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FOREWORD

When I ﬁrst reﬂected on what it means to be a transparent leader, I’ll
admit, I didn’t think of nearly all the angles Herb covers in this book.
I agreed to share my thoughts on transparency while envisioning a few
paragraphs on the Internet and how that channel has moved us at
lightning speed from an era of “hiding in the Ivory Tower” to one of
open access, chat rooms, and message boards. In this new environ
ment, ideas and opinions are shared, no holds barred, and there’s
nowhere to hide!
But while the Internet may have eased transparency, it did not cre
ate it, nor is it the sole driver behind living as a transparent leader.
Herb offers the three principles every successful transparent organiza
tion should practice. Summed up in ﬁve short words, Herb inspires us
to tell it like it is. And nowhere was this mantra more necessary than in
the airline industry during the aftermath of 9/11.
On September 10, 2001, out of all of the airlines operating in the
United States, America West had the least amount of cash for its oper
ating size. With a government-imposed cessation of ﬂying for four
days following 9/11, and the understandable concern among passen
gers about the safety and security of air travel, this meant America
West had the shortest amount of time to live. Those words are difficult
to write even today, but imagine having to say them in front of 13,000
employees, numerous state and local government officials, and our
nation’s Congress. Perhaps most painful was admitting to the nearly
20 million people who travel with America West each year that we
might not be there for them in the future.
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FOREWORD

I had only been CEO for ten days on September 11, 2001, and cer
tainly hadn’t planned on being in this situation. But faced with it, we
relied on the values that had worked in the past. We came clean—
describing our situation with brutal candor to all who would listen.
Once we did, an amazing thing happened. People we’d never dreamed
of asking for help started calling to offer assistance. (Not surprisingly,
Herb Baum was one of those people, which is how Herb and I
met . . . thanks again, Herb.) Our employees pulled together, the
communities we served rallied to support us, and our key suppliers
came through with critical ﬁnancial assistance. In the end, we secured
the funds needed to keep our airplanes ﬂying and our people em
ployed, while ensuring our customers retained their option to conduct
business in person or to visit family and friends.
No matter how painful, telling the truth was the right thing to do
then. It remains our philosophy today and guides every decision at
America West, and I am convinced that operating under this core
value has been a key driver in our successful turnaround.
But telling it like it is is not just a call for action during times of
crisis. At America West, taking a hard look at everything we had be
come, admitting where we had made mistakes, and taking courageous
steps to undo those mistakes and reinvent ourselves have provided the
second chapter in our successful turnaround. Herb reminds us that
these are sometimes the most difficult decisions organizations must
make. Knowing when to undo and start over only occurs after we’ve
ﬁrst admitted the truth to ourselves.
For any service business, but especially for an airline, your business
is only as good as the values under which your people operate. Build
ing a culture based on values takes time, truth, and transparency.
Herb’s experiences provide counsel and inspiration to business leaders
at any level. He reminds us that it is never too early or too late to begin
living as a transparent leader.
—Doug Parker, CEO,
America West Airlines

INTRODUCTION

About two years ago I decided to write a book. The corporate world
was reeling from scandal, on the heels of major indictments and inves
tigations at big companies such as MCI WorldCom, Rite Aid, Enron,
and others. As I sat and watched the television reports of major execu
tives handcuffed and led away by investigators, I was puzzled. I’ve had
a long career in corporate America, and it seems to me that it would be
hard to get yourself in that position. I’ve always believed in doing the
right thing in business and in life, and it hasn’t been easy! I’m by no
means perfect, but I do know one thing—honesty and transparency is
the only way. But there is a fundamental problem in corporate Amer
ica today, and it’s a lack of transparency.
Throughout the year following all that corporate scandal, I knew
that this book would have to address the transparency problem and
offer solutions for the leaders of tomorrow. I wanted to let executives of
all ages know that cutting corners, lying, and taking shortcuts aren’t
good strategies to get you to the top. There are a few critical building
blocks necessary to become a transparent leader, and in this book you’ll
learn about all of them and how to apply them to your business—
regardless of the business you’re in. If you don’t learn now, you’ll be
forced to sooner or later, because transparency isn’t just the latest cor
porate buzzword. It’s a long-term lifestyle commitment, and every in
dustry’s consumers, shareholders, and activist groups are looking for
it. Transparency is the new asset.
I’ve been practicing transparent leadership for my entire career. I
know that it’s impossible to be a great leader, or even a good one, if
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INTRODUCTION

you’re not transparent. You may achieve a lot of goals, and you might
even appear on the cover of a national business magazine, but if you’re
not transparent your successes won’t last very long. Transparency sim
ply means being honest and open in everything you do. It means mak
ing values-based decisions and fessing up when you make a mistake.
It’s a management style that has served me well over the years, and it
will do the same for you.
Transparency is the only true way to run your company, but unfor
tunately, there are a lot of executives who still don’t understand this. A
lot of the things in the corporate world have changed as a result of lead
ers who acted without transparency, and without much in the way of a
commitment to corporate and personal ethics. As my friend and fellow
board member Bob Pohlad, the CEO of PepsiAmericas says: “Where
were their mothers?”
But in the corporate world, for a lot of executives, doing the right
thing is not quite so easy as it once was—mainly because society and
what it deems acceptable has become far more relaxed. There no longer
seems to be a ﬁrm consensus on what constitutes what is right as op
posed to what is wrong, and as a result we all tend to forgive or forget
with equal ease. And when we’re no longer focusing on the fundamen
tal issue of doing business transparently, the building blocks of the
business break down. Things like honesty and integrity. Things like
service.
My inspiration in writing this book was the lack of service in cor
porate America—something that stems from a lack of values, and a
“who cares?” attitude. Providing good service is just one byproduct of
being a transparent leader, because offering customers exceptional ser
vice and developing employees who care about their customers and
colleagues comes from the top. It stems from a leader’s genuine desire
to be open, honest, and transparent, and it has a trickle-down effect. If
a leader is open to customers’ suggestions and employee feedback, the
result is good service. If a leader is honest about the company’s mis
takes, customers will notice. Good or bad service is the direct result of
how transparent a company is—which is a direct result of the way the
CEO thinks and acts.
A common thread behind the success of the companies I have been
involved with over the years has been each organization’s ability to an
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ticipate and recognize what consumers want and deliver it with out
standing service. But you can’t provide good service without being
transparent—because sooner or later your lack of genuine concern will
be discovered, and whatever you were not being open and honest about
will be revealed. That’s not good service, it’s deception, and a lot of
business leaders have found out the hard way that it doesn’t work.
This book is about being a transparent leader and why it’s impor
tant to do business with integrity. It’s about my personal view that
doing the right thing means doing it regardless of circumstances and
regardless of consequences. Nevertheless, I hope readers will pick up
on the message that doing the right thing (being transparent) has a ton
of upside, including what I believe is a great way to go through life.
As a matter of fact, I began my commitment to honesty early in my
life. When I was growing up, my sister always referred to me as “goody
two-shoes,” a taunting phrase that signaled my penchant for never
breaking the rules and trying always to do the right thing. My wife,
Karen, has picked up on the goody two-shoes phrase. I guess I’ve been
consistent, and it’s a nickname I won’t be able to shake.
Finally, there will be downsides to transparency. People and organ
izations will try to take advantage of you when they know your busi
ness and life strategy. Bad things do happen to good people, but this
downside is not insurmountable. As Grantland Rice answered it best,
“It’s not whether you win or lose. It’s how you play the game.” Be
transparent, and your life and business will reap great rewards.

PART ONE

THE POWER OF TRANSPARENCY

W

hen most executives think about the best way to increase rev
enues, manage employees, or gain market share from their com
petitors they think of a strategy or a program, not a core value. A
value is something we learn from our parents—a guideline or belief
that helps us through life, not in business dealings. Values such as
integrity and honesty aren’t competitive tools. Or are they?
In today’s business environment, if you’re a leader—or want to
be—and you aren’t contributing to a values-based business culture
that encourages your entire organization to operate with integrity,
your company is as vulnerable as a baby chick in a pit of rattle
snakes. Transparency—the art of being completely open and hon
est in business—is a competitive tool. It’s something that must be
learned, honed, and perfected. How important is it? We’ve all read
about whole companies that have been toppled because their leaders
didn’t know how to incorporate values into their business processes.
Not only did they have a “what’s in it for me?” attitude, but they
brought employees, their families, and their futures to ﬁnancial ruin.
Through the three chapters in Part One—“The Transparent Com
pany,” “The Transparent Leader,” and “The Transparent Employee”—
you’ll learn about the power of transparency, and why it’s critical in
today’s business environment. You’ll gain an understanding of how
service-oriented employees contribute to a transparent organization,
the rewards of telling it like it is, and how to deﬁne your business
culture to cultivate an ethical workplace.

CHAPTER ONE

THE TRANSPARENT COMPANY

T

he air in the conference room was somber. As a member of the
board, I had been asked to cast my vote for the forced resignation
of the reigning CEO.
The board meeting was held at the Broadmoor Hotel in Col
orado Springs, a resort nestled in the shadows of the Rocky
Mountains. Earlier in the day I met the CEO for a casual lunch in
the hotel restaurant, along with the company’s senior vice presi
dent of human resources. It was a great day. Or so I thought.
We had a casual lunch at an outdoor table, and the conversa
tion was upbeat. The Dial Corporation’s CEO, Malcolm Jozoff,
acknowledged that earnings were slipping, but he was certain
that things would soon turn around. None of us at the table
sensed what lay ahead, and even Malcolm was completely un
aware of the perilous events about to unfold in his career.
Jozoff was a vigorous man with stark white hair. He was an
avid runner, and sometimes could be seen running in the neigh
borhood around Dial headquarters in Scottsdale, Arizona, at
lunchtime. A graduate of Columbia University, he had arrived
at Dial after two years as the chairman and chief executive officer
of Lenox, Inc., a division of Brown-Forman that sold china and
crystal.
Mal had had a long career with Procter & Gamble that gave
him a good background for managing a company like Dial. As
a CEO he was conﬁdent (perhaps arrogant at times) and, as it
turned out, not totally communicative with the board about the

4

/

THE TRANSPARENT LEADER

businesses’ problems. As a member of that very board, I began to feel
that Dial—the company he had led for ﬁve years—was headed for
trouble. Dial had missed earnings estimates for three consecutive
quarters. The employees described the atmosphere along executive
row as oppressive, employee turnover was high, and Jozoff seemed to
have no solid succession plan in place, a necessity for any good leader.
At prior board meetings I had listened carefully while Jozoff and his
executive team outlined strategies for growing the business, and on
the day we lunched together at the Broadmoor, I had no indication
that it would be his last meeting as CEO, an unceremonious end to a
long and stellar business career.

When the members of the board convened in the hotel meeting room
we took our seats, approved the minutes, and immediately elected a
new director! It was Jim Osterreicher, the retired chairman and CEO
of the J.C. Penney Company, Inc. Then, as we got into the meeting,
one board member spoke up and asked that we break into executive
session—a meeting that would exclude everyone on the corporate
management team, including the CEO. For seconds there was silence.
Malcolm seemed surprised, but then again so were the rest of us.
Someone cleared his throat. The room was quiet, and Malcolm stood
and quickly left.
The board member who called the session was the retired CEO of a
major telecommunications company. He explained that some senior
Dial executives had come to him with legitimate concerns about the
health of the business and the tactics being used to build sales. We lis
tened to what he had to say, digested the information, and thought
about solutions.
There were nine people on the Dial board, among them the CEO of
a major telecommunications provider, the CEO of a paper corporation,
and two very talented women, one who at the time was the president
and chief operating officer of an Abbott Labs subsidiary. I had been on
a lot of boards, but this one was by far the most governance-oriented
and aggressive panel of executives I’d worked with, and they repre
sented a variety of industries.
The board discussed the employee allegations. We had to take into

