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Director Accountability: Global Lessons for South African Boards from the 
ASIC v Star Entertainment Case 

 

 
 

In the world of organisational management, Governance, Risk, and Compliance (GRC) 
are often discussed as distinct disciplines, each with its own framework, leader, and 
priorities.  
 
The game is won with three in a row. If you treat Governance, Risk, and Compliance as 
separate moves, you lose. They only work when they're connected in a row. 
 

 
 

Siloed thinking misses a fundamental truth: GRC is not a collection of independent 
functions. It is an interdependent system, and removing one element destabilises the 
entire structure. It is at a 3-legged stool, one leg missing and it is dysfunctional with the 
certainty of collapse; so too does an organisation that fails to integrate all three. 

 

THE INSEPARABLE TRIO: WHY YOU CAN’T HAVE ONE GRC FACTOR 
WITHOUT THE OTHERS  
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🚫 Governance Without Risk & Compliance: Blind Leadership 
 

Leaders set a course without awareness of threats or legal boundaries, like a captain 
steering a ship without radar, charts, or knowledge of maritime laws. 
 

Consequences: 
 Strategies are built on legally impossible goals 
 Major threats go unrecognised 
 Decisions are made in an information vacuum 
 “Success” is measured by hitting targets that could destroy the company 

 

Example: Novel Medical Technology Company       
 

The company has a clear governance vision, to revolutionise blood testing. But it 
catastrophically ignores a fundamental risk (the scientific impossibility of the 
technology) and bypasses compliance (medical regulations and honest reporting). 
The result is an inevitable costly collapse with criminal sanctions. 
 

Without risk and compliance, governance is reckless ambition. 
 

🚫 Risk Management Without Governance & Compliance: Paralysis 
 

If every threat is identified, but there’s no authority to act and no rules to guide a 
response, risk management becomes an idle academic exercise. 
Consequences: 
 

 Risk assessments gather dust with no decision maker to act 
 Mitigation strategies conflict with company policies 
 Risk avoidance stifles innovation 
 Controls employed may violate laws 

 

Example: The Overcautious IT Department                                                                             
 

A security team identifies 100 cyber risks and implements extreme controls that: 
 Violate Privacy Laws (a compliance failure) 
 Stop all remote work (conflicts with governance goals of flexibility) 
 Cost more than the risks themselves (implementation, fines, productivity) 

Without governance and compliance, risk management becomes anxious inertia. 
 

🚫 Compliance Without Governance & Risk: Mindless Box-Ticking 
 

Rules followed without understanding why is like a student blindly memorising answers 
without the learning concepts or subject matter. 
 

Consequences: 
 Wasted resources on compliance for compliance’s sake 
 Out-dated regulations increase new risks 
 Missing the purpose and spirit of the law while being technically compliant 
 Creating “security theater” by appearing safe and adherent while factually 

vulnerable 
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Example: The GDPR Checklist Company 
 

    Ticks all GDPR boxes   
Has privacy notices nobody reads 
Appointed a Data Protection Officer 
❌ But misses the actual risk: an employee selling customer data 
❌ Conflicts with governance: aggressive data collection goals 
 

Without governance and risk, compliance becomes an expensive art gallery.  
 

 
The Vicious Cycle  

 
Missing Element 

 
Downward Spiral 

Governance Poor Decisions → Increased Risks → Compliance Failures → More Bad 
Decisions 

Risk Unaware Leadership → Unexpected Crises → Regulatory Violations → 
Leadership Crisis 

Compliance Illegal Practices → Fines/Lawsuits → Reputation Damage → Leaders Removed 

 
Partial Decisions Also Lead to Failure: 
 

 Governance + Risk (no Compliance): Great product! Profitable! X Illegal in 30 
countries. 

 Governance + Compliance (no Risk): Legal and strategic! X Vulnerable to 5 
known cyber threats. 

 Risk + Compliance (no Governance): Safe and legal! X Doesn’t advance any 
company goal. 
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The Interdependency Matrix  
 

GRC Element Why It Needs the Others 

Governance 
Can’t govern effectively without knowing threats or legal constraints. Decisions 
require risk/benefit analysis. Accountability requires measurable compliance. 

Risk Risk appetite is set by governance. Controls must be legally compliant. Reporting 
needs governance authority. 

Compliance 
Priorities are set by governance. Efforts should focus on highest risks. Reporting 
informs governance decisions. 

 
All Three or None   

 
Governance without Risk/Compliance is reckless dictatorship; Risk without 
Governance/Compliance is dread and inertia; Compliance without Governance/Risk is 
mindless bureaucracy. 
 
They are not just connected; they are different lenses of the same reality. You cannot 
apply any one properly without considering the other two. 
 
The most compliant company still fails if it ignores risks, the most risk-aware company 
fails if it violates laws, and the best-governed company fails if it doesn’t understand 
either. 
 
Cyclopedic Consulting shifts your organisation’s GRC from theory to an embedded 
culture and practice. 
 
We help boards and executives move beyond checklists and bureaucracy, translating 
governance into clear expectations, risk into practical choices, and regulations into 
everyday conduct. 
 
No more blind leadership, anxious inaction, or box-ticking. Instead, we design 
actionable policies, practical training, and measurable controls that align strategy, risk, 
and compliance from inception, and keep them aligned through independent reviews, 
clear roadmaps, and ongoing support. 
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