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Praise for

WHO NOT HOW

“Dan Sullivan is the ultimate coach for entrepreneurs. I’ve been learning from him for over 20 years! Anyone who reads Who Not How will know exactly how the best entrepreneurs create freedom.”

— David Bach, New York Times best-selling author, founder of FinishRich.com, and co-founder of AE Wealth Management

“How do you shift your life? You shift your thinking. And how do you shift your thinking? Dan Sullivan says it starts by ‘thinking about your thinking.’ Dan is the entrepreneur’s coach of coaches because he helps you think about your thinking to gain an entirely new perspective that doesn’t just impact your business, it elevates every aspect of your life.”

— JJ Virgin, CNS, CHFS, New York Times best-selling author and founder of Mindshare Collaborative

“To say that I have thrived both personally and professionally because of Dan Sullivan’s coaching would be an understatement. Dan is blessed with the innate talent to simplify the most complex business situations and create tools that are so easy to use. The world is better off because of him.”

— Ninad Tipnis, founder and principal, JTCPL Designs

“Dan Sullivan is a one-of-a-kind human being. There is a clarity, tenacity, and conviction that just oozes out of him. Pay close attention, and that wisdom will rub off on you. His generosity of spirit gives you open access to his fascinating thought process.”

— Kathy Kolbe, brain researcher and theorist and founder of Kolbe Corp.

“If you want to massively grow some part of your life or business, make lots more money, work less, and enjoy life to the fullest, there’s only one place to go—Dan Sullivan and his Strategic Coach Program. I did, and it made all the difference.”

— Richard A. Viguerie, pioneer of political direct mail and chairman of American Target Advertising

“Since I met Dan Sullivan, my perspective on freedom and success has never been the same. I can’t get enough of his wisdom and cherish his teaching. The impact on my family and me has been significant. Dan is hands down the best coach for anyone looking to find and then execute the entrepreneurial life they were put on this earth to live!”

— Mark Timm, serial entrepreneur and co-author of Mentor to Millions

“This new book by my good friends Dan Sullivan and Ben Hardy provides one of the biggest secrets to success. The concept will allow you to free up thousands of hours, build a star team to support your vision, accomplish your goals faster than you ever thought possible, and do it all without running yourself ragged. It’s one of the most effective strategies for experiencing greater freedom, fulfillment, and fun while achieving your biggest, most ambitious goals.”

— Joe Polish, founder of Genius Network

“Dan Sullivan coaches the world’s greatest entrepreneurs. We have absolute confidence in our ability to learn, grow, and thrive based on the coaching we are getting from Dan and Strategic Coach. If you want astonishing results, you go to Dan Sullivan.”

— Chris Voss, CEO and founder, The Black Swan Group

“Dan is Yoda for entrepreneurs. His wisdom drops are perfectly timed yet timeless. His true gift is not in pouring out his wisdom but in helping entrepreneurs find their Unique Ability (aka the force) and then teaching them how to wield it, creating exponential impact and success.”

— Lisa Cini, CEO and founder, Mosaic Design Studio and BestLivingTech.com

“I have interviewed a bucket list of the most successful, most sought-out entrepreneurs in the world. They are the ones you see on TV, the ones you know by name. I’ve been lucky enough to make friends with many of them and have the ability to call on them when I need advice. But there is only one person in the world who can help me not only see but achieve realities that are far bigger than I had previously imagined, and that’s Dan Sullivan. My life, my business, and my relationships are 100X better because I work with Dan.”

— Nick Nanton, Esq., Emmy® Award-winning director and producer, Wall Street Journal best-selling author, and Global Shield Humanitarian Award recipient

“Dan Sullivan changes lives. He has influenced me and thousands of others who have studied with him and read his books. Pay very close attention: his rock-solid insights and wisdom will improve your life and make you money!”

— Keith J. Cunningham, co-founder of Keys to the Vault, best-selling author of The Road Less Stupid

“Dan Sullivan is a champion for entrepreneurs. He is a master at offering original solutions that amplify capabilities, leading to a path of more freedom and sustainable success. Dan Sullivan is the ‘Who’ I consistently turn to as my secret weapon, strengthening and guiding my capabilities successfully into the future. I am grateful he does the work!”

— L. Lee Richter, CEO of Richter Design Group

“Dan Sullivan is one of America’s great thinkers. His understanding of the entrepreneurial mind is unrivaled. Dan has an uncanny ability to see around corners and discern what is coming next before anyone else. Dan’s influence and thinking are seen and felt in many of America’s most innovative and fastest-growing companies. His thinking has contributed billions of dollars to the economy. This is why those of us who know him best call him the coach’s coach.”

— Mark Young, Ph.D., founder and CEO of Jekyll and Hyde Advertising and Marketing

“Dan Sullivan is the preeminent advisor to successful entrepreneurs worldwide. Countless of his past and present clients owe their fortunes to Dan’s wisdom and coaching. I have been following Dan’s teachings for nearly 20 years, and he still inspires me in so many ways.”

— John Ferrell, Esq., co-founder of Carr & Ferrell LLP

“Dan is the preeminent coach for successful entrepreneurs who want more from life: more freedom of purpose, time, money, and relationships. My life, and the lives of those I love, are so much richer as a direct result of applying Dan’s unique wisdom and thinking tools in every area of my life.”

— Paul F. Heiss, founder and president, IBCC Industries

“Dan Sullivan is the most creative and visionary coach for entrepreneurs working today. His insights and innovations are worth billions of dollars, and Dan’s revolutionary methods unlock the secrets to your personal and professional freedom. Dan walks his talk!”

— Steven Palter and Michele Lang Palter, Gold Coast IVF and Lodestone Technology
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To Dean Jackson, for being the Who that gave Dan this crucial insight, and for coining the term “Who Not How.”

This book would not exist without you and your brilliant mind.

Thank you for your endless inspiration and collaboration, particularly with Dan on the Joy of Procrastination Podcast.

We love you!


“Take a look at any significant innovation, and the myth of the lone genius and the ‘eureka moment’ breaks down.”

—Harvard Business Review

“Edison said, ‘Genius is one percent inspiration and ninety-nine percent perspiration.’ But whose? His real knack was for commanding and beguiling others to execute his ideas.”

—Joshua Wolf Shenk, author of Powers of Two
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INTRODUCTION

What Is Who Not How, and Why Should It Matter to You?

Michael Jordan, arguably the greatest basketball player of all time, didn’t win a championship during his first six years in the NBA.

Drafted by the Chicago Bulls in 1984, Michael saw his team swept from the first round of the playoffs during his first three seasons. He was emerging as one of the best players in the league, possibly the best player, but he was lacking playoff success.

It was clear to the Bulls organization that Michael couldn’t succeed at the highest level—meaning win championships—by himself. Although he was the most talented individual player, he needed support.

Michael Jordan needed a Who, not a How.

In 1987, the Bulls traded for the incoming rookie, Scottie Pippen, who was originally drafted by the Seattle SuperSonics. Scottie was the perfect collaborator for Michael, and he quickly adopted Michael’s aggressiveness and competitive spirit. Scottie pushed Michael, sharpening his skills on both defense and offense, but he also helped him evolve from a one-man show to more of a team player.

Their first season together, the Bulls were able to get out of the first round of the playoffs. The next two seasons—1988 and 1989—the Bulls were destroyed in the second round by the more experienced and more physical Detroit Pistons. These were devastating blows. For Michael and the Bulls, though, these “failures” were exactly what they needed to deepen their commitment to their ultimate goal.

By 1989, it was no longer an argument who the best player in basketball was. Michael Jordan, as an individual talent, had no rival. And with the help of Pippen, the Bulls had broken past their former plateaus and gotten to their own next level. But even with Jordan’s godly abilities, the Bulls hit another wall.

The Pistons had developed what they called the “Jordan Rules,” which consisted of them double or triple teaming Jordan every time he got the ball. Once Jordan was taken out of the game, the Bulls had no chance.

The Chicago Bulls needed another Who, not solely more of Michael’s How.

Phil Jackson became the head coach of the Chicago Bulls in 1989. Recognizing that the Bulls needed a more team-based strategy, rather than relying exclusively on Michael’s superhuman talent, Jackson installed the triangle offense—a strategy for creating space on the floor with more passing and cutting to get players the open shot.

By sharing responsibility rather than shouldering it, Michael blossomed into a brilliant all-around player. His vision for what he could ultimately achieve expanded, and the Bulls realized that with an amazing team and coach, they could create something truly special and unique.

During Jackson’s first year as head coach, the Bulls became a far better team, finishing the season with a 55–27 record. They made it through the first two rounds in the playoffs but again, they met the Detroit Pistons and fell in the decisive seventh game.

The following year, the Chicago Bulls finished the 1991 NBA season with the best record in franchise history. Their record was 61–21, and they swept their archrival Pistons 4–0 in the Eastern Conference Finals.

The Bulls then defeated the Los Angeles Lakers (led by Magic Johnson) in the NBA Finals. Michael Jordan won his second NBA MVP Award that season and his first championship.

The Chicago Bulls went on to win five more championships over the next seven years, with Phil Jackson at the helm, continuing the refinement of the team-based triangle offence, led by Michael’s amazing talent.

From 1991–1998, the Chicago Bulls won six championships, becoming one of the greatest dynasties in sports history. Michael Jordan became, some say, the greatest basketball player—if not the greatest athlete—of all time.

Yet, none of this would have happened if Michael had tried to do everything himself. Sure, he may have won one or two championships. He would’ve had an incredible stat sheet. But he would not have emerged as a legend in one of the most dominant dynasties in sports.

Michael’s true brilliance was only possible as he transformed into more of a team player, built around a team system, led by a genius coach.

There’s one more thing that most people don’t know about Michael, and that’s that he had a private strength and conditioning coach, Tim Grover, for almost his entire career. Tim’s expertise in human physiology and performance was exactly what Michael needed to exceed his own limitations and weaknesses. Michael invested huge into getting the most effective coaching and conditioning he could get, and that is a huge reason why as an individual player, he was so good for so long.

The story of Michael Jordan highlights many important insights for anyone seeking higher levels of achievement and success. However, the most crucial lesson may be that Michael Jordan was not a self-contained entity. His “potential” was not innate or fixed, but rather, contextual and relational. Michael Jordan was literally changed and expanded through his team, coaches, and experiences. He became more than he would have become on his own, both as a person and as a talent.

Which begs the question: If Michael Jordan, perhaps the greatest and most driven athlete on the planet, needed a Who, not a How—first in Pippen and later in Grover and Jackson—to achieve and exceed his goals, then do you think the same could be said for you and me? What would happen for us if we, gleaning this precious insight, would shift our mind-set from “how” to “who”? What would be possible for you if your capabilities and potential were expanded by other brilliant Whos? In looking at your own life for a moment, how much of it are you trying to shoulder alone, for one reason or another?

If Michael Jordan couldn’t get to, let alone win, a championship by himself, why would you even consider trying to pursue your goals on your own?

Now, clearly, Michael Jordan was trying to accomplish something huge. Winning one NBA championship, let alone six, is very difficult. Which leads me to the next question:

What are YOU trying to accomplish?

Do you have Whos in your life that give you the perspectives, resources, and ability to go beyond what you could do alone?

Or are you keeping your goals so small to make them easier to accomplish them on your own?

Do you really think you must be the one to put in the blood, sweat, and tears, bearing the whole load to prove your capability?

It can be easy to focus on How, especially for high achievers who want to control what they can control, which is themselves. It takes vulnerability and trust to expand your efforts and build a winning team. It takes wisdom to recognize that 1) other people are more than capable enough to handle much of the Hows, and 2) that your efforts and contribution (your “Hows”) should be focused exclusively where your greatest passion and impact are. Your attention and energy should not be spread thin, but purposefully directed where you can experience extreme flow and creativity.

Results, not effort, is the name of the game. You are rewarded in life by the results you produce, not the effort and time you put in. All too often, there is a lack of commitment to results and an over-infatuation with “process” or “hard work.”

Of course, you need to work hard.

Of course, you need to become brilliant at what you do.

But none of that matters if it doesn’t translate to tangible, measurable, and rare results.

Michael Jordan wouldn’t be considered the best of all time if he hadn’t won all those championships. But in order to do that, he needed Whos. He would have become nothing close to what he became by doing it by himself, by focusing on Hows.

But this is not a book about sports.

It’s a book about personal transformation and reaching the highest levels of performance and success. Put more bluntly, this is a book about producing bigger and better results in the absolute most effective way possible—in the only way possible.

As a culture, we’ve been trained to focus on “How” and to work in isolation.

But if you want to really succeed at the highest level, like Michael Jordan, you’re going to need to shift from a How-mentality to a Who-mentality, regardless of your level of personal talent, commitment, or genius. It is only through teamwork and collaboration that you can achieve things you previously thought impossible. Things you can’t even dream of or imagine in your present situation.

This book argues that with each ascending level of success, your ability to produce results will be more and more contingent on Whos, not Hows. By focusing on Who you work with and not How you achieve your goals, your level of accomplishment, and thus freedom, will dramatically increase in all key areas—time, money, relationships, and purpose.

If you’re someone who is serious about creating results, particularly in business and as an entrepreneur, this book is going to show you the way. And unless you’re already a billionaire, then you’ve lots of room to implement the ideas this book will teach you.

WHO NOT HOW

The originator of the Who Not How framework and primary author of this book—Dan Sullivan—didn’t write one word you’re about to read.

He didn’t even see the book until it was almost done, and even then, his notes were short, and I took only some of them.

Yet, the book is better than he would have written himself—even with help. And he’ll tell you it’s exactly what he wanted, perfectly positioned to help his ideal reader, you.

How could this be?

How could the person who created and mastered a concept not be the one to write the book?

And why would he want to do it this way?

Dan was living his core premise: Who Not How.

Let me explain:

Whenever you imagine a bigger and better future, there’s a problem. You don’t currently know how to achieve the goal, because it’s bigger and better than your current situation and capabilities.

If you are like most people, the first thing you do when you imagine a bigger future is ask yourself: “How do I achieve this goal?”

Although this question seems intuitive, it’s actually the worst possible question you could ask (assuming you want to be happy and successful).

Yet, this “How” question is what you’ve been taught to ask your whole life. Our public education system is entirely based on “How.” We’re taught from a young age that we need to do everything ourselves. We’re taught that getting help from others is “cheating,” and something we absolutely shouldn’t do.

But what if you asked a different question?

What if the instant you had a new goal in your mind, rather than procrastinating and feeling frustrated, rather than going through the slow and lonely process of achieving your goals by yourself, you could immediately experience a surge of energy and excitement? What if you could consistently achieve bigger and more powerful results, without having to do all the work? What if you could imagine and accomplish multiple huge goals at once?

That’s where Who Not How comes in.

A NEW AND BETTER QUESTION

If you’re ready to realize a much bigger and more powerful future, then you must stop asking yourself, “How can I accomplish this?”

That question, although common, leads to mediocre results, frustration, and a life of regrets.

A much better question is: “Who can help me achieve this?”

The simplicity of this new question—“Who can help me achieve this?”—may deceive you at first glance. Think about this for a second:

What would happen in your life if you asked this question about everything you wanted to accomplish?

What would happen if you asked this question about
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