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Approach to Organizational Design and Efforts

to Strengthen Governance System

Izumiya: Focusing on “the separation of management and business 

execution functions,” “transparency and fairness of the board of 

directors,” and “swift and proactive decision making,” which are 

major points emphasized in Japan’s Corporate Governance Code, 

we repeatedly held discussions over the course of 2017 on the 

kinds of governance reforms we need to promote to respond to the 

next stage for growth.

 The separation of management and business execution func-

tions is more than just a simple separation. Rather, this point focuses 

on enhancing the sophistication of our decision-making process in 

light of the fact that evaluations from the executive side are becoming 

more diffi cult and complex to perform due to the Company’s global 

expansion. If the goal was only to separate these functions, then we 

would simply transition to a “company with committees” system. 

However, based on the perspective of securing transparency and 

fairness, we have decided to continue to adopt a “company with a 

board of directors and audit & supervisory board” system so that 

examinations and monitoring can be carried out by both the Board 

of Directors and the Audit & Supervisory Board.

 

Waseda: By combining a “company with a board of directors and 

audit & supervisory board” system with the Asahi Group’s pure 

holding company structure, the Company has put in place a hybrid 

governance system that possesses many of the features of a “com-

pany with committees” system, where the role of monitoring is 

clearly defi ned. While a demerit of this system is that it has a longer 

decision-making process than under a “company with committees” 

system, transparency and fairness of the Board of Directors’ deci-

sions is secured due to the presence of the Audit & Supervisory 

Board. Furthermore, with the current system, the Standing Audit & 

Supervisory Board Members conduct collaborative audits with the 

Outside Audit & Supervisory Board Members, certifi ed public 

accountants, and sections in charge of internal audits, and the 

results of these audits are reported to the Board of Directors when 

necessary. Accordingly, the Company is able to carry out both 

growth-oriented corporate governance, which supports bold deci-

sion making, and defensive corporate governance, which curtails 

compliance risks, in a highly functional manner.

Izumiya: As Ms. Waseda has stated, under a “company with a 

board of directors and audit & supervisory board” system, the 

decision-making process can take a considerable amount of time, 

and it is true that swift decision making is essential to competing on 
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Strengthening a Transparent and Timely Governance System 

to Compete on a Global Stage

a global stage. As such, in March 2018 we transitioned from a 

structure in which the chairman served as CEO to one in which the 

president serves as CEO, thereby clarifying the position responsible 

for business execution. In doing so, we have established a system 

in which we can simultaneously accelerate the pace of decision 

making by concentrating authority in the CEO position while also 

strengthening the monitoring functions of the Board of Directors.

 Also, the Board of Directors is responsible for appointing and 

dismissing Company CEOs. To further secure the transparency and 

fairness of that process, we have taken steps to ensure that inde-

pendent offi cers comprise the majority of both the Nomination 

Committee and Compensation Committee, which act as advisory 

bodies to the Board of Directors. We have also transitioned to a 

framework where we choose independent Outside Directors to 

serve as the chairpersons of these committees.

Tanaka: Transitioning to a structure that concentrates authority and 

responsibility in one position rather than two is a move that is 

extremely easy to understand in terms of governance. I also believe 

this transition represents a management decision that gives close 

consideration to the perspectives of the Company’s stakeholders, 

including the shareholders. Also, the successor candidates should 

be chosen based on evaluations from a variety of angles, and this 

naturally means that outside perspectives are essential. I therefore 

believe that the Company’s decision to revise the structures of the 

Nomination Committee and Compensation Committee was 

extremely signifi cant. With that said, I think an important issue for 

the Company to address going forward is fi nding the time and 

energy needed to select management talent for the next generation.

 Meanwhile, I believe that to instill an awareness in employees 

that they too play a key role in the Company’s management, it is 

best for the Company to maintain its standards pertaining to the 

necessary qualities for serving in managerial positions as well as the 

duration of service, regardless of what stage of growth the Company 

fi nds itself in.

Izumiya: If we give consideration to the business environment 10 

years down the road, we will most likely have to change both the 

business and management structure of the Group in a similar 

manner. Our vision for the ideal type of human resources to serve in 

managerial positions will likely change as well. We will therefore 

enact and continuously make improvements to a three-pronged 

approach that involves succession plans for management person-

nel, the human resources pipeline, and frameworks for cultivating 

human resources. At the same time, we will increase the number of 

discussions focused on the future in 10 years’ time at Board of 

Directors’ meetings.

 Turning to a different topic, when we acquired the Europe 

business, we worked diligently to collect, explain, and share 

detailed information, such as market analyses, so that we could 

hold thorough discussions in a limited amount of time. However, I 

would like to ask Ms. Waseda and Mr. Tanaka if there were any 

issues or anything we should improve upon from the perspective of 

the decision-making process.

Waseda: While it is important to determine the pluses and minuses 

of each M&A project, the most important aspect is to share the 

recognition with outside offi cers whether or not a project is aligned 

with the direction of the Group’s growth over the medium to long 

term. If the connection a project has to the Group’s future vision and 
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position is clearly understood by all offi cers, then the Company 

should be able to increase the pace of the decision-making process 

while ensuring high levels of transparency and fairness.

Tanaka: When the Board was having discussions on the acquisition 

of the Europe business, I honestly believed that this acquisition 

matched perfectly with the direction of the Group’s growth. The 

reason is that, amid the contraction of the beer market in Japan 

due to the declining birthrate and aging population, I often heard 

Directors of the Company express their desire to demonstrate the 

Group’s presence through an even larger forum. I also believe that 

the earnest approach the Company adopted for M&As in the past 

helped it reach the decision to acquire this business. While it was 

extremely diffi cult for me to give an evaluation on the appropriate 

acquisition amount, the Company provided me with an abundance 

of information that showcased the importance of this M&A to Asahi, 

which constantly pursues business value. As I recall, it was this 

information that helped me share my opinion at Board meetings 

that the Company should actively pursue this acquisition.

The Ideal Form of Global Governance Based On the 

Risks and Opportunities Facing the Overseas Business

Izumiya: The Overseas Business is essential for realizing growth for the 

Group. One job of the Board of Directors in this business is to thor-

oughly capitalize on business opportunities while securing the effec-

tiveness of regulations in place to curtail risks. Some issues we are 

currently dealing with are the establishment of a framework to ensure 

that information from the Overseas Business is suffi ciently communi-

cated to the Board of Directors as well as the creation of a governance 

system that can comprehensively manage the Overseas Business.

 In addition, in Europe and the Americas, lawyers are assigned 

to serve at the same level as both the COO and CFO in an effort to 

thoroughly implement compliance. The more we expand overseas, 

the more diffi cult it becomes to monitor local subsidiaries from our 

head offi ce. Amid these circumstances, what kind of opportunities 

and risks should the Company be aware of?

Tanaka: Japan is a country surrounded by the ocean, making it rich 

in water resources. However, Europe develops a critical feeling 

caused by the water-related issues facing Africa and the Middle East, 

which have accompanied climate change. In regard to climate 

change, issues that will garner signifi cant attention are how Japan will 

move forward with discussions on such matters as policies to reduce 

CO2 emissions and emission trading schemes. As the approach to the 

same issue differs depending on the country and region, there is a 

need to be aware of the various ways of thinking around the world 

and avoid discussions that only focus on the environment in Japan or 

Japanese points of view. If the Company is unable to do so, then its 

management sense will be called into question.

Waseda: While there are many compliance-related risks that I could 

talk about, when thinking about risk from the perspective of a 

lawyer, it seems that the majority of corporate scandals that occur in 

Japan are brought to light by reports made by external sources 

rather than internal, even if a company has in place an internal 

system for reporting compliance issues. This trend is due to the 

presence of management that is not sincerely dedicated to internal 

reporting. A company’s corporate culture tends to be the underlying 

factor of this issue, but I have no real concerns when it comes to 

the corporate culture of the Asahi Group. For the issue of corporate 

scandals, it is not a matter of believing that humans are fundamen-

tally good or fundamentally bad, but rather giving consideration to 

the idea that humans are fundamentally weak. I therefore believe 

that whether it be in Japan or overseas, a company needs to iden-

tify where its weaknesses are and establish systems to improve 

upon them.

 The manufacturers comprising the newly acquired Europe 

business have long since established themselves as global beer 

manufacturers, and they therefore have robust governance and 

auditing systems in place. I hope that, through the addition of 

standing audit & supervisory board members and accounting audi-

tors, these systems can help further reinforce the Group’s overall 

auditing systems.

Tanaka: In terms of diversity, the acquisition of the Europe busi-

ness signifi cantly expands the Company’s operating domains, and 

also means that an even greater number of diverse employees are 

involved in the Company. Amid these circumstances, if the Company 

is unable to make the proper adjustments to be active on a global 

scale and an issue were to occur within the processes for decision 

making and business execution, there could be a major negative 

impact on the Company’s business. It is therefore imperative that 

the Company establish a framework for incorporating the opinions 

and expertise of employees from countries other than Japan.

Waseda: Another major issue for many Japanese corporations is 

appointing directors who are from countries other than Japan. Not 

only are there signifi cant diffi culties in terms of setting up remu-

neration systems, there is also a limited pool of talent from which to 

choose potential directors. I believe that the number of highly expe-

rienced women serving in managerial positions or as corporate 

offi cers will increase going forward, but I also feel that the Company 

needs to examine efforts to increase the number of corporate offi -

cers from countries other than Japan.

Dialogue: Chairman × Outside Officers
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Specifi c Targets and Necessary Initiatives

in Terms of ESG

Izumiya: You both have offered us a variety of opinions related to 

the Company’s governance, but how about our overall efforts in 

terms of ESG? I believe that the most important part of ESG—which 

stands for environmental, social, and governance—is the G, and a 

company’s efforts toward E and S depend on how it approaches G. 

A company cannot properly address important environmental and 

social issues, such as the Sustainable Development Goals (SDGs), 

without the combined efforts of those on the business supervision 

side and those on the business execution side. In addition, if a 

company is not sincere in its efforts toward ESG, it runs the risk of 

facing a backlash from its stakeholders. I believe that our ESG-

related efforts to date have not been suffi cient. Accordingly, as we 

formulate the next medium-term management policy, we will exam-

ine specifi c materiality issues and KPIs for both proactive and 

defensive ESG efforts.

Waseda: Looking around the world, Japanese corporations are 

lagging behind signifi cantly when it comes to their ESG initiatives.

I therefore feel there is a need to increase the number of opportuni-

ties for the Company’s management to study ESG, such as by 

introducing examples of advanced ESG initiatives by overseas 

companies at Board meetings, in an effort to raise overall aware-

ness. Also, the Company needs to properly disclose and provide 

detailed explanations of its ESG activities. Not providing explana-

tions on such activities is basically the same as not engaging in 

them at all, so the Company should be more aware that the respon-

sibility of explaining such activities is just as important as the 

responsibility of implementing them.

Tanaka: The Company’s management should constantly be consid-

ering shareholders’ value based on medium- to long-term perspec-

tives, not short-term ones. To speak in extremes, it would be a 

mistake for a Company director to only consider business perfor-

mance during the term of his or her service. I feel that to truly 

improve environmental and social value a company must refrain 

from only thinking in the short term. Based on that perspective,

I believe the Company made a signifi cantly meaningful improvement 

when it revised its offi cer evaluation standards in 2018 to include a 

framework for measuring the creation of social value.

 Furthermore, I feel that the Company’s corporate culture that 

encourages the sharing of excitement and inspiration with consumers 

and other stakeholders plays a signifi cant role in establishing 

strong, trust-based relationships with them. Such a culture also 

offers major support for enhancing corporate value. Going forward,

I hope that there will be active discussion at Board meetings on 

how to leverage the strengths provided by the intangible asset that 

is the Company’s corporate culture to further expand ESG activities.

Izumiya: We have reached a period in time where we can no longer 

consider ESG as a social responsibility that weighs down on our 

business activities. In Japan, we have a tendency to think in black 

and white; something is either “good” or “bad.” If we do not 

endeavor to change this tendency and adopt a more comprehen-

sive way of thinking, then we will not be able to get the most out of 

the relationships with our employees from countries other than 

Japan. The pursuit of such a change will be a true test of leadership 

for the Company’s management, starting with the CEO. By drawing 

on our capabilities in terms of human resources, technologies, and 

development, we will make concerted efforts to satisfy our custom-

ers through our products. At the same time, we will fully leverage 

our strengths to address environmental and social issues. Moving 

forward, we will continue to utilize strengths that cannot be mea-

sured in numerical fi gures to create value that also cannot be

measured in numerical fi gures. In doing so, we will continue to be a 

corporate group that can realize sustainable enhancement to

corporate value.




