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Summary 

As part of a global transformation from a traditional, product-based business model 
to a customer insight driven organization, MetLife’s Japan business needed to re-
invigorate its brand. 

Using analytical rigor and a holistic research program, MetLife identified high-value 
segments to target, designed attractive offers that addressed their needs and 
uncovered a universal consumer insight relating to the concept of “Rougo” – the 
Japanese word for “life after retirement” – which formed the foundation of the 
marketing movement: ‘#ChangeRougo’. 

The initiative launched in Q3 2017 and produced powerful results. By giving 
employees and sales teams a new sense of drive and purpose, a year-on-year uplift 
in total sales and average sales per customer in excess of 20 times industry growth 
benchmarks were achieved.  

The irrefutable consumer insight: Despite being among the world’s healthiest 
and most financially prepared citizens, Japan’s view of old age is overwhelmed by 
anxiety.  

 

Marketing Challenge 

Over its near 150 year history, MetLife has regularly embraced change in order to 
maintain its leadership position. Today, as the pace of change continues to 
accelerate for companies and consumers alike, MetLife is once again executing a 



ground-up transformation across its organization, this time evolving from a 
traditional, sales-push business model and responding to the rapidly evolving needs 
and elevated expectations of today’s insurance consumers. 

Our transformation started with broad consumer insights. After listening to 55,000 
consumers globally, we learned that today’s consumers want insurance companies 
to do more than just provide payments when something bad happens; they want us 
to be a trusted, long-term partner who could stand by them and help them 
navigate the twists and turns they face throughout their lives. 

Whilst having Snoopy as a brand ambassador had served MetLife well as a way of 
making insurance simpler and more approachable, our global research revealed 
that we were not communicating our role as a long-term partner directly enough. 
Hence, the decision was made to part ways with Snoopy and a new global brand 
was launched under the tagline “Navigating Life Together”. In the absence of 
Snoopy, we needed to turn to local consumer insights in order to define our brand 
promise. 

Against this backdrop, MetLife Japan, the company’s second largest market outside 
the US, was one of the first markets to put the transformation into practice. 
Leveraging the new global brand framework, the business needed to define a 
locally-relevant brand promise that would: 

i. Re-position and differentiate the company within a highly crowded and 
competitive market (90%+ life insurance penetration); 

ii. Underpin a recovery in brand Familiarity and Consideration following a 
significant decline following a post-acquisition rebranding from MetLife Alico 
to MetLife in 2014; 

iii. Appeal to the newly identified high-value target segments; and ultimately 

iv. Drive business performance by supporting the launch of new, tailored 
customer value propositions. 

 

Methodology 

The initiative started with a detailed program of ground-up, foundational customer 
research which looked outward at broader macro and industry trends with deep 
quantitative consumer needs research, while also looked inward to leverage 
economic profit financial analysis to identify attractive "value pools". 

This process led us to identify a significant growth opportunity within a 
psychographic-based subset of middle-aged and older segments who, in the face of 
a rapidly aging society and increasing strain on Japan’s public health and welfare 
systems, were highly anxious about their future prospects but unclear on how best 
to prepare. Discrete Choice Modeling analytics was then employed to design and 



refine a product-service-experience bundle which squarely addressed the stated 
consumer need of a lifetime partner who would proactively help manage their 
health before they became sick. 

Leveraging a behavioral-science led design, several customer focus groups and 
digital ethnographies were conducted to deepen our understanding of the anxiety 
around aging, while also testing the effectiveness of different propositions and 
communication strategies. Through several rounds of ideation and testing, we 
finally landed on a specific word – “Rougo” – that triggered a significant emotional 
response. Rougo is a Japanese word that roughly translates as “life after 
retirement” but, unlike in some Western countries, carries a significant negative 
connotation. 

In order to test our hypotheses, we conducted a structured quali-quant creative 
idea lab to assess the customer response and assess the impact on brand 
perceptions. This research produced several groundbreaking insights: 

i. Based on quantitative testing, the idea of “Rougo” provoked a consistently 
strong emotional response. In fact it was more impactful than anything we 
had tested previously; 

ii. Although the word “Rougo” carried an inherently negative connotation, 
there was a recognition that this was a serious topic that people should be 
talking about and one that an insurance company had credibility in 
addressing; and 

iii. As well as being highly relevant for our priority segments, to our surprise, 
the concept of “Rougo” was equally impactful for younger segments which 
form a significant portion of MetLife Japan’s existing customer base. In fact, 
while all segments reacted to the concept of “Rougo”, younger segments 
tended to worry more about financial matters, whereas older segments 
prioritized health concerns above finances. Our understanding of these 
nuances gave us confidence that the idea of “Rougo” could be leveraged 
across the entirety of MetLife Japan’s business and could support our two 
primary offer spaces: Health and Wealth solutions. 

 

Creative Execution 

Based on the insights, we identified the core creative idea as #ChangeRougo – an 
audacious (within Japan’s cultural norms) call to action that challenges Japan’s 
negative views about the idea of “life after retirement” and demonstrated MetLife’s 
commitment to make it a topic that, with the right preparation and support, can be 
approached with confidence. This core creative idea was subsequently executed 
across a broad range of tactics: 



Owned media activation: Having relied heavily on Snoopy to drive the corporate 
identity for over 3 decades, this was a chance to build strong internal engagement 
for the new consumer-centric brand positioning. To announce the commitment to 
#ChangeRougo, MetLife employees were placed at the heart of the campaign via a 
series of internal competitions and events where employees of all levels express 
their passion for this higher-level cause. 

TVC: Based on several rounds of System 1 creative testing, we discovered that 
showcasing our employees expressing their genuine, heartfelt opinions about 
prospects of a "brighter Rougo" for Japan engaged consumers, drove desired brand 
perceptions, enhanced competitive differentiation and outperformed Purchase 
Intent benchmark for the offer advertised. 

PR: Establishing thought-leadership on the topic of Rougo, we partnered with The 
Economist (EIU) to develop a pan-Asia, co-branded research report containing 
proprietary insights on key social trends relating to aging. Our report was shared 
with media and key opinion leaders in order to broaden understanding and support 
for our initiative. 

Digital / Social: Our #ChangeRougo microsite was launched and continually 
updated with a wide range of Rougo-related content (3 new articles per week) in 
order to initiate a broader conversation about “Rougo” and to allow visitors to find 
out more about our related solutions. The microsite content was promoted via 
owned channels (including social media) as well as through a digital PR and banner 
advertisement program. Downloadable incentives relating to the topic of "Rougo" 
were utilized to encourage users to sign up for future content updates. 

Direct TV Ads: Previously product & price-focused direct TV advertisements were 
supplemented with #ChangeRougo context and introduction. 

 

Business Results  

A key factor in our success was the engagement between marketing and sales. By 
providing a sense of higher-purpose to their sales activity – not just selling 
insurance but serving a noble cause that impacts the very fabric of Japan’s society 
– distributors were motivated to leverage the campaign to drive sales activity and 
actively spread the word throughout their network. Through internal engagement 
events and contests we received over 400 responses and pledges from our various 
distribution channels. In addition, between 1,500-2,500 company employees (out 
of 8,000) were engaged every week via #ChangeRougo intranet articles. 

This high level of engagement, especially from our sales teams, produced 
significant results within in a highly competitive market, with a year-on-year uplift 
in sales and average sales per customer in excess of 20 times industry growth 
benchmarks. Importantly, a large proportion of this growth was sourced from our 
newly identified priority target segments. Specifically within our Direct TV sales 



channel, which previously focused on product and price-specific messages, the 
addition of #ChangeRougo messaging led to a 20% uplift in response performance. 

Early results from brand tracking data from Oct 2017 indicated a statistically 
significant improvement on key brand funnel metrics, Brand Familiarity (+7%pts), 
and Brand Consideration (+3%pts) over Oct 2016 brand tracking measures. Brand 
imagery attribute tracking results of Oct 2017 for trustworthy, future oriented, 
simple, understands me and flexible - measures that connoted our refreshed brand 
strategy and response to the stated consumer need of a lifetime partner – also saw 
dramatic improvements ranging between 7%pts and 16%pts compared to Oct 
2016. 

The #ChangeRougo microsite drove over 1 Million unique visitors to engage with 
our Rougo-related content, with a high level of content engagement (average visit 
time over 5 minutes) and 40-50% higher click-through-rates than any previous 
digital content. 

Most importantly, #ChangeRougo served to reinvigorate a deep sense of purpose 
amongst employees and distributors in Japan. As well as delivering strong early 
results, the activation laid the foundation for our new customer-centric local brand 
positioning which will be expanded upon via further amplification into 2018 and 
beyond. As one of the first markets to execute its brand transformation, the 
success of #ChangeRougo in Japan has paved the way for other markets that are 
turning to consumer insights to redefine their local brand promise and articulate 
how they help customers to "Navigate Life Together". 


