competitive edge. A bold, compelling, and timely guide for leaders ready to raise both their ceiling and their floor.

— Stephen M. R. Covey, New York Times and #1 Wall Street Journal best-selling author of The Speed of Trust and Trust & Inspire
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You never change things by fighting the existing reality. To change something, build a new model that makes the existing model obsolete.

— BUCKMINSTER FULLER, SYSTEMS THEORIST, IN CRITICAL PATH1

	What man actually needs is not a tensionless state, but rather the striving and struggling for a worthwhile goal, a freely chosen task.

	— VIKTOR F RANKL M.D., IN MAN’S SEARCH FOR MEAINING2
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FOREWORD

There’s a moment in every achiever’s life when they realize the reason they’re stuck isn’t because they lack intelligence, talent, or ambition—it’s because they’ve been aiming too small.

Over the past four and a half decades, I’ve worked with some of the most driven, disciplined, and daring individuals on earth—founders, visionaries, athletes, and leaders. Early in their journeys, they grow rapidly. They innovate. They take bold risks. They defy odds. But then something happens. They succeed just enough to get comfortable. They shift from scaling to sustaining. From creation to maintenance. From compounding to incremental.

And that’s where the dream begins to die.

What Dr. Benjamin Hardy has done in this book is nothing short of extraordinary. The Science of Scaling is not just a book about business growth—it’s a complete reorientation of how we think about achievement itself. It’s a paradigm shift. A model for geometric growth rooted in one of the most powerful truths I’ve ever experienced: Breakthroughs are not born from certainty—they’re born from unreasonable goals, urgent timelines, and emotionally compelling reasons why.

Here’s what most people never understand: The key to exponential growth isn’t having the perfect plan. It’s having a massive, seemingly impossible target—one that forces you to think, operate, and execute differently. One that demands innovation instead of imitation.

In my own life, I’ve applied this exact approach again and again—long before I knew Ben or this framework. Whether it was feeding 100 million people in a single year or growing from one small business to now 114 companies generating over $9 billion in annual revenue, the pattern was always the same: set a goal that redefines the game, create powerful emotional reasons that pull you through inevitable challenges, and set a deadline that doesn’t give you the luxury of procrastination.

That is the science of achievement. That is the DNA of scaling. And Dr. Benjamin Hardy has captured it with clarity, precision, and practicality.

In fact, as I read this book, I found myself nodding, smiling, and thinking: This is it. This is the pattern—the unspoken psychology—that every extraordinary achiever I’ve known or studied has followed, whether consciously or unconsciously. From the outside, it may look like strategy. From the inside, it’s a mindset. A standard. A demand.

This book will give you that mindset—and more importantly, it will give you the tools to act on it.

It’s rare that I read something and think, “I wish I had written this.” But this is one of those rare books. It codifies what works. It takes what is often dismissed as “unrealistic” and shows you how to make it your new normal. It shifts you from the metrics of comfort to the math of compounding.

And perhaps most importantly, it reminds you of this: Realistic goals are rarely inspiring. And uninspiring goals rarely transform businesses—or lives.

So if you’re a business owner who wants to stop inching forward and start leaping. . . .

If you’re an entrepreneur or leader who’s ready to break free from the limits of logic and step into the power of strategic audacity. . . .

If you’re looking for the clearest, most actionable blueprint I’ve seen for creating exponential impact. . . .

Then don’t just read this book—study it. Digest it. Apply it.

Because this isn’t a book about scaling.

It’s a book about becoming the kind of person—and building the kind of organization—that can’t help but scale.

Step in. The journey starts here.

— Tony Robbins, #1 New York Times best-selling author, global entrepreneur, investor, philanthropist, and the world’s #1 life and business strategist




INTRODUCTION

 The Science of Scaling

Am I going crazy?

The President was losing more and more sleep.

He couldn’t keep a specific idea out of his head. But it seemed too bizarre. He’d lose his credibility if Congress, and even the country, knew he was taking this seriously.

I think I’ll mention it, but just keep it basically an afterthought . . .

Yeah, that’s what I’ll do.

On May 25, 1961, President John F. Kennedy presented to Congress what he felt were extremely “urgent” national needs. Specifically, he was deeply concerned about the broader state of the world, and whether tyranny or freedom would spread.

For Kennedy, it was an actual race—and within the decade, one of these two forces would win out.

In the thick of the Cold War, Kennedy detailed some of the weapons the Soviets were imposing—intercontinental strike forces, large conventional war forces, and a well-trained underground attack force in “nearly every country.”

He stated:



With these formidable weapons, the adversaries of freedom plan to consolidate their territory—to exploit, to control, and finally to destroy the hopes of the world’s newest nations; and they have ambition to do it before the end of this decade. It is a contest of will and purpose as well as force and violence—a battle for minds and souls as well as lives and territory. And in that contest, we cannot stand aside.



He then shared with Congress his multipronged approach to winning the race of freedom vs. tyranny before the end of the decade. His considered pathways to win this race included:


	Promoting economic and social progress at home

	Promoting economic and social progress abroad

	Strengthening partnerships of self-defense, such as NATO

	Increasing military defense and intelligence shields

	Increasing civil defense

	Disarmament, or the reduction and withdrawal of military forces and weapons

	Advancing space exploration



The last item on his list was radically different from the other six more traditional paths to peace and influence.

It seemed out of place, even a distraction.

Yet, advancing space exploration was pressing on Kennedy’s mind, even keeping him up at night. Just six weeks prior to this urgent congressional meeting, Yuri Gagarin of the Soviet Union became the first man in outer space. Gagarin spent 108 minutes orbiting the Earth on the Vostok 1 spacecraft and returned to Earth an instant legend.

 “Space” seemed an unlikely path to convert the world to freedom and democracy. But the situation was becoming increasingly fraught to Kennedy. It seemed only extreme measures would suffice, not common ones.


	Perhaps, just maybe, doing something big in outer space could garner global attention?

	If the Soviets continue to lead in space innovation, would the world turn to their ideology?

	And if the world does turn to tyranny, what would the repercussions be?

	Could it end freedom as we know it?



Though Kennedy couldn’t keep these thoughts at bay, he still wasn’t convinced. Even still, he felt it at least worth mentioning space to Congress. He’d keep it as mostly a footnote, a final concept to the more sensible and likely solutions presented before.

He did point out, though, that space had never really been a priority for the United States, and that perhaps it should be. Regarding space advancement, he stated, “We have never specified long-range goals on an urgent time schedule, or managed our resources and our time so as to insure their fulfillment.”1

A little over a year later, on September 12, 1962, Kennedy made what would become one of the most famous and world-changing speeches of all time.

His speech not only stunned the 40,000 people attending live at Rice University Stadium in Houston, Texas. It also emboldened the entire U.S. and much of the world.

His speech made clear that Kennedy’s mind had changed. In his private speech to Congress the year before, space was a fringe and unsure concept.

Now, though, space was the strategy.

The super priority.

The crux to winning the “freedom” race before all was lost.

Only “something bold,” to use his words, would work.

Rather than trying seven things, only one path was viable enough to spread global freedom, though it wasn’t clear they could actually execute on that path.


We choose to go to the moon in this decade . . . because that goal will serve to organize and measure the best of our energies and skills, because that challenge is one that we are willing to accept, one we are unwilling to postpone, and one which we intend to win.2



Kennedy gave NASA 7 years, 3 months, and 18 days to achieve that seemingly impossible goal.

One year after his transformational speech, Kennedy was in Dallas attempting to unify his Democratic party ahead of the 1964 election, where he hoped to be re-elected. Especially in the South, there was tension between various factions of the Democratic party.

To energize the city and their political party, a Democratic motorcade was orchestrated through Dallas. In the center of the long line of cars snaking through the city, Kennedy and his wife, Jacqueline, stood waving from a convertible limousine. Traveling down Elm Street in the Dealey Plaza, Kennedy was shot in the back of the head by a sniper rifle at 12:30 p.m. central time.

He was pronounced dead 30 minutes later at the Parkland Memorial Hospital.

In the country’s heartbreak, Kennedy’s impossible “moon goal” became the healing balm.

Commitment and conviction converged, increasing the unity and focus of that singular objective.

Five months before the allotted deadline, on July 20, 1969, Neil Armstrong and Buzz Aldrin walked the moon’s surface for 21 hours, 36 minutes. They then spent the next 3.5 days returning home to Earth, parachuting and splashing down in the Pacific Ocean near Hawaii.

Kennedy’s big bet of “putting a man on the moon and returning him safely” was a reality, and the resultant effect as he intended it.

With such a monumental achievement, all eyes looked to the United States for leadership. Freedom would reign over tyranny.

Politically, the United States was the undisputed global superpower.

Technologically, the United States was the lead innovator. The process of getting to the moon required innovating and developing technologies that continue to impact us today. Things like GPS, smartphones, CAT scans, water purifiers, enriched baby formula, and laptops are all byproducts of Kennedy’s moon bet.

From Neil Armstrong’s “one small step” through the next 50 years, the United States never looked back, becoming the wealthiest nation in the history of the world. Conversely, Soviet Russia shamefully regressed to the mean, fading from prominence.

This story, of course, isn’t new.

Yet, despite this being one of the most commonly cited and cliché leadership and business anthems ever, most people still miss the primary lesson from this story. This missed lesson, it turns out, explains why most businesses fail.

A NEW SCALING FRAMEWORK

A goal properly set is halfway reached.

— JOHN DOERR, VENTURE CAPITALIST AND BILLIONAIRE, IN MEASURE WHAT MATTERS3

The purpose of this book is to show you how to scale your business to seemingly impossible levels, and to do so rapidly.

To achieve this aim, I will introduce you to what we call The Scaling Framework. Until now, there has never been a clear, evidence-based, and reliable framework for aggressively scaling your business.

The first step of The Scaling Framework can only be understood once you realize what people still get wrong about Kennedy’s speech.

He didn’t just declare some massive vision.

He literally set an impossible goal. And from there, he realized that only the most direct path could work—not multiple paths.

There’s a fundamental difference between a “bold vision” and an “impossible goal.”

Most leaders don’t take Kennedy’s concept to its full conclusion. Sure, they may rah-rah themselves and try something big. But they don’t commit themselves to a seemingly impossible goal. Instead, they set attainable goals and expect moon-level results.

Setting attainable goals sets you up for catastrophic failure (and indeed, it is why most businesses fail today). The reason is simple, yet misunderstood.

It’s obvious to people and organizations that they should have goals—even stretching goals. Without goals, you can’t know where to focus. What people fail to comprehend is that their entire reality—what they see, what they do, the choices they make, everything—is filtered by their goals.

A person’s goals literally drive everything they do and are the core separating factor between humans and other species. This insight is the byproduct of cutting-edge research in both positive psychology and neuroscience.4,5,6,7,8

It may seem counterintuitive, but if you’re pursuing attainable goals, then your business is likely far more complex (and stagnant) than you think. If you’re pursuing attainable goals, you’re likely doing many things that are not only ineffective, but damaging.

Goals enable you to filter your experience in the present and make decisions.9,10,11,12 Consequently, the goals you set have enormous implications not only in how you operate in the present but also in the direction and results you create.

If you set the wrong goal, you’ll be unable to filter the signal from the noise. Your life and business will either stagnate and stall due to complexity or you’ll scale in entirely the wrong direction.

For attainable goals, the perceptual filter is too dull to separate the signal from the noise. With such goals, you can’t filter and find the most powerful pathways forward among the near-countless options you could pursue. Frankly, attainable and linear goals justify you in maintaining not only your existing system and process but also your existing assumptions and beliefs.

Elon Musk has said, “The most common mistake of a smart engineer is to optimize a thing that should not exist.”13

This quotation effectively encapsulates most businesses, and it’s why most won’t and can’t scale. The majority of what most people are doing is “optimizing [things] that should not exist.” Rarely is a business not only focusing on what matters and what can scale but also systematically weeding out all that “should not exist,” which can never scale.

The majority of entrepreneurs and businesses are mired in complexity and lying to themselves about what’s going on. A dear friend, a near billionaire, told me that most entrepreneurs will never scale because they don’t stop lying to themselves (much more on this later).

For a goal to be effective, it needs to be a hot knife, not only cutting cleanly through your fears and faulty assumptions but also ripping your entire business to shreds, leaving only the most relevant and scalable signal.

More than something to hit, goals are psychological and strategic tools for filtering what matters from what doesn’t. When you have a goal that’s so big it seems impossible, and a deadline so short it seems absurd, you are forced to:


	More accurately and honestly filter everything you’re currently doing, being left to acknowledge that the majority is a distraction based on sunk cost bias or lack of accountability.

	More powerfully filter for the most innovative and teleporting pathways (and partners) you otherwise couldn’t see or find.



When you commit yourself to a seemingly impossible goal—in both scale and timeline—you quickly see that almost everything in your current business (and possibly your life) is “optimizing [things] that should not exist.”

Though initially humbling, this clear and honest filtering enables you to simplify and remodel what you’re doing in a far more scalable way.

In both the management and psychological literatures, “stretch goal” is the common term for these types of goals, though “stretch goals” have rarely been well defined. In a research article titled The Paradox of Stretch Goals: Organizations in Pursuit of the Seemingly Impossible, Duke management researcher Dr. Sim Sitkins and colleagues defined a stretch goal as “an organizational goal with an objective probability of attainment that may be unknown but is seemingly impossible given current capabilities (i.e., current practices, skills, and knowledge).”14

A stretch goal, then, is a seemingly impossible goal given your current knowledge and capabilities. From this definition and for the remainder of this book, we will use “impossible goal” as a replacement for “stretch goal.”

Sitkins further states in that article:


Pursuing goals that are seemingly impossible might stimulate exploratory learning specifically because radically new approaches are required, [and] because [impossible goals] involve extreme redefinitions of what an organization is capable of being or achieving, they can capture, shift, and refocus attention.



Dr. Siktins’s remarks highlight a few crucial insights that impact your ability to scale:


	An impossible goal is one you don’t initially know if you can achieve, but is one you currently lack the capability to achieve in this moment. 

	These types of goals involve an “extreme redefinition” of what your organization can be and achieve.

	Through this redefinition, the attention and focus of your organization shifts to distinctive and unique paths and approaches.



Impossible goals not only redefine what your organization is and can be, but they also force you to more clearly define your organization.

They force focus.

Most businesses are not well defined.

Most businesses are diluted, overly complex, and lack clarity.

The Scaling Framework solves these common missteps, and is comprised of three elements:


	Frame

	Floor

	Focus



Your frame is what you see, and is based on your goals.

Your floor is what you filter out, defining what you don’t do.

Your focus is what you filter for, defining the paths and partners you develop to realize your goal.

If you’re ready to scale, then setting and pursuing a seemingly impossible goal—in both scale and timeline—is the first step. The reason an impossible goal is the first step is because only a goal of that level enables you to filter your current business and future prospects with the rigor needed to scale.

From the reference frame of an impossible goal, almost nothing will work. Therefore, such a goal serves as a razor-sharp filter for your current situation and decisions.

Take, for example, Mark Young, a friend of mine. When he learned The Scaling Framework, he immediately saw that his businesses had become diluted, complex, and unscalable. After reading an advance copy of this book in March of 2025, he told me, “Ben, I’m changing all of my companies. From now on, they will all only do one thing.”

One of Mark’s companies, Jeckyll & Hyde Advertising, is an agency that specializes in getting physical consumer products into retail stores like Walmart. They’ve helped hundreds of fledgling products get into retail stores, scale, and often sell for hundreds of millions of dollars.

Take, for example, Wax-Rx, an all-in-one earwax cleaning kit, which came to Jeckyll & Hyde while doing approximately $1 million in revenue and unable to get into stores like Walgreens. With Jeckyll’s help, Wax-Rx 5x’d their sales within nine months, leveraged that success to get into Walgreens, then became the #1 product in its space, now being sold in over 50,000 retail stores throughout the United States.

Mark explained to me that despite being the absolute best in the world at helping people both get into and succeed in retail, that over the previous few years they’d become diluted and unfocused.

 “We lowered our floor, offering a broad array of lesser services because people were asking for them.”

 “What do you mean?” I asked Mark as he explained this to me.

 “Well, the truth is: Yes, we began offering cheaper services, such as social media ad campaigns and Amazon product campaigns because people wanted them. But the real reason we lowered our floor and offered many competing services was fear. We’d been told that everything was going digital, and we didn’t want to be left behind. Our model is based on selling mass retail and scaling our retail products through mass media, which is traditional TV. That’s who we are, and no one can compete. And due to fear, we stopped owning that.”

At the time Mark read this book, Jekyll & Hyde Advertising had been around for over 30 years and was doing $20 million in revenue. Immediately upon finishing the book, he decided that within three years that they’d be doing $100 million in revenue (more on the psychology of time and extreme deadlines in Chapter 2). To reach that $100 million scale-goal, they’d have to raise the floor and eliminate everything muddling their focus. No more optimizing what shouldn’t exist.

Mark explained to his team that they were going to eliminate all service offerings outside of who they really were as an agency, at the highest and clearest level. They had 10 clients that were below the floor, utilizing the lesser services they provided.

One of these clients was particularly frustrating, demanding far more time and resources than they were worth. Mark told his team, “This client needs to go away because they don’t fit who we are. However, what I will do is explain to them who we really are and give them the opportunity to use us the way they should be using us.”

This particular client had an innovative women’s make up cleaning solution they were selling on Amazon. They were on a $4,000 monthly retainer for an Amazon ads service with Jekyll & Hide. Mark told them:


Look, you’re wrong in how you’re approaching your business. Amazon is a retailer, not a business model. If you keep building your business around Amazon, your business will stagnate and die within 18 to 24 months. If you’re going to scale this product, let alone survive, you need to bring $300,000 to us. We will get you into mass market retail stores and blow your brand up through mass media on TV. You have to make a choice: either play with the big boys or keep grinding out what you’re doing for the rest of your life.



Mark’s team was shocked that this client, who seemed cheap and stingy, was very open to this much higher and distinct service offering.

Part of what made Mark so convincing was the dead clarity of his impossible goal. That higher frame forced a level of honesty Mark hadn’t required of himself, his team, or his clients for years. But given the impossible goal of $100 million in three years, and the refined definition that he gave to Jeckyll & Hyde, Mark’s conviction went through the roof.

He knew who they were, what they offered, and what they could do.

He didn’t need to apologize about that.

He didn’t need to dilute himself by offering lesser things to people who didn’t get it. If potential clients weren’t ready for the scale Jeckyll optimized for, then they were below the floor and rejected.

In the book Relentless: From Good to Great to Unstoppable, Tim Grover, the performance coach of NBA superstars like Michael Jordan, Kobe Bryant, and Dwyane Wade, wrote:


Go a different way, excel in another area, while everyone else is just competing for space in the same pool. You don’t become unstoppable by following the crowd, you get there by doing something better than anyone else can do it, and proving every day why you


























































WHERE DID THE SCALING FRAMEWORK COME FROM?
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