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Status of Progress on the Business Improvement Plans  
(Progress on Disclosure Items as of November 30, 2024) 

 
 
 
Sompo Holdings, Inc. (Group CEO, Director, President and Representative Executive Officer: Mikio 
Okumura, hereinafter “Sompo Holdings”) and Sompo Japan Insurance Inc. (President and CEO: 
Koji Ishikawa, hereinafter “Sompo Japan”) today submitted the status of progress on the business 
improvement plans and related matters to the Financial Services Agency in accordance with a 
business improvement order dated January 25, 2024 regarding their measures to address 
fraudulent automobile insurance claims and related matters. 

 
Sompo Japan submitted the status of progress on a business improvement plan to the Financial 
Services Agency in accordance with a business improvement order dated December 26, 2023, 
concerning insurance premium adjustments and other practices.  
 
Please see the attached Status of Progress on the Business Improvement Plans (as of November 
30,2024). 

 
Progress as of August 31, 2024 was disclosed on September 13, 2024. 
*Status of Progress on the Business Improvement Plans (Progress on Disclosure Items as of August 
31, 2024) 
https://www.sompo-hd.com/-/media/hd/en/files/news/2024/e_20240913_1.pdf 
 
We will strive to regain trust so that we can hear from all the stakeholders such as customers, 
society, and shareholders, “we are happy with Sompo Japan, and satisfied with Sompo,” aiming 
to become “New Sompo Japan,” a company that thinks like a customer in every aspect of 
business. 

https://www.sompo-hd.com/-/media/hd/en/files/news/2024/e_20240913_1.pdf


Our initiatives to regain trust

Progress Report on the Business Improvement Plans

As of November 30, 2024
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Updates from the previous report (September)

Sompo Japan
Progress Status of the Business Improvement Plans 
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President and Chief
Executive Officer
Sompo Japan Insurance Inc.

Management's Commitment to Regaining Trust

Sompo Japan has caused great inconvenience and concern to its stakeholders, including customers
and related parties, due to its response to fraudulent automobile insurance claims, insurance
premium adjustments, and inappropriate management of policyholder information at agencies.

We received Cease and Desist Orders and a Surcharge Payment Order based on the Antimonopoly
Act from the Japan Fair Trade Commission (JFTC) on October 31. We take these orders from the
JFTC seriously and will strive to regain trust by further strengthening our initiatives to thoroughly
comply with the Antimonopoly Act and pursue appropriate business operation.

Eighth months have passed since launching in full-scale the company-wide transformation project
“SJ-R.” From the voices of the sales frontline raised at the townhall meetings and gathered through
questionnaires, we feel transformation is starting to show in every place. Further, to prevent the
recurrence of the same problem, we published the “New Sompo Japan Vision” on the date to review
past incidents that was set for all executives and employees as an opportunity to review the spate
of past problems. All executives and employees will follow the universal value standards of Sompo
Japan, “Dedicated to the customers and society” with preparedness and determination.

We will strive to regain trust so that we can hear from all the stakeholders such as customers,
society, and shareholders, “we are happy with Sompo Japan, and satisfied with Sompo,” aiming to
become “New Sompo Japan,” a company that thinks like a customer in every aspect of business.
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The spate of problems

True causes of problems

Corporate culture

• Valuing company profits over 
customer protection and compliance

• Self-protection, a top-down culture, 
siloed thinking and blaming others

• Negative information is not escalated 
(Gap between the sales 
representatives and management)

• The management team lacking risk
awareness and dysfunctional internal
controls
• Claims payment management 

system
• Dysfunctional Compliance and 

Risk Management Divisions

• A distorted competitive environment 
by cross-shareholding

• Excessive preferential treatment and 
personnel dispatch to agencies

• Conflicts of interest at agencies 
also operating as auto repair shops

Governance Structural issues in non-life insurance industry

Responses to fraudulent automobile insurance claims Insurance premium adjustment practices

The Spate of Problems Identified by FSA and External Investigation Committee and Their True Causes

⇒ As to the “Insurance premium adjustment practices,” we received Cease and Desist Orders and a Surcharge
Payment Order from the Japan Fair Trade Commission on October 31, 2024.
(Note) For details, please refer to the news release dated October 31, 2024 (Link)

https://www.sompo-hd.com/-/media/hd/en/files/news/2024/e_20241031_1.pdf?la=ja-JP
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Our value standards of “Dedicated to the customers and society” and “five commitments to customers”

were formulated based on the opinion of not only the management team but also employees.

Under this value standards, we promote the company-wide transformation project of “SJ-R.”

Transformation Project “SJ-R” towards “New Sompo Japan”

Always be straight with customers and society

1 Place the utmost importance on the trust of customers and 
society

2 Support lives and society together with agencies

3 Continue to improve quality by listening to the voices of customers

4
Proactively learn and improve expertise to pursue the fundamental value 
of insurance 

5 Take on the future with the power of diversity and individual capabilities

Our five commitments to customers
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Overview of Initiatives for Improvement

Transformation of corporate culture
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Transformation of corporate culture

A structure to ensure a problem is not forgotten and fostering a risk-aware culture (1)

To never let the fact and memory of our losing the trust of society fade away, 
we established the “Handover room－learning from past lessons－” 

to pass on to the next generation with a sense of ownership and review” what happened then”
and “why did it happen.”

Exhibits and materials

 A timeline to look back the business improvement 
orders and our responses

 Overview of the spate of problems
 Press reports and magazines at the time
 Voice of customers and society including scolding

* Visual and auditory experiences through videos, 
panels and audio devices.

*Handover room is only opened to the employees of SOMPO 
group companies

©Tan Yamanouchi & AWGL
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Transformation of corporate culture

A structure to ensure a problem is not forgotten and fostering a risk-aware culture (2)

A meeting with leaders to promote culture 
transformation (November 8)

* A leader for each workplace and employee to reflect 
and introspect aiming to become a company that 
thinks like a customer in every aspect of business 

• Approx. 190 leaders to promote culture transformation at 
the workplace* gathered at the Head Office to review the 
spate of problems.

Set the month to review the past incidents

• Set November as the “month to review the past 
incidents”

• All workplace will review the spate of problems and 
consider how to act so as to become a company that 
thinks like a customer in every aspect of business.

• Sent the Presidentʼs video message to all offices across 
Japan to make all executives and employees review 
with a sense of ownership.
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Transformation of corporate culture

Promote dialogue between management and sales frontlines

Held from Nov. 2024 the “Leader Summit” where all managers（section managers) 
directly communicate with the management team

Encouraged managers to renew recognition of their roles to accelerate transformation toward 
becoming ”New Sompo Japan”
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Transformation of corporate culture

Started “Time to Know Your Customer” where all executives and employees 
listen to the voice of customers 

(phone call logs) and exchange views at the workplace from a customer perspective.

Nurturing a culture to thoroughly think from a customer perspective

“I have trusted  Sompo Japan and held its policy but now I feel like 
totally betrayed. Have you ever thought about how policyholders are 
feeling?”

Continue nurturing a culture to thoroughly think from a customer perspective 
by discussing at the workplace about why customers called us and how they felt.
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Transformation of corporate culture

Gather data to understand the key status and actual conditions required for culture transformation 
“Culture change survey”

(indicators of awareness and action for culture transformation) has steadily improved
and we will continue to monitor the trend to review various measures and consider additional measures.

Data gathering to transform culture

May 2024

3.60
points

June 2024 August 
2024

September 
2024

October 
2024

3.65
points

3.71
points

3.75
points

3.77
points

Culture change survey

[Key questions](on a scale of one to five)
Q. Do executives actively send out a message to 

employees and provide a chance to 
communicate?

Ｑ. Do you share even negative information with 
your superiors and other departments without 
hesitation?

[Response status]
Average response rate: 91.8％
Average no. of respondents: 19,675
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Overview of Initiatives for Improvement

Strengthening governance
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Strengthening governance

Bringing external perspectives into management (1)

A special interview with Ms. Nagasawa, committee member and our 
executive officer, and a lecture for the management team

A special lecture by Ms. Nagasawa, a committee member,
at the meeting of GMs across Japan

• Ms. Nagasawa, a member of the Quality Control 
Committee (external committee member) provided a 
special lecture at the GM meeting on Oct. 11, 2024

• On the day to review past incidents in Nov., held a special
interview with Ms. Nagasawa, a member of the Quality Control
Committee (external committee member) and
Ms. Sakai, Managing Executive Officer

• Ms. Nagasawa lectured for the management team on ”What
is required for a company” based on the Charter of
Corporate Behavior of the Japan Business Federation.

A special interview “Issues related to the 
spate of problems from an external 
perspective and what is expected for 
employees” A special lecture:  “Quality non-life insurance products expected by consumers”

Lecture materials for the management team 
（Quality Control Committee)
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Strengthening governance

Bringing external perspectives into management (2)

Motoi Shimadera
Managing Partner of Oh-Ebashi LPC & 
Partners
A member of the "Expert Panel on 
Structural Issues and Competition in the 
Non-Life Insurance Sector,“ etc.

A lecture by Mr. Shimadera, a member of the FSA Expert Panel

• Mr. Shimadera, a member of the Expert Panel, lectured 
on the theme of “Non-life insurance industry and 
Sompo Japan from an external perspective.”

• Based on the opinion of Mr. Shimadera, we strengthened 
the internal rules on the independence of the Claims 
Payment Division.

A lecture by Mr. Fujita, a senior staff writer of the Weekly Diamond

• Mr. Fujita, a senior staff writer of Diamond, Inc. lectured 
on the theme of “non-life insurance industry and 
Sompo Japan from an external perspective.”

• Explained on the spate of problems from a mass media 
perspective. He talked about the core problem and 
expectations for the culture transformation at Sompo 
Japan.

Akio Fujita
Joined Diamond, Inc. in 1999. 
In charge of the Weekly Diamond special 
feature “insurance” issue for 12 consecutive 
years
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Strengthening governance

Established business quality/operational risk management sub-committee

Newly established business quality/operational risk management sub-committee as an advisory body to 
manage and control inherent operational risks, and checked the operation at Sompo Japan

Risks to be checked in this fiscal year

• Conduct risks arising from product characteristics inconsistent 
with common sense and the measures and activities at the  
Sales/Claims Payment Service Divisions, and risks that we may 
not be able to keep the minimum quality required by customers

• Compliance risks that may have been overlooked in the 
company

• Risk of non-compliance with the laws and regulations based on 
the actual state of activities
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Overview of Initiatives for Improvement

Solving structural issues



16

Solving structural issues

Abolish excessive preferential treatment

Initiatives to secure an appropriate competitive environment (1)

More than 90% 
discontinued

Based on the reports, etc. of the "Expert Panel on Structural Issues and Competition in the Non-Life Insurance Sector,"
we prepared a guideline and communicated with agencies, etc.

Discontinue excessive preferential treatment

As of Sep. 30, 2024

Excessive preferential treatment identified by the 
spate of problems

• Insurers actively provide excessive client business support 
(preferential treatment) to agencies, etc. and in return, the  
agencies preferentially recommend such insurersʼ insurance 
products to customers (interfere with the ”client-oriented 
comparative recommendation sales”)

• Need to discontinue the following excessive preferential 
treatment
－The volume of preferential treatment determines the share at 

agencies
－Sales targets such as for goods and allocation of purchase 

volume

More than 90% of agencies agreed to discontinue such treatment. 
Continue discussions with the remaining agencies towards discontinuation
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Solving structural issues

A drastic review of personnel dispatch to agencies
Prepared our guideline based on the guideline prepared by the General Insurance Association of Japan 

and 
abolished personnel dispatch that does not contribute to “Customer-oriented business operations.”

Communicating with agencies on how to address the personnel already dispatched to 
agencies

September 2024 April 2026

Decreased by more than 90%

A dialogue with agencies, etc. (The number of dispatch will decrease)

Issues related with personnel dispatch to agencies 
identified by the spate of problems

• A short-term perspective aimed at enhancing 
business ties with customers/agencies and acquiring 
market share, in addition to mid-to-long term 
perspective such as quality improvement

• Excessive personnel dispatch may be delaying the 
autonomy process of agencies

Initiatives to secure an appropriate competitive environment (2)
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Solving structural issues

Initiatives to secure an appropriate competitive environment (3)

Balance of cross-holding stocks

Reduced ¥239.0 billion as of November 30, 
2024

Revised upward the full-year reduction target to ¥400 billion, which 

is double the initial plan

Latest reduction of cross-holding
stocks (Market value)

Issues concerning cross-holding stocks identified 
by the spate of problems

• The actual balance of cross-holding stocks affects the share 
and sales representatives of insurance companies are 
demotivated to engage in fair competition.

• May be a factor to hinder fair competition

2010

Zero
balance

20302015 2016 2017 2018 2019 2020 2021 2022 2023 2026

¥1,805.7 
bn.

¥1,163 
bn.

¥846.0
bn

¥337.5
bn.

Market value* Book value

* Includes retirement benefit trust
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Solving structural issues

Strengthen initiatives to enhance the risk management for customers and agencies

Started a training program for risk managers Provide a digital tool related with risk management

• Provide a digital tool equipped with generalized consulting 
expertise on risk management to risk management partners 
(insurance agencies, supply chain management divisions of large 
companies, financial institutions, etc.)

• Support risk management partners to make a risk management 
proposal to its business partners, etc.

• For employees involved in company-wide risk 
management and  insurance arrangement, held a 
training program to develop insurance risk managers 
(the first program comprises three courses)

Support the risk management enhancement for customers and agencies aiming to achieve 
”Providing quality services that pursue a fundamental value of insurance” set under the SJ-R, and 

provide solutions

A risk management partner Business partners, etc.
(recipients of this

initiative)

Support risk managementProvide a digital tool

SOMPO

 Basic course: Learn the risk management basics

Overview of the courses to be provided

 Elementary 
course:

 Mid-level 
course:

Learn the concept you should know as an 
insurance risk manager

Learn the risk management guideline and 
quantitative evaluation method
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Overview of the Business Improvement Plans
(Full Version)



21

Overview of the Business Improvement Plans
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Progress status of Business Improvement Plans (main initiatives from September to November 2024) (1) 
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Progress status of Business Improvement Plans (main initiatives from September to November 2024) (2) 



2424

Progress status of Business Improvement Plans (main initiatives from September to November 2024) (3) 
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Sompo Holdings
Progress Status of the Business Improvement Plans
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Measures Main progress (Sompo Holdings)
1. Drastically strengthen governance to diligently implement the business improvement plan and ensure measures are firmly established

(1) Strengthen and improve the effectiveness of 
Group governance

・Strengthening the supervision over Sompo Japan such as Group CEO chairs the Board of Directors of Sompo Japan.

(2) Revise the institutional design of operating 
companies (major domestic companies)

・Sompo Japan transitioned to a company with Audit & Supervisory Committee, etc. and is operating under the new framework.

(3) Appoint a Chief Compliance Officer ・Newly appointed Chief Compliance Officer concurrently serving as Chief Compliance Officer of Sompo Japan to promote information sharing in a timely and appropriate manner 
and strengthen collaboration.

・Strengthening measures for the compliance area where risk is heightening such as by formulating the policy to develop a system to ensure the Groupʼs fair trade.

(4) Establish a Compliance Office ・Newly established the Compliance Office with a new post of specially appointed GM to strengthen collaboration by sharing information Sompo Japan in a time and appropriate 
manner.

・Striving to improve the Groupʼs Compliance management system by conducting an external check.

(5) Appoint a Chief Internal Audit Officer ・ While trying a new system, assigned a Group CAE (Chief Audit Executive) and held a Group CAE meeting

(6) Clearly define the relationships
between Group Chief Officers (CxO) and Chief 

Officers (CxO) of individual companies

・Clarified and implemented the collaboration between Chief Officers (CxO) when negative information was found at a group company.

(7) Strengthen specialized personnel ・ Organized the overview of the Groupʼs personnel investment (details, amount) and implemented personnel investment measures (development, hiring, etc.)

2. As an insurance holding company, establish a system to ensure sound and appropriate management of the operations of subsidiary insurance companies

(1) Monitoring system for internal controls over 
subsidiariesʼ key measures and other 
activities

1) Strengthen monitoring of key measures and 
other activities

To thoroughly monitor advance risk assessment and follow-up monitoring of key measures of Sompo Japan, while revising our monitoring method, we have confirmed the status of 
operation such as verifying the deliberations at Sompo Japan's important meetings, etc.

2) Monitoring of the adequacy and effectiveness 
of Sompo Japanʼs internal controls

・The Compliance Officer regularly meets with Sompo Japan's Compliance Department to supervise and monitor the adequacy and effectiveness of internal controls at Sompo Japan 
and check the progress of recurrence prevention measures outlined in the Business Improvement Plan prepared by Sompo Japan.

・To improve the effectiveness of audit by the Audit and Supervisory Committee stated in 3) below, in addition to the progress status of the Business Improvement Plans, the Group 
CRO, etc. report to the Audit Committee every quarter about the overall internal control system, responses to the Group's major risk and occurrence of incidents and major issues 
at subsidiaries, and their prevention measures.

3) Audits of the status of development and 
operation of internal controls, including 
progress management on

the improvement plans by the Audit Committee

・To improve the effectiveness of audits by the Audit Committee, as stated in above 2), the Audit Committee has received a quarterly report from Group CRO, etc. on the matters 
related to internal controls.

・To enhance monitoring of risks at each Group company, strengthening collaboration with corporate auditors of each Group company.

Progress status of Business Improvement Plans (main initiatives from September to November 2024) (1)
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Measures Main progress (Sompo Holdings)
3. As an insurance holding company, establish a system to ensure sound and appropriate management of the operations of subsidiary insurance companies

(2) Information sharing and reporting system 
regarding the recent spate of problems
1) Develop a system for subsidiariesʼ key 
information to be reported to Sompo Holdings 
without omission

a. Reestablish reporting rules on key matters from subsidiaries to Sompo Holdings
・ Developed regulations at Group companies to ensure key issues at Group companies are submitted to Sompo Holdings for approval and reported without omission

2) Establish a system to actively obtain 
subsidiariesʼ key information

a. Constantly monitor management status and be directly involved in formulating measures through integrated management with Sompo Japan's head office 
departments and mutual concurrent appointments of officers and employees

・Constantly monitoring the management status and directly involved in formulating measures through integrated management with Sompo Japan's head office departments and 
mutual concurrent appointments of officers and employees to understand Sompo Japan's management status, and directly involved in formulating measures.

b. Sompo Holdings' officers will officially participate in various important meetings of Sompo Japan
・Clearly defined the officers and employees attending important meetings of Group companies including Sompo Japan to strengthen and operate an active information sharing.
c. Bolster informal communication
・Held regular meetings among Group Chief Officers (CxO) and among key divisions of Sompo Japan to increase opportunities to communicate to strengthen and implement 
information sharing.

d. Strengthen risk assessment
・At Sompo Holdings and Sompo Japan, etc. integrated risk assessment and identified risks at each company.
e. Encourage use of the whistleblowing system and improve its reliability
・Activated the whistleblowing and consultation system to verify whether the function to grasp warning signs is improved, and set up the Group-wide contact point to consult on how 
to use the whistleblowing system.

(3) Internal audit system Confirm and assess the appropriateness and other aspects of the actual state of internal controls at Sompo Japan
・The Internal Audit Department of Sompo Holdings participated in the “Audit related to the Business Improvement Plans” held by the Sompo Japan's Internal Audit Department, and 
conducted an audit in cooperation with Sompo Japanʼs Internal Audit Department.

4. Establish a system to foster in subsidiary insurance companies a healthy organizational culture prioritizing not sales but compliance and customer protections

(1) Revise, instill and implement 
the Group Corporate Philosophy
framework

・To increase the effectiveness of the rebuilt corporate philosophy framework, held discussions to review the criteria for hiring, evaluation, promotion to the management position, 
and election of executives based on the ”Group Common Competencies.”

(2) Follow up on progress with 
instilling a corporate culture

・Conducted a culture survey to verify the progress of instilling a corporate culture, running a PDCA cycle through such a follow up.

Progress status of Business Improvement Plans (main initiatives from September to November 2024) (2)


