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Note from
Diligent Institute

The fasterthings change, the harderitis to see a clear path forward. Just ask today’s corporate decision-makers,
who must grapple with questions like: What are companies’ biggest strategic priorities in this shifting landscape?
What challenges are keeping theirboards awake at night?

Where are the greatest opportunities emerging for theircompanies - and what will it take to seize them?

This new report seeks to provide clarity for corporate boards doing business in Asia-Pacific (APAC) - aregion
largely underrepresentedin global data sets that tend to be United States-focused. It captures the voices of over
200 seniorleaders across allindustries in Government, private and not-for-profit organisations, taking an APAC-
specific view thatlets us unpack how governance priorities, challenges and opportunities are playing outin ways
unigue to this part of the world.

Theresearch highlights a governance environment transforming inreal time. Artificial Intelligence (Al) is reshaping
the way organisations work, creating new opportunities even asitintroduces risks around data, privacy and ethics.
Escalating cybersecurity threats have also made resilience a non-negotiable board priority.

These forces put digital transformation at the top of the agenda - forcing boards to rethink how they manage risk
and prepare forthe future. New challengesinregulatory compliance, board effectiveness andlong-term
resilience have made it clear that directors must expand their perspectives and dedicate more time to strategy.

By readingthisreport, we hope you’llgain a more grounded view of how boards across APAC are adapting to
these momentous changes and what effective governance willlook like inthe years ahead.
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Note from
Governance Institute
of Australia

Overthe past year, governance professionals have navigated a turbulent period of change and uncertainty,
presenting unique challenges and opportunities for strategic growth.

Altechnologies have evolved at arapid pace, placing increasing pressure on board directors and non-technical
professionals to close the gap in theirunderstanding of Al deploymentrisks and challenges.

Theyearhasalsoreflected anincreasingly dynamic and uncertain period for the global geopolitical environment.

From trade tensions to tariffs and persistent regional conflicts, boards have had to strategise in anincreasingly
uncertain and unstable globaleconomy.

The Australian regulatory environment has also evolvedrapidly over the last year, reflecting new reporting
requirements on climate-related financial disclosures and cybersecurity reporting obligations aligned with
Australia’s policy posture.

Thereportreveals the dynamic state of play that governance professionals are having to navigate - from growth
toregulatory change and uncertainty.
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Key findings
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47% of respondents are
prioritising managing
cyberriskin2026.

Onboarding Altechnologies
across the business aclose
second at 45%.

70% of respondents
believe GenAl poses data
quality and privacy risks for
their organisation.

This echoes apprehension
aboutregulatory and

Digital transformation tops
boardroom discussions.

65% of respondents name
it theirmosturgentissue.

compliance risks.

Efficiency, productivity,
and eliminating repetition
rank highest among
Agentic Al opportunities.

This shows afocus on

12% of respondents view
mergers and acquisitions
as atop-tier priority.

Low consideration may
reflect a caution of
increasingly rigorous
regulatory environments.

1]

optimisationandnoton
innovation edge cases.

70% of respondents
identify digital technology
expertise as their most
urgent development need.
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57% of respondents have
incorporated Al into their
work processes.

Only 36% have audited
their Aluse and 50% have
restricted or defined Al use.

Al, data and cybersecurity
are ranked as top priorities.

63% of respondents
believe boards should
carve out more time for
strategic discussions.



Methodology and analysis

Fromlate July to early September 2025, the Diligent
Institute partnered with the Governance Institute of
Australia (GIA) and the Singapore Institute of
Directors (SID) to survey more than 200 senior
leaders acrosslisted companies, government and
the not-for-profit sectorin the Asia-Pacific (APAC)
region. Therespondentsrepresented organisations
primarily headquarteredin Australia (61%) and across
Asia (26%). They were evenly distributed across
company sizes, with 27% from organisations with
over 1,000 employees and 26% from those with
fewerthan 50. Afulldemographic breakdown may
be foundinthe Appendix.

The survey highlights the challenges executive
boards have experienced throughout the year, as
disruptionsinthe present global environment have
led to aclimate of continuous disruption and
adjustment.

These shifts - drivenlargely by geopolitical
uncertainties and trade flow disruptions, as well as
the rapid advancementsin Altechnologies and
cyber security risks - have prompted governance
professionals to prepare boards forkey strategic
decisions at short notice.
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A. The boardagenda
and key risks

Technology dominatestoday’s
strategic priorities forboards
across APAC and Australia.

Cybersecurity and Aladoption consistently rank
among boards’ top agendaitems, as boards weigh
the adoption of Al processes against potential labour
disruption andrising Al-driven cyberincidentsin
Australia, among other factors. Infact, compared to
previous editions of What Directors Think, APAC
respondents are rating cybersecurity and Al much
higheronthelist of company priorities for the year
ahead.

“This findingis consistent with more recent survey
findings from the AlBoard Readinessreport
conductedinpartnership with Corporate Board
Member,” says Kira Ciccarelli, Senior Research
Manager at the Diligent Institute. “Whenwe asked U.S.
public company directorsin August of 2025 what they
saw at the top business opportunity, 64% chose Al.”

Sohow are directors managing the tension between
their priority objectives and underlying risks in the
comingyear?
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These days, the vast
majority of management
and board meetings at least
bringup Al... Simultaneously,
it holds tremendous
opportunity andrisk because
of how disruptive the

technology is. Organisations
want to be on the side of

the disruptors, and not the
disrupted.

Dottie Schindlinger
Executive Director
Diligent Institute



https://www.abc.net.au/news/2025-09-25/australia-in-dangerous-place-as-ai-adoption-ramps-up/105807430
https://www.goldmansachs.com/insights/articles/how-will-ai-affect-the-global-workforce
https://www.goldmansachs.com/insights/articles/how-will-ai-affect-the-global-workforce
https://cyble.com/blog/ai-powered-cyberattacks-surge-in-australia/
https://cyble.com/blog/ai-powered-cyberattacks-surge-in-australia/
https://www.diligent.com/resources/research/ai-board-readiness

Technology tops strategic priorities for executives

Top strategic priorities
Managing cybersecurity risks, protecting data and privacy 47%

Adopting and deploying Al technologies across the business 45%

Pursuing growth and new business opportunities or new markets 42%

Managing operational costs by optimising or reducing current operations
Attracting, retaining and developing skilled employees
Navigating the dynamic state of the economy and geopolitical risks
Reviewing investment strategies to drive company value and shareholder profitability
Implementation of sustainability strategy and climate-related financial disclosures
Launching new products or services to remain competitive
Managing the use of misinformation and disinformation across the business

Other (please specify) ‘
0 10 20 30 40 50

Technology andits consequences are a top priority Regional differencesin strategic priorities may be
forexecutives throughout APAC. This may be down to downtohowleadersrespondto differentregulatory
anincreasingly ominous threat environment - as environments. Forinstance, the Australian business
evidenced by the Office of the Australian Information environment has been marked by significant changes
Commissioner (OAIC)'sreportthat 2024’s 1,113 data to cybersecurity reporting obligations, whilst Asia’s
breaches marked a25%increase from2023. This context hasreflected astrongerfocuson
rising threat appears to drive a transition from pure sustainability and political/economic volatility.

preventionto active response, pushing cyber

resilience to the forefront of larger organisations’ Respondents from companies headquarteredin

Australiawere more likely to cite cybersecurity asa

priorities.

top priority for their organisations (53% vs. 39% for
The pursuit of growth opportunities (42%) was another respondents headquartered in Asia), followed by
major priority for executives. This comes despite the attracting talent (35% vs. Asia’s 21%). Asia-based
dynamic and evolving period of change and respondents, onthe otherhand, were likely to cite
uncertainty, highlighting the time, effort and implementing sustainability strategies (25% vs.
challenges associated with identifying and executing Australia’s 15%), followed by navigating economic/
growth. geopolitical environments (32% to Australia’s 13%).
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Digital transformationis highonthe board agenda

Board agendaitems

Digital transformation (including Al risks and opportunities) GG 65 %
Growth strategies EGGGGN— 2%
Financial conditions and uncertainty G 45%
Cybersecurity/data privacy GG 44%
Business continuity/crisis planning IEGEG_————— 39%
Regulatory compliance I 38%
Product/service innovation I EG_—_——EEEN 32%
Workforce planning EG_— 28%
Environmental/sustainability strategy NN 27%
CEO/C-Suite succession NG 25%
M&A transactions and opportunities NN 12%
Competition NN 12%
Shareholder engagement/activism NN 1%

Other (please specify) |

This shiftin priorities aligns with evolving board
agendas. Digital transformation (including Al risks and
opportunities) was cited by nearly two-thirds of
respondents as theirchoice agendaitemfor2026.

Directors now view digital transformationasa
multidimensional challenge, notjust a matterfor chief
technology officers (CTOs). Al's socialimplications,
including potential job displacement, present massive
challenges forlabourforce disruption. This has
resultedinamore holistic and cross-operational
approachto Aldeploymentinthe workplace.

“Organisations need to have robust conversations
around talent strategy and be very clear about how
that strategy should or should notinclude non-human
players, including Alagents,” says Schindlinger.

“If we're automating the work of entry-level staff, for
example, should we automate all of that work? Are there
areas that we should never automate, because we need
to maintain a growth andlearning pathway for
employees, oris there some otherway that those
individuals can get this experience? And if so, whatisit?”

“By andlarge, companies are not having those
conversations right now, and that’s a bigrisk.”
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I think Al’'s disruption on
the labour forceis going to
be massive... Al potentially
willdo most of the work
that fresh grads have done,
particularly around research
or framework development.
Sowhatis ourresponsibility
in building up fresh grads,
stimulating theirintellect so
that they can make better
decisionsinthe future?

Siobhan Toohill
Non-Executive Director
Landcom



https://www.goldmansachs.com/insights/articles/how-will-ai-affect-the-global-workforce

The nexttop agendaitemsindicate that boards are seriously weighing the

effects of avolatile business environment on financial outcomes. About 62%

of respondents placed growth strategies high on theiragenda, followed by

financial conditions and uncertainty at a more distant 45%.

The comparatively low consideration of mergers and
acquisitions (M&A) onboards’ priorities (12%) may
reflecta caution of increasingly rigorous regulatory
environments. In Australia, conflict overvaluation,
shareholderapproval thresholds and regulatory risks
have led to expensive M&Afailuresinrecentyears,
mostrecently ADNOC's withdrawal of an $18.7 billion
offerto buy Australian gas producer Santos.

This general sentimentisreflectedin Diligent
Institute’srecentreport on transaction readiness,
conductedinpartnership with Wilson Sonsiniand
NetSuite. “Our global survey found companies taking
amore cautious approach to transactionsin this
current environment,” says Ciccarelli. “Economic and
geopolitical uncertainty waslisted as the second
most pressing challenge to transactionreadiness, and
respondents reported delayed deals, enhanced due
diligence, and adjusted financial modeling as aresult.”

Australia-basedleaders’ responses reflect this
climate of heightened economic cautionand
regulatory scrutiny, versus Asia-based respondents’
greater emphasis on seizing market growth despite
uncertainty.

Boards headquarteredin Australia are more likely to
discuss financial conditions and uncertainty in the next
meeting (48% compared to their Asia-based
counterparts’ 38%) and regulatory compliance (42%
comparedto 30%).

Compare thisto Asia-based boards’ higher
preference forthe boardto discuss business
continuity/crisis management (45% compared to
34% among Australianrespondents) and growth
strategy (68% comparedto 57%).
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Cyberrisk - how much
ofitcanbe managed?
Which company is not
goingto actually get hitby a
cyberattack at some stage
now? | just do not know how
much more can actually be
done, apart from keeping up
with technology and putting
new processesinplace.

Peter Smiles
Company Secretary
QBE Group



https://www.reuters.com/business/energy/adnoc-led-consortium-pulls-187-billion-bid-australias-santos-2025-09-17/
https://www.diligent.com/transaction-readiness-report

Mostimpactful potential risks: Cyber & data privacy

Detrimental impact/no Significant Moderate Minimal No
coming back from this impact impact impact impact

Major cybersecurity and/or data privacy incident

Litigation risk or publicly disclosed enforceable
undertakings by aregulator

Aninvestigation of ethical misconduct
orwrongdoing inside the company

Sudden downturnin economic conditions through
afinancial or asset market crash

Unfavorable political orregulatory environment
creating uncertainty and driving costs

Sudden departure of the CEO or other
executive person(s)

Thereis a continuation, reemergence or escalation
of geopolitical risks and confrontationimpacting
trade, customers, suppliers and/or financial flows

An environmental or natural disaster hasimpacted
the business or parts of the supply chain

New technology market leader or competitor

Shareholder activism demanding change or
bringing a social or environmentalissue to focus

(o} 20 40 60 80 100
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Thereport’s findings identified “Cyberand data privacy incidents” as the top risk

most likely to have a significantimpact on strategy - a finding that aligns with

conclusions fromthe latest edition of What Directors Think by Diligent Institute,

Corporate Board Memberand FTI Consulting.

Cyberattacks have become so frequent that the
question formost organisationsis nolongerif they
willbe targeted, but when. Ourrespondents are
particularly atrisk, as a third of cyberincidentsin
2024 were concentratedinthe APAC region.

The growing complexity of data governance also
poses a persistent challenge forbusinesses of every
size. Larger entities are generally better equippedto
manage theserisks, but a significant maturity gap
remains, leaving smaller organisations particularly
vulnerable to breaches and compliance failures.

“Internalinvestigation of ethical misconduct or
wrongdoing” and “litigation risk or publicly disclosed
enforceable undertakings by aregulator” were also
leadingrisk concerns forourreport’srespondents.

Failure to keep pace with evolving regulatory
requirements exposes organisations to serious
penalties andlegal action, a core driver of litigation
risk. Thisis closely tied to one of the top concerns
identified inthereport: databreaches.

Regulators are increasingly focused ondata
protection, and boards now view strong data
governance as essential, given the significant costs of
being hacked and the serious penaltiesimposed for
breaches. |IBM’'s 2025 Cost of a Data Breach Report
found that breaches cost Australian companies $2.55
million onaverage, and $3.67 million for ASEAN
companies.
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I think thereis a
significant maturity gap
betweenlarge entities
and small entitiesindata
governance - particularly
that question around what
you do with your old data,
the retentionrequirements.
Working through that canbe
achallengeinalot of smaller
organisations, particularly

those in an organic growth
phase, where things are not as
controlled as they might be.

Christine Manuel

Legislation Review

Committee Member
Governance Institute of Australia



https://www.diligent.com/resources/research/WDT-2025
https://www.ibm.com/thought-leadership/institute-business-value/en-us/report/2025-threat-intelligence-index
https://www.ibm.com/thought-leadership/institute-business-value/en-us/report/2025-threat-intelligence-index
https://www.bakerdonelson.com/webfiles/Publications/20250822_Cost-of-a-Data-Breach-Report-2025.pdf

} B. Alinnovation & governance

Boards need to take a
human-centric approach to
any rollout of Al and digital
technologies. It’s really
about finding the value - not
just short-termvalue, but
looking at what technology
potentially delivers for the
corporationinthelong term.
These are very complex and
challenging questions for
boards at the moment.

Earlier, we identified digital
transformation (including Al risks
and opportunities) as the most
pressingissue forboard
discussion, cited by 65% of
respondents. Theissue's
urgency hasincreased forboard
members, given the multiple
warning signals fromacross the
business world.

The Governance Institute of Australia’s Ethics Index
shows that Alhas moved from a niche topic to a major
ethical concern forthe public, now ranking as the third
most urgent ethicalissue for2025. The Index also finds
growing public scepticismtoward corporate
adoption of Al, with perceptions of “the corporate
world using Al” turning negative overall.

Daniel Popovski
Senior Policy & Advocacy Advisor
Governance Institute of Australia

Against thisbackdrop, many boards across Australia
and APAC are still writing the manual on effective Al
governance. As they pursue Al's productivity and
efficiency gains, they must do sowith care - asAl's
unintended consequences could quickly outweigh
the benefits.
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Al governance: Board action mismatch

Organisations need to

Incorporate Alinto one or more areas of the 57%
business, including products and services ° audit where Al sits within the
orservices foremployees and create some of those
Audit existing use of Al to understand _ 36% frameworks around how
employee usage and uptake
ployeetsage andiip Al canbe best managed.
Bring in outside consultants to guide 34% Without solid Al governance,
discussions and strategy on Al ° g ]
alot of organisations can
Create new committees orwolrking groupsto _ 34% fallinto thetrap of having to
allow for governance of Al risk and strategy
sweep up alot of mess from
Expand the mandate of one ormore o
committees to address Al risk and strategy _ 31% the technology thatthey
Designate responsibility to orrequire the hoped would aCtua”y deliver
presence of CTO/CIO (or other senior manager) _ 28% [
atboard meetings when Al is discussed the pl’OdUCtIVIty benefit.
Mandate or formally recommend _ 24%
director training on Al ° . .
Daniel Popovski
Senior Policy & Advocacy Advisor
Recruit board members with expertise in Al _ 18% Governance Institute of Australia

None, we have takenno
actionwithregardto GenAl

o
X

Other (please specify) 3%
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Thereportreveals a gap between Al enthusiasm and oversight;

Aladoptionis advancing faster than the mechanisms to governit.

While 57% of respondents have incorporated Alinto
theirwork processes, somewhat smaller numbers
have matched adoption with accountability
measures. Only 36% have audited their Al use to
understand employee usage; 34% have created new
working groups or committees for Al oversight; and
50% haverestricted ordefined Alusage.

The numbers show that Aladoptionremains strong,
but many organisations struggle toimplement the
foundational governance neededto ensure their Al
implementation delivers sustainable value. This aligns
with findings from the AlBoard Readiness report,
where only 22% of respondents reported having Al
governance orrisk protocolsin place at their
companies.

“Directors have to make sure that they are educated
aboutAl,” says Schindlinger. “They have to make sure
that they understand enough about the technology so
they canask smart questions of management and
mostimportantly, so that they can make informed
judgments about whether ornot they have theright
managementinplace.”

Respondents headquarteredin Asia approach Al
strategy andrisk management differently from their
counterpartsbasedin Australia. Australia-based
leaders are more likely to have restricted or defined Al
usage (61% compared to 30% among Asia-based
respondents). This may reflect the absence ofa
comprehensive Australian regulatory framework
similar to the European Union’s Al Act, compelling
Australian organisations to formulate theirowninternal
Alpolicies and risk frameworks.

Leaders headquarteredin Asia, on the otherhand,
seemedmore likely to focus on capability rather than
compliance. They showed higher support forrecruiting
board members with Al expertise (28% compared to
13% among Australia-basedrespondents),
designating responsibility of Al strategy to the CTO or
equivalent (37% compared to 28%) and mandating
directortrainingon Al (31% compared to 21%).
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https://artificialintelligenceact.eu/

Generative Al opportunities & risks

GenAlrisk :
enAlrisks We keep hearing about

Alas, “We havetodoit,
becauseif youdon’t,you’re
aluddite,and you’re not
moving fast enough.” But
what are companies doing
about the humans actually
working withthem? There’s

Data quality and/or concerns with privacy protections e 70%
Hallucinations, misinformation or disinformation GGG 50%
Lack ofregulation GGG 36%
Unapproved employee use (shadow Al) N 27%
Infringement of copyright or IP protections GGG 24%
Brand andreputational risk N 22%
Measuringimpact and/orlack of returnoninvestment IEEGEG_u 14%
Developing orrecruiting skilled employees Il 13%
Litigationrisks N 8%
Resistance from Board or seniormanagement [l 6%
Other (please specify) Il 3%
None, we have no concerns with GenAl Hl 2%

Ourrespondents pointed to “data quality and privacy’
(70%) and “hallucinations or misinformation” (50%) as
the most significantrisks they faced using Generative
Al(GenAl)in their organisation. These concerns align
with fears about regulatory and compliance exposure
expressed elsewhere.,

Al's extensive use of personal datain training large
language models has exposed significant gapsin
existing safeguards. With cases of Alcompanies
violating copyright law and breaching data protection

)

Bias, hallucinations and lack of explainability
surrounding Al-driven decisions alsorisk a further
weakening of stakeholder trust and confidence in the
technology.

The survey’slow results (13%) for “developing/
recruiting skilled workers” contrast with What
Directors Think 2025, which placed internal capability
atthe top of United States boards’ agendas. This
suggeststhat ethical concerns about the social
impact of Alon the workforce remain limited among

regulations constantly in the news, executives remain
cautious of GenAl outputs’ potential to trigger
enforcement action.

decision-makers.

Diligent Institute | Governance Institute of Australia | Singapore Institute of Directors 2026 Governance Outlook APAC Report

this myth that everyone will
justmove on to adifferent
role. Butinreality, someroles

will disappear entirely, leaving
no opportunity forretraining.
That will bring in massive
socialissues, andljustdon’t
think it has been talked about
whenwe discuss the ethical
use of Al.

Peter Smiles
Company Secretary
QBE Group



https://www.latimes.com/entertainment-arts/business/story/2025-10-11/hollywood-ai-battle-heats-up-sora2-openai-sam-altman
https://blog.barracuda.com/2024/10/23/clearview-ai-fine-gdpr-violations
https://blog.barracuda.com/2024/10/23/clearview-ai-fine-gdpr-violations
https://www.chapman.edu/ai/bias-in-ai.aspx
https://openai.com/index/why-language-models-hallucinate/
https://medium.com/@ThisIsMeIn360VR/lack-of-explainability-and-transparency-in-ai-the-black-box-dilemma-5bb58776cd93
https://medium.com/@ThisIsMeIn360VR/lack-of-explainability-and-transparency-in-ai-the-black-box-dilemma-5bb58776cd93
https://www.grantthornton.sg/insights/2025-insights/the-social-impact-of-ai-integration-into-the-real-economy-disruption-opportunity-and-accountability/
https://www.grantthornton.sg/insights/2025-insights/the-social-impact-of-ai-integration-into-the-real-economy-disruption-opportunity-and-accountability/

GenAl opportunities

Improved data analysis and reporting

Optimizing operations, costs and productivity

Assistance withresearching a task or activity

Assistance with meeting schedules, transcripts and managing projects
Performance monitoring and evaluation

Improved marketing and communications content

Customised products and services

Recruitment selection and development

None, we see no opportunities with GenAl

Other (please specify)

Regional differencesinthisareamayreflect Asia’s
more unevenregulatory enforcement compared to
Australia’s. Australia-based respondents were more
likely to cite “data quality/privacy” as a major Al risk
(76% compared to 54% among Asia-based
respondents), along with “unapproved employee use”
(34% t016%). Asia-basedrespondents, for their part,
were more worried about “litigation risk” (16%
comparedto 7% among Australia-based
respondents).

73%

80

Ourrespondents alsorecognised GenAl's potential
benefits fortheirenterprises. The most-mentioned
opportunities were “improved data analysis and
reporting” (73%) and “optimising operations, costs
and productivity” (62%).

These use cases suggest that most organisations are
stillinthe initial stages of harnessing GenAl's value -
focusing onaccessible, efficiency-driven
applicationsratherthantransformative product
innovation.
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Agentic Al opportunities & risks

Agentic Alrisks

66%
65%

Confidencein data quality or concerns with privacy protections

Lack of governance processes to guide agentic Al decision making

Potential for hallucinations, misinformation or disinformationimpacting decision making
Lack of regulation

Brand and reputational risk

Measuring impact, costs, and/orreturn oninvestment

Developing orrecruiting skilled employees

Demonstrated use cases

Litigationrisks
Resistance from Board or senior management 4%
Other (please specify) § 2%

None, we have no concerns with agentic Al 0%‘ ‘ ‘ ‘ ‘ ‘ ‘ ‘

0O 10 20 30 40 50 60 70 80

The threats and opportunities cited by our
respondentsreflectagentic Al'snovelty and the
corresponding need for developed governance
frameworks.

Its greaterautonomy (ability to operate without
human guidance), goal orientation (capacity to plan
for specific outcomes) and action capability (opower
to make changesin the real or digital world)
underscore the need forgovernance protocols and
incite amore widespread hesitation about the
technology’s transparency shortcomings.

Comparing acrossregions, our Australia-based
respondents reported greater concernabout the
“lack of regulation” (31% compared to 21% among
Asia-basedrespondents), while Asia-based
respondents were more concerned about “litigation
risk” (16% compared to 5% among Australia-based
respondents), findings that aligned with similar
numbers for GenAlrisks.
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Agentic Al opportunities

Task efficiency and productivity 81%
Eliminating orreducing mundane or repetitive tasks

Optimising whole of organisation operations and costs

Improving parts of the business (e.g. recruitment selection,
hiring practices and staff development)

Supporting strategic decision making
Developing customised products and services
None, we see no opportunities with agentic Al

Other (please specify)

The highest-ranking Agentic Alopportunities cited by
respondents betray afocus on optimisation and
productivity, not oninnovation edge cases.

This emphasis onincrementalimprovement over
radicalinnovation may reflect short-term pressures
oncompany boards. Leaderswant to demonstrate
measurable return oninvestment quickly, so they turn
toless complex efficiency wins that directly cut costs

100

orboost outputratherthantransform business
operations and processes entirely.

More extensive agentic Alinnovations (usein
supporting strategic decision-making, customised
products and services) may demand greater
investments and governance frameworks that many
boards are notyetready toembrace.
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C.Board member skills &
iImproving governance

Boards increasingly recognise
that governance effectiveness
dependsnotjustonstructures,
but onthe skills and capabilities
directors bring to the table.

Ourreport’s findings bear this out. Digital technology
expertise emerged as the top upskilling priority
among APAC leaders - particularly in Al, data
management and cybersecurity - as organisations
confront fast-movingrisksinthese areas.

Respondents also highlighted the growing need for
legal, regulatory and compliance knowledge,
particularly as sectors like banking andinsurance face
acceleratingregulatory change.

Diligent Institute | Governance Institute of Australia | Singapore Institute of Directors 2026 Governance Outlook APAC Report

Boards have knowledge
gapsincertain areas.
Speaking the same language
is critical. Technical experts,
governance experts and
boards should speak to each
otherinaway that they can
actually understand and make
decisions.

Daniel Popovski
Senior Policy & Advocacy Advisor
Governance Institute of Australia




Where upskillingis needed

Where does the
board/governance team
need upskilling?

70%

47%

45%

42%

35%

25%

24%

23%

22%

20%

17%

13%

9%

3%

0%

Agentic Al opportunities
Legal/regulatory
compliance and

risk management
Strategic planning
Cybersecurity

Environmental
sustainability/climate

Diversity of candidate
(e.g.racial/ethnic diversity,
gender diversity, age diversity)

HR/talent
(including change management
and transitions)

Financial

Industry and customer
Geopolitics/international
C-Suite experience
Marketing

Transactional experience
(e.g.,M&A)

Other (please specify)

None

The uncertain economic and
geopolitical environment may
accountforlegalandregulatory
compliance/risk management’s
distantsecond placeinboard/
governance teams’ upskilling
priorities.

Compliance concerns are most
acutein heavilyregulated sectors
like banking and insurance.
Following the Australian Prudential
Regulation Authority’s release of
the CPS 230 operational
resilience standardin July 2025,
many Australianboards have
begunreassessing how they
manage risk exposure and
implementation of controlsinan
increasingly volatile environment.

Inline with findings from What
Directors Think 2025, “strategic
planning” takes third place at 45%
-suggesting thatboards see
strategic planning as amature
capability, requiring refinement
rather thanurgent upskilling.

More Australia-based leaders
prioritised upskilling on hiring
diversity andinclusion (32%, versus
13% among their Asia-based
counterparts). Diversity may be
seeninAustraliaas centralto
legitimacy and socialresponsibility,
aligning withbroader debatesin
Australia around corporate culture
and equity.

Asia-basedrespondentswere
more likely to select C-suite
expertise (26% comparedto 12%
among Australia-based
respondents), international
expertise (36% to 11%) and
industry/customer experience
(30% to 18%) as upskilling
priorities. Thismayreflecta
regional emphasis on strategic
capability and global fluency,
viewed as essential forcompeting
indynamic and internationally
connected markets.
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Thereis ashortage
of tech or Al conversant
directorsin the market,
especially in financial
services. From a succession
planning standpoint, | think
it’s paramount that we future-
planforit now, looking for
new directors toincrease that
cadence. They don’tneedto
be subject matter experts,
but whenit comes to the tech
strategy of your firm, I think
the board should have that
basic understanding.

Dhawal G Gadani

Company Secretary and Head
of Governance

HSBC Australia and New Zealand




Where to optimise governance oversight

What would optimise
governance oversight
processes?

63%

52%

43%

31%

29%

29%

27%

23%

22%

20%

18%
10%
10%

4%
1%

More time for strategic
planning or dedicated
planning meetings
Increased exposure to
experts to discuss
specificissues/risks

Mandatory director
training/continuing
education

Overhaul of director
evaluations to getrid of
ineffective members or
add new perspectives
More direct engagement
with employees at various
levelsinside the company
Fewer presentations and
more discussion

More mandatory on-site
visits by the fullboard
More/better structured
agenda

More diverse meeting
locations tointroduce
boardto operating
footprint

More orlonger direct
engagement with other
members of the C-Suite
More lead time toreview
board materials
Frequency of committee
rotations

More full board meetings
Other (please specify)
None

When asked how governance
oversight could be strengthened,
respondents most oftenpointed
tothe needforboardsto devote
more time to strategic discussions
-echoing findings from What
Directors Think 2025.

The shift suggests that directors
areincreasingly looking beyond
compliance andreporting to
focus onlong-term positioning,
resilience and growth.

Nearly a third of respondents also
supportedincreasing direct
engagement withemployees
across differentlevels of the
organisation, helping boards
remain attuned toworkforce
sentiment and operational
realities.

Respondents also feel the board
needs “increased exposure to
outside parties/experts to discuss
specificissues/risks”: reflecting
awareness that cyberthreats, Al
governance and geopolitical risks
are evolving too quickly for
internal expertise alone toremain
sufficient.

Governance oversightremains a
centraltheme amongthe
responses, receivingaquartertoa
third of totalinterest.

Respondents cited the value of
enhancing governance processes
through measures such as
improved board and director
evaluations (31%) and mandatory
directortraining or continuing
education (43%).
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Regional variations reveal

a shared goal of improving
board effectivenessin
anincreasingly complex
environment, but through
differing approaches.
Australia-based boards
tend to focus on developing
directors’ individual
capabilities, with 44%
favouring training as a means
to strengthen oversight.

By contrast, Asia-based
respondents emphasise
collective improvements to
board functioning, including
fewer presentations and
more open discussions (40%
versus 27%), longer sessions
for strategic planning (72%
versus 59%) and more lead
time to review materials (26%
versus 13%).




Appendix

Demographic breakdown for all survey respondents are as follows:

Board title Inwhich sector does the company operate?
Other (please specify) 23%
Governance Execs & Officers 34% Health care &life sciences

Financials

Professional Services

Information technology
Government Agency or Corporation
Transportation & Logistics
Construction, Projects & Assets
Insurance

Agriculture

Automotive & Industrials

Consumer discretionary

Executive & Non-Executive Directors

Risk & Compliance Executives & Officers

Audit Committee Chairs & Members

Board chair Consumer staples

Environmental

Media

General Cousel or Chief Legal Officer Real estate
Utilities

Airlines & Aviation

Energy, Power & Products

Hospitality, Gaming & Leisure

Materials
Aerospace & Defense 0%

| | | | | | | | Telecommunicationservices 0% | | | | |

O 5 10 15 20 25 30 35 40 0 5 10 15 20 25

Other

None of the Above
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Appendix

Nature of organisation Employee count

. 2% - Private company (Pre-IPO)

. 4% - Government Department or Service

. 5% - Government Owned Corporation . 27% - More than1,000
. 5% - Education or Research Organisation . 10% - 501-1,000

B 229% - Public Company B 5%-201-500

[ 31%- Private company B 23%-51-200

. 31% - Not for Profit or Charitable Organisation . 26% -1-50
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Appendix

Location of headquarters

61% - Australia
30% - Asia
5% - North America
5% - Europe

3% - New Zealand

3% - Western/Central/South America

Region of operation

Australia

Asia

North America
(Canada, U.S., Mexico)

New Zealand

Western/Central/Southern Europe
(e.g., Portugal, France, Greece)

Northern Europe
(UK, Sweden, Norway, Finland, Iceland)

Middle East

South America

Eastern Europe
(e.9., Russia, Ukraine, Belarus)
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