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A study of the Admiral Group plc organisational approach.

Assignment introduction
This paper will study the organisational structure of Admiral Group plc (Admiral) and compare findings against the framework of well-known theorists and comment on how Admiral organises its environment. The paper will explore the management approaches adopted by Admiral in view of motivation, satisfaction, perception and communication. Where possible published company information will be used along with personal experience at a lead management level to compare management theory with Admirals recent policies and procedures.
Introduction to the company
The company was established in 1993 and has grown to be a global business Admiral Group, (2021) (n.d.-a) (Fig. 1) with companies in Spain, Italy, France, USA and Mexio as well as offices in Canada and India, they are a market leading insurer, with over 15% of the UK market share (Statista Research Department, 2020) Admiral specialises in motor insurance, more recently branching out into travel, law, household insurance, plus loans. They are one of the largest employers in south Wales, employing over 10,000 staff globally and lead the top 300 biggest companies in Wales (Barry, 2020). Admiral Group plc (2021) (n.d-b) states its business model is “prioritising satisfied customers and happy staff”. A survey undertaken by the Sunday Times in 2020 ranked Admiral as number three in the best place to work in 2020 (Best Companies, 2021). Admiral are among the FTSE 100 companies and have a high presence of females within top positions, as reported by Kollewe (2020). Admiral is the second FTSE 100 company to have both a female CEO and Chair. Admiral Group (2021) (n.d.-c) released their full year results on the 4th of March 2021, announcing an increase in turnover of 2% taking them to £3.55bn, with profits up by 21% to £638.4m.
.
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Figure 1. The Admiral Group brands. (Admiral Group, 2021)




Importance of organisational structure
Optimal businesses function in a global and competitive environment, according to Madueny, Oke, Fadeyi & Ajagbe (2015), the authors state business needs organisational structure to enable streamlined processes, for coordinated division of work. Management theories in-place ensuring smooth interrelationships, balancing behaviour, and management practices within organisations (Kitana, 2016). Organisational structure defines key principles underlining the management process, these theories evolve as the organisation's environment changes, e.g., increased demand to balance environmental and sustainability issues, whilst continuing to drive innovation. However, Evans et al., (2017) states little is known about the successful implementation of sustainable business models. Geissdoerfer, Vladimirova & Evans (2018) reinforce this observation, suggesting innovative business models frequently fail. Guay et al., (2016) conclude that people are key factors in workplace management and despite having good vision and goals, if companies neglect employees, dissonance can emerge where unsatisfied employees produce unsatisfactory results. Without organisational structure, working activities, desired goals and objectives would not be achieved; these should be considered as key to success (Ajagbe et al., 2016; Krupskyi & Kuzmytska, 2020).




Theorists
Management is a science, dating back centuries (Marshev, 2021). The industrial Revolution influenced theorists to study and document management concepts, to overcome inefficiencies, leading to new management theories, replacing aristocratic approaches of the past (Gulzar, 2015).
Maycock (2020) (Fig. 2) identifies four distinct types of management approaches: Classical, Human-Relations, System and Contingency, which will be used to draw comparisons within Admiral’s approaches to management. The three key classical theorists of their time were Frederick Taylor, Henri Fayol, and Max Weber (Fig. 3). Williams & Mills (2019) shows that males are mostly recognised for management theories. Jogulu & Wood (2006) state this bias persists through contemporary educational practice, it is further noted by Williams & Mills (2019) that educational textbooks continue this bias, which suggests it passes as a result to aspiring managers, exacerbating the problem of gender imbalance within business organisations. (Bullough, Moore, & Kalafatoglu 2017). Williams (2020) presents how key woman, such as Mary Parker Follett, were never recognised to management theory, and how women had linked the importance of people to business, long before the advent of Human Relation management theories. 
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Figure 2. Management and Organisation approaches (Maycock, 2020).




Classical Approach
According to Turan (2015) it is thanks to Frederick Taylor (Fig. 3) that management theories became a science, underpinning contemporary management approaches, now known, and referred to as the Classical approach. Taylor’s scientific management theory placed importance on hierarchy and sought to optimise productivity by simplifying jobs and defining a “One Best Way” approach to processes, with little or no regard for people. Hill & Van Buren (2018) say that incorporating humanity into management theory is essential in modern business, and vital for managers for interpersonal relationships. Aravena (2019) describes how dictatorial leaders exhibit destructive and negative traits, have poor communication and strategic skills, as well as inconsistent behavior, all negative traits for interpersonal relationships. Taylor undertook time and motion studies, creating what we now define as micromanagement, an approach which Holt & Yamauchi (2019) state would have held Taylor in a “euphoric” position of his time. His concept of motivation was solely task-orientated and believed people would be motivated by financial reward alone, something which Osabiya (2015) concludes would have a negative impact. Using financial reward as a motivator to influence productivity would not be sustainable, and productivity would fall if employees did not obtain pleasure from work. Admiral applies strategies to streamline tasks to enhance productivity, Buell-Armstrong, Macintosh & MacLean (2014) state that this dynamic approach, along with embracing innovative approaches to problem-solving, has led to Admiral’s success. 

             [image: ]
Figure 3. A timeline of organisational theory (Groth, 2013).




Henri Fayol (Fig 3) is credited with establishing the first management process to define a manager's role. According to Jones-Washington (2018) Fayol recognised that management should be trained in personnel interaction, organising employees in an effective way to ensure maximum productivity is achieved (CMI, 2012). Fayol’ defining approach was equality, with roles awarded to employees who demonstrated ambition and capability, rather than through favouritism or nepotism. Fayol sought to combine theory with practice, he defined 14 principles of management, which he categorised into six main management functions: Forecasting, Planning, Organising, Commanding, Coordinating, and Controlling (Edwards, 2018). According to Bacud (2020) these principal ideals have influenced generations of managers and scholars and are still reflected in contemporary business and management concepts. Godwin et al., (2017) state Fayol's theories are fundamental within organisations, especially start-up businesses. 
The now retired CEO and cofounder/owner of Admiral Henry Englehardt (The Admiral Community, 2014) defined his own management theory ‘four pillars’, in an interview he explains how Fun, Communication, Reward and Recognition, and Equality are centric to achieving a good working culture. Englehart (2021) reflects the importance of the workforce within an organisation.

“if people like what they do, they do it better, or to put it another way, have fun, satisfy customers and make money.” (Englehardt, 2021)




Max Weber's (Fig 3) bureaucratic management theory called for a systematic structure, challenging traditionalist values of sovereignty and patrimonial privileges. Breen (2016) explored and compared rationalistic views within Weber’s narrative and how people’s feelings influence affectual action. Weber’s sociological stance sought to replace political construct with ethical ideals, standardising principles of management in a logical, sensible, and impartial way. Swedberg & Agevall (2016) expand upon Weber's theory and comment on how he viewed adventure capitalism as a political way of exploiting opportunity, through irrational and speculative process, which he deemed as immoral, out-dated, and bourgeois. Collins, Randall, & Collins (1986) argue much of Weber's work has been misunderstood, this is supported by Suzuki & Hur (2020) who conclude Weber's work as fundamental to the theoretical governance framework. Admiral’ employee handbook is a clear representation of Weber’s ideas, manifested in a modern organisation. In addition, Admiral has a committee consisting of staff from all levels who secondary validate internal recruitment, ensuring where possible, promotions are fair and judged on merit avoiding bias. 
Human Relations
Elton Mayo’s management theory helped path modern human relation methods due to his focus on individual psychological and social needs. He is renowned for his Hawthorn studies where he established employees were motivated far more by praise, trust, and relationships than monetary reward. However, Warner & Brusse (2017) argue his work was misleading due to the biased nature of the experiment. Mayo developed a matrix illustrating how the influence of group working behaviour played an effective part in its success. (Fig 4 and explanation in Appendix A).
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Figure 4. Mayo’s Motivation Theory (Expert Program Management, 2018)





Other theorists also began to explore the physiological needs of people, teamwork, and workplace motivation, one of these theorists was Abraham Maslow. His hierarchy of needs theory (Fig 5) categorised five human requirements which dictate an individual's behaviour, and it is still useful today for both personal and workplace development. Although Mawere, Mubaya, van Reisen & van Stam (2016) argue there was considerable empirical evidence to support Maslow's theory. 
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Figure 5. Maslow's Hierarchy of Needs. (McLeod, 2020)
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Figure 6 Example of Admiral’s Transparent Expectations triangle.

Admiral extend upon Maslow’s theory with a moral agreement within teams ‘Transparent Expectations triangle,’ whereby teams set what they expect from each other, as well as the manager and vice versa. (Fig 6) Another management model which Admiral uses, especially when forming new teams, is the Bruce Tuckman theory (Fig 7 and explanation in Appendix B). It enables a manager to identify which stage their team is at, so they can predict and manage factors such as fallouts, productivity, and innovation.
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Figure 7. Bruce Tuckman's model (Svitla, 2017)




Systems approach.
The system management approach is an alternative to an organisation’s planning and management, it considers the company holistically, reviewing multiple processes within, which together set objectives and realise efficiencies to achieve an optimum state. Admiral uses an array of systems approach methodologies, such as Agile project management, Six Sigma, and lean process (Appendix C)
The contingency approach
Contingency management theory suggests there is no best way to structure an organisation, lead or make decisions. It is instead dependent on the contingent of organisational variables Otley (2016) argues the pace of change using the contingency approach outstrips the speed that new systems can be implemented, suggesting it is not fitting for some organisations and depends upon the nature of the organisation.



Motivation, satisfaction, and culture
Admiral welcomes every employee with a jigsaw piece representing the value they bring as individuals, and together form the bigger picture Best Companies. (2021). Admiral have a shares scheme, which generates a sense of loyalty, bonus shares are awarded to star performers which boosts reward and recognition. There are also well-being benefits such as: pension contributions, health care, gym passes, buy a book scheme, yoga, diet and exercise coaches, car parking, legal and financial advice, mental health helpline, guitar lessons to name a few; this builds upon Englehardt’s ‘four pillars’ to make an environment which is fun, enjoyable, and which cares for its employees, this is supported by Admiral Group plc (2021) (n.d-d) whereby Admiral reinforce the importance of staff wellbeing and how 90% of employees said Admiral is a great place to work and was named a centre of excellence in well-being (Admiral Group plc, 2021) (n-d-e).
Admiral has its own talent management programme where star employees are recognised and fast tracked for development. Admiral promotes self-development where employees can gain formal qualifications such as Institute of Leadership and Management (ILM), Chartered Insurance Institute (CII), Association of Project Managers (APM) master's degrees and all Managers undergo Performance Programme (MPP) which ensure they have all the training, tools and are competent in human relations management (Best Companies, 2021). They also offer online learning for both personal and employment development. Employees can also be selected to mentor new recruits, which can deliver a sense of empowerment.
Admiral employees have four team afternoon events a year where £110 is contributed towards chosen activities to enhance team building (Best Companies, 2021). Employees can also win prizes and monetary awards by partaking in ‘ministry of fun’ events Admiral Group plc (2021) (n.d-f) state how they have contributed £6M to fund Covid initiatives. They are also held in great regard by their customers (Trustpilot, 2021) and refunded over £110M in a stay-at-home Covid scheme, offered payment holidays to customers facing financial uncertainty, as well as prioritizing and supporting key workers (Admiral Group plc 2021) (n.d-d)
Admiral sponsor events such as Pride, local marathons, Welsh rugby and support various charities through ‘Henry’s Pot,’ a scheme set up by the retired CEO Henry Englehardt for staff to support local organisations. Teams are encouraged to undertake charitable events during their team away days. Admiral’s ‘Inspire Choir’ assists employees' confidence and helps develop their talent.
Admiral have a working from home and flexible working hours contracts, (Admiral Group plc 2021) (n.d-d) detail various initiatives they aim to deliver upon; digitalization and analytics, scaled Agile, key customer Centrix innovations, smart working for employees as well as attracting new talent. One of these innovations is “Tech she can” aiming to drive more females into I.T which has been historically male dominated (PWC, 2021). Admiral also have various internal forums to drive innovation and equality within the business such as diversity, ‘big ideas’ which encourages staff to suggest initiatives to enhance the customers’ journey.
One of the methodologies Admiral use is one developed by Frederick Herzberg, (Fig 8a & 8b and explanation in Appendix D) Admiral set the framework for employees to self-actualize by providing motivators such as achievement recognition, peer feedback, responsibility, and progression advancement. Nicotera (2019) discussed how many Human Relations methods are back-to-front and how satisfaction is not the cause of motivation but the outcome. Sanjeev & Surya (2016) conclude ‘hygiene and motivator’ factors are imperative for effective talent management.
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Figure 8a. Herzberg’s Motivation Theory (EPM, 2021)
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Figure 8b. Herzberg’s Motivation Theory (EPM, 2021) 

Admiral’s motivation, satisfaction, and culture benefits, highlighted within the essay, complement William Ouchi’s ‘Theory Z,’ an extension of Douglas McGregor’s ‘X’ and ‘Y’ theories, (Fig 9 and explanation in Appendix E). However, Aithal, P. S., & Kumar, P. M. (2016) state how Ouchi’s theory replaces earlier concepts developed by McGregor which enhance the motivator factors and aid autonomy.
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Figure 9. Theory X, Y and Z of motivation (Pinterest, 2021)



Perception and communication (which structure/theory does it fit to and why)
Admiral is transparent within its recruitment process, Meacock (2020) published some helpful insights into the stages of application and interview process Admiral applies. Admirals has five out of eleven female board members Admiral Group plc. (2021) (n-d-g) Senior Managers frequently hold forums and on-line chats for staff to discuss diverse topics (Best Companies, 2021).
Employees can have their say during staff surveys, upward feedback, and anonymous e-mail for employees to raise concerns and questions. Admiral communication with staff through various means such as Admiral TV, they have an internal intranet, company magazine, departmental awards, open-door policy, SGM, Team briefs, e-mail, verbal, social media. Best Companies. (2021).
Every employee has a job description and Admiral uses SMART targets to set goals and objectives, which they monitor during monthly 1-to-1's and during annual appraisals where salary and share allocation is decided. Employees benefit from monthly performance incentives based upon Key Performance Indicators (KPI), these are audited for governance purposes such as call reviews, file reviews, dip checks, system overrides and payments out.
Admiral Group plc (2021) (n.d-d) state Admiral have a carbon neutral operations and champion recycling and sustainable products such as paper cups, ink cartridges, recycled paper, automatic lighting, and heating etc.

Conclusion
In today's diverse and competitive workplaces, people management skills are required more than ever. The correct people management will assist in forming stong relationships, loyal and motivated employees. This is important as it helps achieve workplace harmony, motivation which increases productivity and drives Admirals overarching goals. Admirals Strong innovative environment and strong ethics keep the business fresh and reactive to changing environments. They adopt several principles of management theories as expressed through-out this essay so reflect more towards a Contingency Management Approach as use an array of styles depending upon the function and department, you could also argue they utilise Human Resource Management as this appears to be centric to the 4 pillars business model where employees are at the heart of its foundations.
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Appendices

Appendix A
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Figure 4. Mayo’s Motivation Theory (Expert Program Management, 2018)

Groups explained:
No Impact: Displays an ineffective team with little motivation and low productivity. 
Negative impact: Displays a team where cliques are frequently formed, or where negative behaviours are encouraged, rather than positivity, which has a detrimental impact on productivity. 
Some positive impact: Displays a group where each member is working towards their own success than that of the team which does not generate an overall productive team.
High positive impact: Displays a team which possesses a staunch support network and whose members support each other but are also committed to their own success as well as the teams.



Appendix B
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Figure 7. Bruce Tuckman's model (Svitla, 2017)

Forming
There is a positive atmosphere during the forming of a team as everyone is on their best behavior. Guidance is required from management as group tasks may not be fully defined.
Storming
This is where the team begins to test the boundaries set and where frustration may arise.
Norming
The team has settled down and differences resolved and where individuals and team strengths are visible. There is earned trust and respect for the leader, however the storming and norming phases can often overlap when new tasks or changes are made.
Performing
The team is bonded, and problems are prevented and solved as they pop up, they are confident, with clear and measurable performance. The team roles are defined and easing the delegation of tasks by the leader. 
Adjourning
This element was introduced in later years when tasks are complete and to celebrate achievements. It can also be unsettling for individuals due to the uncertainty about letting go of the team group.



Appendix C
Agile Project Management
Agile Project Management is an iterative approach used to deliver elements of a project through small pieces ofwork known as sprints, where each builds upon lessons learned from previous and contributes to the overall delivery of the project programme.
Six Sigma
Six Sigma methodology is a tool used to enhance quality by detecting defects and exploring thier root cause, thus improving the business processes and increasing performance and quality, it can also be used within employee morale as well as the quality of products and services.
Lean Process
Lean process is a methodology to increase quality and drive efficiency by exploring processes and streamlining them to enhance the overall delivery of products and services.



Appendix D
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Figure 8a. Herzberg’s Motivation Theory (EPM, 2021)
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Figure 8b. Herzberg’s Motivation Theory (EPM, 2021)
Frederick Herzberg theory consists of two-factors that certain elements of one factor within the workplace can aid job satisfaction, while another set of factors can cause dissatisfaction, these are often referred to as ‘motivators’ and ‘hygiene factors.’



Appendix E
[image: ]
Figure 9. Theory X, Y and Z of motivation (Pinterest, 2021)

Douglas McGregor developed the concepts of Theory X and Theory Y. He described two contrasting sets of assumptions often made by management. Notably, Theory X managers presume employees dislike work, have little ambition and are unwilling to take responsibility; therefore, must be coerced, controlled, and directed toward organisational goals. Whereas Theory Y managers trust their employees to take ownership in their work and do it effectively. 
Dr William Ouchi expanded upon this theory and developed theory Z which promotes stable employment and high productivity due to increased morale and satisfaction.
There is also a Theory A (Theory of Accountability) Planning, Target setting, Motivation, Work strategies, Responsibility, Role Model, Monitoring and guiding, Accountability.
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BRUCE TUCKMAN 'S GROUP DEVELOPMENT MODEL
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