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Governance Starts with Integrity:
A Conversation with Barry Tong
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A Mr Barry Tong (right), President of the ACFE Hong Kong Chapter, and Mr Kris Lee (left), Immediate Past President, hosted the President of the

Integrity Authority of Hungary and the delegation under the Sponsored Visitors Programme. During the visit, they engaged with the delegates
regarding the priorities and challenges currently facing the anti-fraud profession.
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ntegrity lies at the heart of corporate governance,
and safeguarding integrity requires leaders who
combine professional expertise with vision. Mr
Tong Piu, Barry, President of the Association of Certified
Fraud Examiners (ACFE) Hong Kong Chapter, has been
honoured with the Hong Kong Institute of Directors’ 2025
Directors Of The Year Award, in recognition of his
outstanding contribution to integrating anti-fraud

expertise into governance practice.

The ACFE is the world's largest anti-fraud organisation,
with approximately 95,000 members dedicated to reducing
business fraud through training and certification. Mr Tong
currently serves as the National Leader of Forensic
Investigation Services and the Leading Partner of the
Agricultural and Food Industry at Grant Thornton China,
as well as Partner and Head of Advisory at Grant Thornton

Hong Kong.
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Drawing on over twenty years of forensic investigation
experience, he has led the chapter through a smooth board
succession, established a Young Practitioners’ Club (YPC),
co-organised a decade-long training programme with the
University of Hong Kong, and maintained long-standing
collaboration with the Independent Commission Against
Corruption (ICAC) and other bodies to expand the

profession's influence.

In the following interview, Mr Tong shares practical
insights on open communication, risk management, talent
development, and integrating ESG into decision-making —

offering fellow directors valuable lessons in governance.
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HKIoD: As a director, how do you
foster a culture that encourages board
members to voice dissenting views and
communicate candidly, while still
fulfilling your fiduciary duties?

Mr Barry Tong: I firmly believe that
excellent  governance  stems  from
examining issues through multiple lenses.
Over the years, I've served as a Council
Member of the Hong Kong Institute of
CPAs, a Director of the Hong Kong
Securities and Investment Institute, an
Executive Council Member of the Hong
Kong Independent Non-Executive
Director Association, a member of the
HKTDC Professional Services Advisory
Committee, and a Lay Assessor of the
Medical Council of Hong Kong. These
cross-sector experiences have taught me
that a healthy board must embrace diverse
perspectives rather than pursue superficial
consensus.

At the ACFE Hong Kong Chapter, I've
worked hard to create an environment of
open communication on the board. I set up
a directors' WhatsApp group to ensure
real-time information sharing. After every
board meeting, we have a dinner where

members can speak freely in both formal
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A Receiving the Directors Of The Year Award from the Hong Kong Institute of Directors in 2025. ACFE Hong
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and informal settings. I also make sure that
junior directors have an equal voice in our
discussions.

Last year, we brought on five new directors
and paired them with experienced
directors as mentors, encouraging them to
actively put forward their views in
meetings. This is crucial because many
corporate crises originate in a culture of
boardroom silence, where no one is willing
to voice a dissenting opinion. Encouraging
diverse viewpoints isn't about challenging
about

authority; it's protecting

stakeholders' interests and ensuring

transparent decision-making. True
fiduciary duty isn't about maintaining
surface harmony - it's about making sure
every major decision has been rigorously

scrutinised.

HKIoD: Can you share an example

where your input significantly
influenced an organisation's strategic
How did you handle

disagreements or differing opinions at

direction?

the time?
Mr Tong: Board succession was indeed a
matter where opinions diverged. At the

time, there was no established mechanism

for refreshing the board. While everyone
agreed that bringing in new blood was
essential for the chapter's longevity, a
sudden wholesale change could easily
trigger internal concerns and disruption.

So after extensive consultation and
discussion, we proposed introducing a
“Director Emeritus” position and amended
This

outgoing directors to continue attending

the bylaws accordingly. allowed
chapter board events and dinners in an
honorary capacity, sharing their experience
with incoming directors and ensuring a
seamless transition between old and new.
Ultimately, over the course of three years,
we completed a full renewal of the entire
board.

Additionally, the chapter was facing the
challenge of an ageing membership and
difficulty attracting younger talent. We
advocated creating a dedicated youth
platform — giving members under 40 their
own networking space, themed events, and
leadership opportunities — to inject fresh
energy and ensure the organisation's
long-term sustainability.

This

supported when first raised at the board.

proposal was not unanimously

But after multiple rounds of discussion, the
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Kong Chapter founder

Professor Frank Yam (second from left in the right photo) offered his congratulations at the ceremony.
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board reached consensus, and in 2021, the
Club (YPC) was
officially established. The response has

Young Practitioners’

been enthusiastic — YPC membership now
stands at close to 100. It has not only
brought new ideas and activities to the
chapter but has also become a vital channel
anti-fraud

for attracting young

professionals.

HKIoD: The external environment is
changing rapidly, with risks emerging
constantly across geopolitics,
technology, climate, and other areas.
How do you ensure these emerging
risks receive timely attention and
discussion at the board level before
they escalate into crises?

Mr Tong: In my more than twenty years of
forensic

investigation experience,

corporate crises rarely erupt out of
nowhere. Behind virtually every governance
failure, there were warning signs
beforehand. The real problem is usually
that the board lacks adequate mechanisms
to translate early warning signals into
action.

The ACFE's global network is an important
source of early intelligence. Through our
connections with members worldwide, we
can track fraud trends in other markets and
bring them to board discussions before the
risks spread to Hong Kong. Our strategy is
“prevention over cure” — making emerging
risks a standing focus of the board,
transforming potential crises into strategic
opportunities, and safeguarding the
organisation's long-term resilience.

On cybersecurity, we advocate keeping
things as simple as possible and reducing
risk at the source - selecting quality
third-party providers for website hosting
and management. We also prioritise
member data privacy: we collect only the
most basic membership information and
have access controls in place so that only

the Membership Director can retrieve
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member data.

On ESG risks, we promote transparent
disclosure and communication with
directors and members. For example, we
set up the directors' WhatsApp group and
website

actively update our

social media

Facebook and

(www.hkacfe.com) and
platforms
LinkedIn) to

communication. We also encourage board

(such as
maintain  real-time
members to undertake risk training or

participate in anti-fraud courses to

heighten their awareness.

HKIoD: How do you personally
enhance your digital literacy? And how
has that helped you drive innovation

within the organisation?

Mr Tong: Lifelong learning and continuous
professional development are the surest
paths to improving digital literacy — and
indeed

forensic investigations, mastering the data

one's overall competence. In
behind fact-finding means mastering the
truth. I keep a close eye on the practical
applications of fintech and Al in anti-fraud
work, because

digital literacy is the

cornerstone on which directors build
effective oversight systems.

On a personal level, I invest an average of
over one hundred hours a year in
professional development. Through my role
as a Director of the Hong Kong Securities
and Investment Institute, I participate in
fintech expert exchange events. My learning

focus isn't about becoming a specialist in

)

A Mr Tong served as the moderator for the ACFE fraud investigation training
programme at the HKU campus.
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A 'The ACFE Annual Dinner in December 2025, attended by Mr Joseph Chan, JP, Under Secretary for Financial Services and the
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Treasury (first from left in the right photo), with members gathering to network and share insights.
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every technology — it's about building
hold

substantive conversations with technical

sufficient digital awareness to

teams and to exercise independent
judgement on the feasibility of innovative
solutions.

To me, the essence of digital literacy isn't
knowing how to operate a particular system
— it's cultivating a sustained curiosity about
technological trends. And that curiosity is
what leaders

precisely keeps

forward-looking in the digital age.

HKIoD: What role have you played in
talent development and succession
planning, particularly at the senior
leadership level?

Mr Tong: Talent is any organisation's most
valuable asset, which i1s why we invest
heavily in training and education. We
member

strengthen engagement by

providing at least 30 hours of CPD
annually, raising the professional calibre of
ACFE members. We also hold an annual
dinner or networking event each year to
reinforce members' sense of belonging and
participation.

We actively collaborate with academia and
the profession. Over the past decade, for

instance, we have co-organised a training

programme with the University of Hong

giving young people
exposure to the ACFE and paving the way

Kong, greater
for attracting future talent. In addition, we
maintain long-standing partnerships with
the ICAC and international professional
bodies,

promote business ethics, strengthen a

hosting exchange events to

culture of integrity in the business
community, and proactively identify young
talent.

Excellent governance means that expertise
and values can be passed on. At the ACFE
Hong Kong Chapter, I've driven several
concrete succession planning initiatives. In
2021, we formally launched the YPC,
providing a dedicated platform for young
professionals. In 2024, we further amended
our bylaws to create the Director Emeritus
position, ensuring that the experience and
institutional culture of senior directors are
transmitted in an orderly manner. That
same year, five new directors were
appointed to take over from five retiring
directors.

Senior succession planning should not be
confined to technical capability; it must
also encompass continuity of professional
ethics. I regularly share my own experience

with high-potential individuals, ensuring

ZERE—ERAR

that the leadership team possesses not only
outstanding business skills but also the
courage to uphold governance standards.
Through this mentoring approach, I'm
building a leadership pipeline that is
aligned in values and complementary in
expertise,

ensuring the continuity of

leadership.

HKIoD: As a director, how do you
integrate environmental and social
factors into everyday decision-making
rather than treating them as add-ons
unrelated to core business?

Mr Tong: I've always emphasised that the
heart of ESG is the “G” — Governance.
Holding the CESGS® (Certified ESG
Strategist) qualification has reinforced my
understanding that environmental and
social factors are an inseparable part of risk
management, not mere window-dressing
for a company's image.

On the environmental front, the ACFE
Hong Kong Chapter actively promotes
energy conservation and carbon reduction.
Our training courses use paperless digital
materials, and we make use of meeting
rooms outside office hours for events to
minimise resource consumption.

On the social front, in 2021, we established

EEESEE: —{iES
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the “ACFE Hong Kong Chapter Award” at
the University of Hong Kong, specifically
for HKU wundergraduates majoring or
minoring in Criminology, nurturing the
next generation of anti-fraud professionals.
We also make regular donations to the
ACFE Foundation, putting into practice
the principle of giving back to society.

In my decision-making practice, I
incorporate ESG into the core evaluation
framework. For example, when assessing
business expansion, I approach it from an
anti-fraud and compliance perspective:
Does this decision meet expectations of
transparency? Are there hidden compliance
risks? These questions may look like ESG
considerations, but they are in fact the
fundamental requirements of good
corporate governance.

From a practical standpoint, companies
that take social responsibility seriously tend
to have robust internal controls and a
strong compliance culture, and typically
face lower fraud risk. When a company truly
internalises integrity as a core business
value, its ESG performance will naturally
be reflected in its financial health and

long-term reputation.

HKIoD: What advice would you share
with aspiring directors among the
younger generation?

Mr Tong: Behind this award is honour, but
more importantly, responsibility. For
younger professionals, I have three pieces
of advice: read widely, exercise regularly,
and build meaningful connections.

First, maintain a hunger for continuous
learning. My motto is “Live to learn.”
Today's directors need to understand
finance, technology, ESG, geopolitics, and
much more simultaneously — any gap in
knowledge can become a blind spot in
decision-making. The point of learning
isn't to become an expert in every field, but
to cultivate a broad enough perspective that

you can form your own views across diverse
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domains.

Second, as the saying goes, daily exercise
keeps you sharp. A healthy body supports a
clear mind, helping you think quickly,
handle crises, and bounce back from
adversity. Many successful people make a
habit of rising early — not only because they
manage their time better, but because they
need that time to exercise before work,
keeping their minds fresh for critical
decisions. Staying healthy may sound like
old advice, but not everyone truly practises
it. Young people today tend to gravitate
toward gaming; I'd encourage them to
develop exercise habits that strengthen
both body and mind.

Third, build meaningful connections. I
encourage young people to get actively
involved in professional bodies' committees
and public service roles. I started out as a
Training Director, spending four years
building leadership experience in training
at the ACFE before
presidency — progressing step by step to

taking on the

develop a comprehensive governance
perspective.

Make
networks, and learn from professionals

fields.

friends broadly, expand your

across different Cultivate a

The Guardian Role of
Accounting Profess e, Is in
Combating Corrupt:"
Fostering Ethical & | |

) i
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A Mr Tong moderated an ACFE Hong

Kong Ch

multi-dimensional viewpoint and empathy.
Learn to listen to minority opinions and
examine organisational values. When your
ambition goes beyond personal
achievement and extends to advancing a
culture of integrity and social progress in
your industry, you will naturally grow into
an outstanding leader trusted by the

market. B
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apter seminar held at the Hong Kong

ICAC Headquarters, which focused on the role of accounting professionals as guard-
ians in combating corruption and promoting ethical compliance.
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