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PREFACE

I
t seems as though every day I see the word ‘fun’ in a headline; I see it in newspapers, in
magazines, in correspondence, and on billboards. In my job as a change management
consultant, I hear people talking about it during their workday. I hear it on the radio,
on TV, and in the lyrics to songs. From what I hear and what I read, not only are we
interested in fun, we are hungry for it.

If we are hungry for fun, we are starved for fun at work!
You and I spend more time at work than at any other single activity in our lives. Yet,

often our work experience is not fun. We suffer from the lack of integration of fun and work.
The intention of Fun Works is to challenge our feelings and beliefs that:

• Fun should exist only after the work is completed,
• Fun is silly, superficial, and unprofessional;
• Fun is taboo in the workplace.

Fun Works is also designed to illustrate vividly that there are many people (and entire
companies) who daily experience the joy of fun at work while creating impressive results.

In 1996, Dave Hemsath, who sells business books for a living, told me that customers
repeatedly told him they wanted to buy books about fun and work but there weren’t any. At
that point, the two of us determined we would each fill one of our personal goals in life:
write a book; but that we would do it together. We decided that our first (and maybe our
only) book would be about the things people did to make work fun; about the fun things
they did to have fun at work.

The result was 301 Ways to Have Fun at Work, a happy little book filled with tips, tools,
ideas, and examples to spice up your work with fun. That people continue to thirst for more
fun at work is witnessed by the fact that 301 Ways has sold more than 75,000 copies and has
been translated into ten languages.

To support that book, I traveled throughout America and Europe, speaking on having
fun at work. During those travels, I discovered how universal the collective desire for fun at
work truly is. And I discovered that my consulting interest was turning from doing fun
things to being fun. I discovered I was less interested in learning things people did that were
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INTRODUCTION
The Case for Integrating Fun and Work

A
nyone who’s worked with contractors on a building project has a story; usually it’s
a horror story. Contractors, these stories go, are a real pain. They tell you one thing
and do another; they substitute materials; they move tradespeople arbitrarily from
one job to another so there’s no continuity on your project. In short, working with
contractors is not fun. Or so the stories go.

My experience, however, is 180° different. My contractor story is a fun one and the payoff,
the final product, is award-winning. And it’s different because in my story the contractors had
fun at work.

It took me two years to find the right space for my new office. For the first five years of my
business, I worked from my home (like many entrepreneurs) creating a very successful and
profitable change-management consulting practice. Now I wanted to have my own, separate
office space — a space in which I could have employees and clients and fun.

My requirements for this space included being downtown on the ground floor with floor-
to-ceiling windows that looked out on trees — not an easy task in Cleveland, Ohio.  But I
persevered. The space I eventually found was connected to a city park and had the windows I
needed. Inside the space, however, were rooms and walls and doors. Because of the kind of the
business I’m in, one that places high value on the free flow of ideas and information, I wanted
a special space that would embody those principles. To me, that meant it had to have no
rooms, no offices, no head-of-the-table, no hierarchy.

Fortunately, Bill Mason, the architect who was assigned to me by the building owner,
understood my ideas and was able to develop my vision into a physical reality. The successful
birth of my new office space depended on the creation of a good plan, and the plan that Bill
created was perfect. All we needed to be successful now was a good midwife. We needed a
contractor.

Because this was my first ‘real’ office space, and because it was a unique, non-traditional
design, and because I’m a naturally involved and enthusiastic person (some even call me a
Hokey-Pokey Person but that’s another story), I visited the site twice daily; once in the morn-
ing to ask the contractor and tradespeople what was planned for the day, and once in the
evening to check on the progress. Because my work with clients deals constantly with organi-
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T
he concept of work is not static, it is fluid. As the world changes, so do our
attitudes toward work. We are currently at a crossroads, at the creation of yet
another attitude toward work. The new economy requires that we rethink what
work is and what work should be. If work is going to attract the best people
today and retain them tomorrow, then in addition to providing the resources

to live, work must also be fulfilling.
People are demanding more from their jobs than merely a paycheck. They expect to enjoy

what they do and they will search and move until they are satisfied with their work experience.
The shift to this new attitude toward work is not complete. We are still in the throes of

breaking the bonds of traditional hierarchy in which employees won’t take action without
first getting permission.

• ‘No one told me to do that.’
• ‘It’s not my job.’
• ‘Do you have permission to do that?’

These are symptomatic phrases of our current status. If work is to be truly fulfilling for the
worker, then our attitudes toward it will have to change. We will have to learn to trust
ourselves and our co-workers to follow agreed upon guidelines rather than to consult the
hierarchy before taking any action.

Instead of rules, restrictions, and limitations, we need Permission to Perform. Permis-
sion to Perform should include requirements for success, parameters of behavior and opera-
tion, and the permission to fail as well as the expectation to succeed. Permission to Perform
is nothing more than empowerment as seen through the eyes of an entrepreneur. Entrepre-
neurs often don’t have a hierarchy to consult. In fact, entrepreneurs often start their new
businesses as an escape from someone else’s hierarchy. Since they must get things done with-
out the resources of a traditional hierarchy, entrepreneurs often hire independent contrac-
tors and/or outsource their work using only the conditions of Permission to Perform:

• ‘Here’s what I want and when I want it.’
• ‘Don’t spend more than this. Now, do it.’

ALLOW PEOPLE TO BRING THEIR WHOLE SELVES TO WORK EACH DAY

PRINCIPLE ONE
Give Permission to Perform

T
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World Famous
Pike Place Fish

T
he closest I’ve come to seeing a flying fish was in the early morning twilight in
Seattle. I had seen the signs when I entered that read, “Caution, low flying
fish,” but I wasn’t really prepared to see a 12-pound King Salmon fly through
the air accompanied by a chorus of cries that said, “Pieces and fillets for Cleve-
land.”  And what was a new experience for me, throwing fish and yelling in-

structions like a Greek Chorus, is standard operating procedure for the Fun Works living
laboratory of Give Permission to Perform, Pike Place Fish.

Shopping at Pike Place Fish, located in the Public Market in Seattle, Wash-
ington, is an event everyone should experience once in their lives;
applying Pike Place Fish’s philosophy to business and life is a strat-
egy that can be employed by anyone who wants to become world
famous!

When you get close to Pike Place Fish, you know
something’s different, that this is going to be an experience.
Your first clue is a three-deep, half-circle of people standing
around stainless steel carts loaded with whole fish, cooked crabs,
clams, and other seafood delights, covered in layers of crushed
ice. Then you notice that each face wears a smile and that they
are laughing and giggling and poking each other. When you real-
ize that many of them are taking money out of their purses and
wallets, your first impression is that there must be a street performer in
front of the chilled mackerel. In a way, you’re right; the employees of Pike Place Fish are
performing for their customers. They are working the crowd, making them happy, and
priming them to buy fish. Lots of fish, I might add. I never thought that working in a fish
market could be as much fun as these folks seemed to be having.

The avowed goal of Pike Place Fish is to be ‘World Famous.’ Pike Place Fish is one of
three fish markets located on the Public Market Dock on Puget Sound in Downtown Seattle.

T

“We hold these truths to be self evident, that all men are
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“When you make a stand for your vision,” Jim explains, “the actions required for you to
achieve that vision just seem to follow. Even breakdowns between employees or in our sys-
tems are not necessarily negative. Every breakdown has the ability to become a breakthrough
if you have the right atti-
tude and talk about it.”

The changes at Pike
Place Fish can be traced to
John Yokoyama’s decision to
let go, to give permission to
each and every employee to
perform by bringing their
whole selves to their job; by
giving them permission to
have fun with their job. The
shift to giving permission to
perform has impacted Pike
Place Fish in external ways
which the customers see and
feel every day, and also in
internal ways — the business is now valued at 1000 times more than John’s original purchase
price some 35 years ago. Pike Place Fish transacts more business per square foot during the
Christmas season than any competitive grocery chain in the area. The business has expanded
successfully into e-commerce, speaking engagements, training, and consulting. They have been
the background for numerous films, television commercials, NBA announcements, and print
ads. In addition, Pike Place Fish has been featured in two more Chart House International
videos: Fish Sticks, and Fish Tales.

The vision of Pike Place Fish has also expanded. “We are not just fishmongers any more,”
explains John. “People buy here because of the relationships we create. Now we want to share
the power of positive work relationships throughout the world. We want to promote world peace
through goodwill.”

Pike Place Fish is a Fun Works living laboratory of how Give Permission to Perform can
change the lives of everyone it touches, improve the quality of life in the world and, in the
process, make you world famous.

Without spending a dime!

 THE DECLARATION OF INDEPENDENCE,  JULY 4, 1776
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Update: 2006

H
ow does one measure success?
Terry Malloy, Marlon Brando’s character in “On the Water Front” would
have been happy to have been a heavyweight boxing contender, pleased to
be remembered as being better than most but not quite good enough to be
champion. In Terry’s mind, the reason he never quite made it was not a

failing on his part but was due instead to things beyond his control; things that conspired to
keep him from achieving his dreams.

When the members of Pike Place Fish did their dreaming, they decided they wanted to be
world famous. Once they reached that decision, they didn’t wait for anyone to crown them
champ. They simply assumed the throne by calling themselves World Famous. And then they
acted World Famously. The secret to Pike Place Fish’ success was that they gave themselves
permission to be world famous; they moved from doing things that might make them money
to being world famous. Once the cores of their beings were aligned with World Famous, world
fame found them. It’s perhaps the ultimate example of self-fulfilling prophecy.

At least once a year since I first interviewed John Yokoyama and the fishmongers of Pike
Place Fish six years ago, I find myself in Seattle. Sometimes it’s to visit friends, sometimes to

do consulting, and several times to
work on another book of mine,
Beans: Four Principles for Running a
Business in Good Times or Bad (a story
about a successful coffee shop lo-
cated four blocks up the hill from
the Seattle Market that Pike Place
Fish calls home).

Even when my trip to Seattle is
tightly scheduled, I find the time to
get down to Pike Place Fish. My rou-

tine is to anonymously slide into the back row of the crowd of customers waiting eagerly to

“The biggest mistake we could ever
  make in our lives is to think we
  work for anybody but ourselves.”

  BRIAN TRACY
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spend their money on great fish and enjoy the good times. Each visit, I watch with joy the
tossing of fish, the Greek chorus of “pieces and fillets,” and the earnest and open conversations
the fishmongers initiate with their customers, first-timers and regulars alike. And I smile at the
smiles I see on the faces of fish purchasers,  happy from the experience and glad to have been
even a small part of Pike Place Fish’ continuing story of success.

I stop by each time I’m in town
to check up on that ‘continuing
story of success’. Too often when
companies receive the adulation and
world fame that has come the way
of Pike Place Fish, it changes their
nature and their culture and they
crumble and fall apart. Under the
thorny crown of fame, companies
and individuals can lose themselves
and everything they’ve worked for.
Thirty years of toiling to become
an overnight success can disappear
quickly, the proverbial flash in the
pan.

If I have concerns that Pike
Place Fish might fall victim to the downside of being World Famous, they are quickly dis-
pelled when Jaison or Bear looks up from the relationship he’s just created with a customer,
spots me, and waves, calling out a hearty ‘hello.’

Soon we’re standing off to the side, engaged in deep conversation. When I eventually walk
away, in addition to purchased pounds of salmon and crab, I take with me a sense of comfort
and peace that comes from having shared deep conversation with a fellow human being.

It was the practice of deep conversation that took John Yokoyama’s nearly bankrupt fish
business from the edge of disaster to the height of success. Twice a month, for nearly ten years,
the staff of Pike Place Fish has gathered for dinner and deep conversation centered on who they
wanted to become, who they wanted to be. The key to the success of those conversations was
that they gave each other and themselves permission to perform. No one trampled on another’s
ideas, thoughts, or plans. Everyone allowed themselves to dream, to reach for the moon. From
those conversations came the dream to be World Famous. These conversations also developed
the concept of “It’s over here” which says you have ultimate authority and power over who you
are and who you want to become and no one else does. You decide to be happy, you decide to
get up, and you decide to become a contender or even be World Famous.

As Pike Place Fish achieved its goal of being World Famous, it used these deep conver-
sation dinners to envision its new future: World Peace, An Idea Whose Time Has Come.
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John says to achieve this goal, just like they achieved their first goal, each member of the
team has to be world peace. “We can’t do this as a group. Groups don’t accomplish things.
Only members of groups acting and thinking individually can accomplish goals. It’s up to
each of us to be the things we want to achieve.”

Pike Place Fish’s success can also be measured in many standard ways. Dun & Bradstreet
statistics show sales in 2005 of nearly $5,000,000. In addition to selling from their single
location in the Seattle Market, shoppers can order fresh and frozen fish and seafood prod-
ucts from the web and have them delivered overnight packed in World Famous boxes and
dry ice.

Pike Place Fish stories have appeared in a dozen books, twice as many magazines,
and four times as many newspapers. They have been on television, on the radio, and in
the movies.

John Yokoyama and the fishmongers (‘the boys’) have each written books that detail
their success and lay out how the reader can achieve similar results. Four videos have been
produced and sold worldwide by outside companies not affiliated with Pike Place Fish. And
John and The Boys now give public speeches and seminars on how to run a business the Pike
Place Fish way.

This, to me, is the ultimate measure of success: other people use your model to improve
their lives. Clearly, the Pike Place Fish model has given others permission to unleash their
fun selves.

To exemplify the Play portion of the Fish philosophy, Kent State University’s Commu-
nication and Marketing division has created “Pete The Perch,” a stuffed animal that is awarded

monthly to a “deserving,
hardworking, pleasant UCM

staffer.” Recipients come
from nominations submit-
ted by colleagues, clients, or
members of the university
community. UCM’s Be There
team created the Guppy
Award for a student em-
ployee who “exemplifies the
qualities and principles es-
tablished by the FISH! Phi-
losophy.” The Make Their
Day team has the Catch of
the Month Award for teams
or persons contributing to
marketing projects.
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When the president of First Essex Bank of Lawrence, Massachusetts decided that the
bank would benefit from what the folks at Pike Place Fish had developed, he realized a top-
down approach would most likely re-
sult in just another ‘management idea’
reaction. To avoid this, the bank’s trainer
held a contest to determine which em-
ployees had the best sense of humor. The
winners in each department became the
cadre that helped implement the Pike
Place Fish concepts throughout the sys-
tem. Eventually, the majority of employ-
ees gave themselves Permission to Per-
form and soon  the solid First Essex Bank
was experiencing Fun/Work Fusion.

Consumer Impact Marketing (a
Canadian outsourcing firm focused on
events, promotions, sales, and merchan-
dising management) has fun as an ex-
plicit part of its mission statement. By
using the techniques developed by Pike Place Fish, their staff has improved its ability to add
fun to their work, ensuring that clients and staff receive greater joy from their work.

Other notable companies who are finding the same sort of results include Thomas Cook
Travel Agency, Community Bank of St. Louis, Tower City Title Agency in Cleveland, The
Universalist Church of West Hartford, CT, and the Golden Colorado Police and Fire Dis-
patch Center. (Their success in applying the Pike Place Fish principles was so effective that
they were given an award by the National Emergency Number Association for “Outstanding
performance as a team in providing professional emergency communications to the citizens
of Golden.” The $100 cash prize that went with the award purchased a fish tank into which
each dispatcher has placed at least one fish as a reminder of their commitment to the team.)

Because John Yokoyama gave himself Permission to Perform, he created an environ-
ment in which his employees felt comfortable to give themselves and each other Permission
to Perform. Through its books and seminars, Pike Place Fish is reaching out and giving
anyone who’s interested Permission to Perform, encouraging others not to do exactly what
Pike Place Fish does, but to be themselves in their own way. To be what inspires them and to
commit to being who they say they are.

Many are those who are catching the fish being tossed their way by the folks at the Fun
Works living laboratory of Give Permission to Perform, Pike Place Fish.
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“The human race has only one
  effective weapon — and that is
  laughter.”

  MARK TWAIN
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THE ‘DOING’ STATE IS REINFORCED by American culture. We admire doers; we proudly
admit to our Type A Behavior of ‘get it done now!’  Performance appraisals recognize the
‘doingness’ of our work contributions but they fail to ask the question: “What were you
‘being’ while you were getting the job done?”

Before we can successfully give or receive permission to perform, we must choose to
experience our lives fully; we must learn to ‘be’ not just to ‘do.’ Before we can successfully
integrate fun into our work, we must shift from a ‘doing’ state to a ‘being’ state.

To ‘do’ something fun is momentary; to ‘be’ fun is forever. ‘Doing’ feels like something
that is outside of you — something that can be checked off a list. ‘Being’ comes from the
inside — it is a deep reservoir that fills you up and is released like a breath, to be felt again
with your next breath.

The two can coexist. The integration of fun and work is actually achieved when you are
‘doing’ while you are ‘being.’ The ‘being’ state is a connection to our inner core of thoughts,
beliefs, feelings, and values. ‘Being’ is the true driver of ‘doing.’ It is far too easy, however, to
become disconnected from ‘being’ under the pressure of time, focusing only on ‘getting it
done.’ When you find yourself simply ‘doing,’ breathe some ‘being’ back into your life;
bring some of your fun self to the project at hand. How do you ‘be’ fun? You choose it.
‘Being’ is a choice.

‘Doing’ your life is tiring; ‘being’ your life is revitalizing. ‘Doing’ takes energy; ‘being’
creates it. Imagine how effective we would be if we chose to shift from a culture that says
‘Just Do It’ to a culture that says ‘Just Be It.’

To successfully receive or give permission to perform, choose to ‘be.’

The Doing vs Being Key
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“Stress is the enemy.
  It reduces your capacity
  for engaging your fun self.”

  LESLIE YERKES
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