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Introduction
1. Governance: its time has come. The good of all, at all levels, demands that very high importance be accorded to it.

2. A lot of work is being done. By many organizations. In many different countries.

3. It is time to step back; discern what is essential; determine what works across the board.

Perspective from Corporate and Public Governance

4. What counts is not mere conformance, although that would be a significant step. In ASEAN corporate governance, we are completing a scorecard. It asks whether or not you are doing what is considered as best practice. It is a box-ticking exercise.

5. Is box-ticking valuable? From the evidence, it is. Those that conform are rewarded. ACGA ranks countries on the basis mainly of conformance; some countries give a lot of importance to such ranking. Furthermore, publicly listed companies are rewarded a premium on their shares traded in stock exchanges: the more risky a country is, the higher the premium.

6. But even in corporate governance, there has always been a query: is it enough to conform? Is box-ticking all there is in corporate governance?

7. This is where our experience in public governance has proven to be very useful. We have laid out a performance governance system pathway. This requires putting in place the essential governance elements; and the system insists that as one goes through the pathway, one begins to have great results; and towards the end of that pathway, one should be able to harvest breakthrough results, i.e. high performance levels of a genuinely game-changing, transformative character.

8. The pathway involves both conformance and performance. It demands some box-ticking; but the items to be ticked off are supposed to be means towards an end, break-through performance. The outcome demanded is nothing less than a transformation.

Essential Elements of Governance

9. We now have evidence, based on a governance framework used widely, that the discipline of governance demands that a clear long-term strategy be formulated, and there has to be a firm commitment to its execution. This means in practice:

a) Having a governance charter. A clear, time-bound vision has to be agreed upon; and this has to be consistent with the mission or mandate of the institution or corporation, and with whatever core values it decides to adopt.
b) Having a transformation road map. This calls for a set of strategic priorities, covering all major facets of the operations of an enterprise (i.e. institution or organization), which it commits to pursue, systematically, in order to realize its vision within the time horizon it had specified.

c) Having a performance scorecard for each of the strategic priorities the enterprise has decided to include in its transformation road map. Typically, a performance scorecard includes: the initiatives that must be pursued; the measures by which progress is assessed and monitored; the targets that must be met on the way towards realizing the vision as well as the resources to deploy and persons or groups to hold accountable for delivering those targets.

10. These three essential governance elements leads to additional demands: after all, strategy---once formulated---has to be executed. This is the basic execution premium in governance, which many enterprises fail to benefit from, because they stop at strategy formulation. They also must go and meet the demands of strategy execution. These are:
a) Commitment from the top and therefore a corresponding governance structure, which oversees strategy execution. For corporations, this is the essential function of the Board; it is the main purpose for which the Board meets regularly and with reasonable frequency. The Board should have its own performance scorecard: it assesses what it positively contributes to ensuring that the strategy is properly executed.

b) Commitment from all levels of management: from the CEO, who is held accountable for the execution of the entire enterprise transformation road map; to the senior officers in charge of departments r divisions, which must give their own positive contribution to the attainment of targets in the enterprise performance scorecard; and finally down to the smallest operating units of the company, which also have their own performance scorecards: these specify their respective contributions to meeting the targets in the enterprise performance scorecard.

c) Finally, every individual in the organization must have their personal scorecard. Indeed, everyone must make trying to meet the demands of the enterprise performance scorecard a part of their every day job. In this way, everyone should be fully aligned with the demands of the enterprise performance scorecard: everyone in the enterprise sings from the same score sheet; and everyone marches by the same drum beat. For this to happen, an office for strategy management must be set up, properly staffed, and fully empowered.

11. The performance achievements from a well-orchestrated strategy execution program should be the platforms from which to go for higher levels of performance, which can and should be sustained such that over time a genuine transformation occurs. This is not going to happen, unless sustainability features get embedded into the governance culture installed and continuously nurtured within the enterprise. The sustainability features include:
a) A Code of Ethics, with stress on integrity, and extends to fairness, courage, and discipline. The Code is addressed to every individual within the enterprise. It covers all facets and aspects of operations---everyone’s everyday job---and these must be guided by the key ethical principles fully consistent with the core values proclaimed and articulated in the enterprise governance charter.

b) A Code of Social Responsibility. This gives flesh and substance, as the enterprise executes its formulated strategy, to shared value: as it seeks to add value by its operations, the enterprise also secures a positive and meaningful contribution to social and economic value in the community or in society as a whole. Through shared value, the enterprise embeds the wider social and economic impact it seeks to make in the distinctive value it adds through its operations in pursuit of its “business model”. Under this light, shared value give stress on professionalism: this extends to include commitment, competence, and patriotism. 

c) A Governance Outreach Program. As the enterprise continues to nurture a governance culture, it strengthens mechanisms by which everyone in the enterprise can---and should---reach out to the community as a whole. First, through its multi-sector governance council, it consults on better ways and means by which all stakeholder interests are safeguarded and promoted. Then, through networks and partnerships, it works with others to help advance the standards of governance practices in families, schools, civil society organizations, and other public governance units: these are the other major drivers of transformation in any community. Key stress is made on the personal dignity of every individual (no Filipino is left behind): this extends to the common good; team work (solidarity); responsible participation as well as involvement (subsidiarity). 
Platforms for Breakthrough Performance
12. Essential governance elements are critical and essential; but they should not be given importance separate and independent of the performance they should deliver. Indeed, they are means; they lead us to the end, and that outcome is a set of breakthrough results, which make eventual transformation real and visible.

13. Early harvests are important. A few small operating units should be encouraged (and trained) to yield early harvests (these can come within 9 months). Then, the bigger operating departments or divisions can and should deliver initial game changers (these may take slightly longer, up to 18 months). Finally, within 3 years, the enterprise sitting on top of early harvests and initial game changers should be able to deliver the first 2 or 3 breakthrough transformative results.
14. The enterprise should then go every 3 years with 2 or at most three new breakthrough transformative results. These are the ribbons that in time can be tied together to produce a completely transformed enterprise. Within a decade or two, the enterprise is able to transform itself from where it is to where it dreams to be (what it sets out to become).

Can These Governance Best Practices Apply to Associations?

15. We have promoted---and caused them to be adopted---these governance best practices in a few select national government agencies. The same holds for select local government units. They appear to have worked.

16. In the corporate sector, the approach we have taken is slightly different, recognizing that this is a completely different sector. Here---starting with publicly listed corporations---we are insisting on high-level compliance to ASEAN best practices. In this regard, they have to obtain highly competitive CG compliance scores. Once they get to that level, we invite a few of them to work closely with us so we can duly recognize the essential governance elements they already have. What they already have, we seek to strengthen; where they have gaps, we seek to help fill them. Moreover, they have to prove that in fact they are delivering transformative results through their governance practices.

17. We have extended the promotion of observed governance discipline practices to individuals, families, and schools. These are early days; but the initial field tests are most encouraging.

18. Thus far, the missing link has been that of associations. You know better than anyone of the need on the part of associations for improved standards of actual governance practice. How might we learn from the other sectors? How might we adopt the good governance practices into the sector of associations? I propose this should be at the very forefront of your discussions at this conference.
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