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Introduction
Admiral Group (AGP) is an insurance company that was set up in the UK in 1993, whose main business specialises in motor insurance. Since its launch AGP has grown to the extent that it now services 4.32 million customers in its UK motor insurance business and reported overall profits of £561.7m in its 2018 full year results (Directorate, 2019). Motor insurance is a competitive market in which to operate, hence AGP has had to carefully plan its strategic direction in order to ensure it retains its competitive position and continues to pursue its goals in respect of growth. AGP defines its overall strategy as:
A focus on bottom-line profitability in the short, medium and long term, and this perspective guides the decisions we make across all of our business operations. The Group’s strategy is to build profitable and sustainable business operations for the long term
(Directorate, 2019)
Delving a little further into the detail than this top-line strategic statement provides, Admiral’s strategy can be characterised by 2 broad themes; firstly, diversification of product line within the UK and secondly a scheme of international expansion. AGP begun with a single brand (Admiral) through which its motor insurance product was delivered to market. AGP subsequently added the Diamond, Elephant and Bell brands in quick succession, later adding Gladiator, all of which were aimed at a specific ‘market segment’ where market segment can be defined as ‘an identifiable group sharing one or more characteristics in an otherwise homogenous market’ (businessdirectory.com. 2019).  AGP first strayed away from the provision of direct motor insurance through the launch of the UK’s first insurance aggregator site, Confused.com, in 2002 (Coldicott, 2019) a business which in 2018 passed the milestone of generating £1bn in revenue since its launch (Directorate, 2019). AGP’s home insurance product was launched in December 2012 (Admiralgroup.co.uk, 2019), this business grew to a customer base of 800,000 and a turnover of £146m in 2018 (Directorate, 2019). This was followed shortly afterwards by the launch of two law firms in 2013. Finally, in 2017 AGP launched its loans and travel insurance businesses (Admiralgroup.co.uk, 2019), further rounding out its product offering. Within the organisation this part of the strategy is termed ‘a third, a third, a third’, referring to an ambition to see its UK motor insurance, other insurance and non-insurance products each providing an equal share of profitability.
AGP has been pursuing its strategy of expansion into international markets since the launch of its Balumba.es brand in Spain in 2006, this was followed two years later by ConTe.it in Italy. AGP then launched its first internationally-based aggregator site in Spain in 2009, Rastreator.es. AGP’s pattern of launching both direct insurers and aggregator sites internationally was thus set, leading to the launch of Elephant Auto insurance in the USA in 2009, Le Lynx (aggregator site) and L’olivier insurance in France in 2010, Qualitas Auto insurance in Spain in 2012, the Compare.com aggregator site in the USA in 2013, Tamoniki (aggregator site) in Turkey in 2017, Rastreator.mx (aggregator site) in Mexico in 2017.
This expansion into 6 countries, in 3 continents, over two different lines of business all taking place in a period of 11 years could be considered to be rapid. International expansion carries a number of risks, including fluctuations in foreign currencies and managing unfamiliar compliance regimes (Talk-business.co.uk, 2019), however these risks may be offset by the attraction of access to new markets and talent as well as potential to gain a competitive advantage (van Rossum, 2019); these issues will later be explored in a wider SWOT analysis of the key internal and external issues facing AGP. 
AGP, much like many other businesses across the UK and Europe, is faced with a strategic challenge posed by the current Brexit situation. The financial services sector faces a particular threat in the form of a potential loss of ability to ‘passport’ its services from the UK into the EU; the current passporting system ‘enables firms authorised in one member state to operate anywhere in the single market without needing further regulatory approval’ (Salter, 2019). In a post-Brexit world UK financial services firms will immediately lose this ability, given that the majority of the aforementioned international expansion that AGP has undertaken has been into the EU this poses a significant strategic challenge in terms of ensuring that AGP is able to minimise friction in its trade within the EU. 

SWOT Analysis

It could be suggested that a SWOT analysis is perhaps the most appropriate tool through which to summarise the key external and internal issues identified above as opposed to the alternative SOAR analysis. A SOAR analysis can be criticised for ignoring the weaknesses and threats, perhaps on the basis that its positive framing is designed to transcend the need to focus on the negative, focusing on what could be done versus what is to be avoided (Morrison, 2017). The focus upon an organisation’s strengths such as that provided via the use of the SOAR could therefore be argued to be missing all that is required for an honest assessment of an organisation’s current situation and the gap to be bridged in order to achieve its goals (Zenker, 2018).

Strengths
As described above, AGP has long employed a strategy of operating multiple brands in the same broad motor insurance market. Initially this was designed to provide a product that appeals to particular segments within that market, such as the Diamond brand for female drivers and Bell for those with zero years no claims bonus. Over recent years we have seen the increase in popularity of insurance aggregator sites such as Confused.com, these aggregators were estimated to have been used by 85% of consumers in 2017 (Ronayne, 2019), which, given that the first aggregator launched only 15 years prior, is significant growth. The move of customers to using aggregator sites has made shopping around for insurance a significantly easier task, resulting in insurers being forced to focus on up-front price. Another consequence of this trend is for insurers to attempt to dominate as many positions as possible on the first aggregator results page, something often achieved by creating multiple brands with slightly different pricing and features (McIlquham et al, 2019), AGP’s well established suite of brands is well placed to leverage this ‘brand stacking’ strategy.
AGP has chosen a strategy of international expansion as a means of growing the business. AGP has been successful in opening direct insurance and aggregator businesses in multiple European countries as well as in North America and a smaller, more tentative move into Central America. In pursuing this strategy AGP gained access to a new pool of talent, some of which has since been promoted to senior positions within the business such as UK Insurance CEO (Cristina Nestares), Head of European Insurance (Milena Mondini) and CEO of Elephant Insurance in the USA (Alberto Schiavon). Given that recruiting and managing new talent overseas can be seen as a key strategic human resources (SHRM) challenge (Maurer, 2019) it could be argued that one of AGP’s strengths is the success with which it has recruited and developed its key staff overseas and the deployed that expertise back into the wider business to gain maximum impact. 

Weaknesses
The ability of an insurance company such as AGP to turn a profit relies very heavily on its ability to settle claims in a cost-efficient manner, whilst maintaining a good outcome for its customers. This fact holds true across all lines of insurance and is therefore as applicable to home insurance as it is motor. Whilst AGP has diversified its product offering to include loans, it is still extremely heavily weighted towards the provision of insurance both in terms of its UK operations and its international expansion. It is against that backdrop that we must consider the issue of claims cost inflation and the extent to which AGP is exposed to rising costs impacting its profits. UK insurance industry analysts have shown that claims inflation rose to 8.6% in 2018 and have forecast this trend to continue to rise into 2019 with accidental damage claims (AGP’s most common claim-type) rising fastest at 13.6% (Willis Towers Watson, 2018), perhaps due to the increasing levels of expensive technology that are now to be found in modern vehicles (Dugdale, 2019). Not having pursued diversification away from insurance to a greater extent could therefore be considered a weakness of AGP. 
The market that AGP depends upon for generating the majority of its profits, namely the personal lines insurance market, could be described a fiercely competitive. In addition to the aforementioned claims cost inflation insurers face an expectation of passing savings on to customers following the expected limitation to whiplash claims that should arise once the upcoming civil liabilities bill is passed all whilst dealing with an increased cost of settling large personal injury claims as a result of the Ogden discount rate (Willins, 2019); with these different factors at play the personal lines insurance market is likely to be one in which businesses will need to work ever harder to turn a profit. This could be seen as a weakness for AGP, given its heavy reliance upon it. 
Opportunities
AGP has begun to diversify its product lines as a means of departure from relying upon motor insurance as the primary source of its profit. Since launching its home insurance product in 2012 it has seen the customer base increase to 920,000 and a profit of £4.2m reported in the 2019 half year results (Directorate, 2019). According to industry analysts there are almost 28 million homes in the UK that are eligible for insurance (Wood, 2019), using these numbers we can calculate that AGP currently insurers a little over 3% of the eligible homes in the UK market, hence there is opportunity for significant growth in the home insurance market. 
AGP has previously investigated the possibility of entering into the pet insurance market as a direct insurance provider but has yet to do so. However, given AGP’s stated intention of diversifying its product range it is possible that this point will be revisited, in so doing AGP will no doubt be interested in the fact that the UK pet insurance market breached £1bn in size in 2017 and that a significant percentage of customers use aggregator sites as their route to market (Postonline, 2019). AGP is experienced at leveraging its significant experience of bringing products to market with heavy reliance upon aggregators and would therefore likely see a significant opportunity for further growth through the pet insurance channel. 
AGP launched its travel insurance proposition in 2017, and whilst this business remains small there is significant opportunity for growth in the basis that according to some estimates the UK travel insurance market could reach a value of £688m by 2025; were AGP to secure a 3% slice of this market (in line with home insurance performance) it would expect to receive revenue in the region of £20m, before expense and claims deductions. 
Threats
AGP faces a significant threat in respect of the introduction of autonomous vehicles on the roads of the UK. It has been predicted that as autonomous vehicles become more and more commonplace the motor insurance industry will become disrupted by an improvement in safety, perhaps resulting in fewer claims and an associated reduction in the need for accidental damage insurance, indeed perhaps even a shift in liability for accidents from drivers to vehicle manufacturers (Leech et al, 2015). If this situation were to transpire it would leave personal lines insurance companies that rely upon motor insurance for their profits exposed to the risk of becoming irrelevant. It is against this backdrop that we must view AGP’s decision to diversify its product offering away from a reliance upon motor insurance to include home insurance, aggregator sites and loans. 
An additional threat facing AGP, especially in light of AGP’s intention to look to home insurance a source of future profits, is found in the form of climate change. According to the Association of British Insurers (ABI) climate change is a critical issue for insurers due to the increased likelihood of severe weather events resulting in a higher number of complex and costly claims (ABI, 2018). To add strength to that argument we may look to the half-year results published by AGP in the months immediately following the ‘Beast from the East’ weather event which hit in the UK in early 2018. During this time the home insurance arm of AGP posted a loss of £1.9m, compared to a £1.6m profit in the same period the year before (Stevenson, 2018). With AGP’s desire to see a third of its profits coming from non-motor insurance and with its home insurance product currently being the only source of profit within that category it could be seen as sensible to flag climate change as a significant threat in the strategic sense. 
AGP, along with many other financial services providers that are based in the UK, faces a threat in the fallout of the UK leaving the European Union, i.e. ‘Brexit’. The body responsible for regulating UK insurers, The Financial Conduct Authority (FCA) point out the importance for UK entities that intend to continue distributing their products in the EU to enact strategies that see them compliant with local regulatory regimes and operating within the relevant legal frameworks (FCA, 2019). Given the level of uncertainty that still surrounds Brexit, and the profound implications for a business such as AGP it could be suggested that Brexit poses a strategic threat. However, AGP has taken proactive measurers to help mitigate that risk by opening a business in Madrid in which to house its underwriting for EU-based customers, thereby negating the impact of a loss of ability to passport financial services products across the European Economic Area (EEA) that could occur as a result of Brexit. It could therefore be argued that AGP’s swift response to the strategic threat is indicative of a proactive risk-management culture, a point further reinforced by the choice of a location that AGP knows well, namely Spain, as the destination for the underwriting business rather than following suit with other businesses, many of whom have chosen locations in Dublin Brussels or Luxembourg in which to house operations of a similar nature (Ralph, 2018). Perhaps this strategy management could be argued as a strength of AGP. 
Global Competitive Position
Having assessed the relative strengths, weaknesses, opportunities and threats of the strategic decisions taken by AGP I will now attempt a deeper analysis in relation to the likelihood of these decisions contributing to AGP being able to develop and sustain its global competitive position. There are a number of tools available to aid in such an analysis, the Ansoff matrix is one such tool and has been described as ‘one of the most important tools in strategic planning in order to diversify risks’ (Loredana, 2017). The Ansoff matrix has been commended on its ability to help a business identify the best strategy to increase sales (Moore, 2013). However, Ward points out that the Ansoff matrix is limited on the basis that it does not take into account external forces that may impact the market (2005). In light of AGP’s strategy of driving sales volumes I am comfortable that Ansoff’s matrix is a suitable tool but could perhaps benefit from being teamed with an additional tool in order to provide a more rounded outcome. 
With a focus specifically upon global competitive positioning it could be argued that for AGP the ‘market penetration’ quadrant of the Ansoff Matrix, where this can be defined as a focus on increasing sales of existing products within an existing market (Corporate Finance Institute, 2019), is best assessed by a look at the performance of the international businesses that AGP operates on the basis that AGP has taken the strategic decision to try and grow these businesses through increased sales volumes and market share. When viewing the 2018 full year results published by AGP we can see that its international car insurance businesses now provide insurance to 1.22 million customers (an 18% year on year increase) and have reached a turnover of £539m, representing a 19.8% increase year on year. Whilst these figures may appear to be healthy when viewed in isolation if we consider that despite being in operation since 2006 AGP’s international operations still only account for 16% of the total turnover (Directorate, 2019), it is perhaps suggestive of there being room for further improvement. Indeed there are signs that AGP is attempting to do just that by refining the way in which Rastreator.es delivers results to users of its site resulting in an increase to its user satisfaction scores (Conway, 2019).
The second quadrant of Ansoff’s Matrix that I will consider here is that of ‘Product Development’, i.e. the development of existing products for customers in markets in which AGP currently operates. If we were viewing this issue through a solely UK lens then there would be evidence to suggest that AGP has begun to develop its strategy past that of what one might expect of all insurers in the market, such as refining its ancillary product offerings or tweaking the level of cover provided by its brands. An example of this traditional product development can be seen in AGP’s Diamond brand. Diamond has always been targeted at female drivers and operated for a number of years on the basis of providing a lower premium price to female drivers on the (very broad) basis that they represent a lower risk than male drivers, however following the issue of the EU gender directive in 2012 this practice became illegal (Collinson, 2017). Following the issue of the directive AGP set about making changes to the Diamond product to make it more appealing with women drivers, such as the introduction of specific handbag cover. Where it could perhaps be argued that AGP has begun to develop products outside of this traditional approach is with the introduction of its ‘Instaquote’ product via its home insurance proposition. Instaquote allows people to obtain a home insurance policy by answering only 4 questions, rather than the usual question-set seen in the market which can be in excess of 40 questions. However, when viewed through the lens of global competitive positioning there is little evidence to suggest that AGP has taken any decisions to utilise product development as a strategic tool for driving growth. 
Having covered the two quadrants of the matrix that relate to existing products or markets I will now move on to consider the remaining two quadrants, those that deal with new markets. Firstly ‘Market Development’, i.e. the selling of existing products into new markets. As outlined above, AGP has a history of launching its direct insurance and insurance aggregator products in international markets dating back to 2006 with its first foray into Spain. With business launches since then in multiple European locations as well as the United States and Mexico there is evidence to suggest that AGP’s strategic decision making can be characterised well by the term ‘market development’. There is evidence to suggest that this is a direction in which AGP intends to continue, indicators include the opening of an underwriting operation in Madrid (as mentioned in the SWOT analysis above), further evidence can be found in the recent news that AGP has formed a joint venture with a private equity firm and separate reinsurance company in Spain to form a holding company for Rastreator.es as well as other digital underwriting businesses (Gangcuangco, 2019). Further evidence in this vein can be seen in the creation of Penguin Portals as AGP’s single division to house all international price comparison businesses as well as the UK-based Confused.com with the stated intention of closer alignment leading to a strengthened position (Morris, 2019).
The final quadrant to be considered is that of ‘Diversification’ which can be defined as driving growth through the development and launch of new products in new markets (Oxford College of Marketing, 2018). My reference, at the start of this document, of AGP’s strategy of diversification does not fit the definition of the term put forward in Ansoff’s Matrix, however it is more akin to a somewhat broader definition put forward by The Economist which suggests that diversification is a method by which a business reduces its exposure to risk by increasing the number businesses it operates (2009). Given the inherent risk in a business entering unknown markets with new products it is perhaps unsurprising that a risk-conscious business such as AGP has shied away from using diversification as a growth strategy, seeking instead to pursue new international markets for products and services it knows well. 
As suggested earlier, solely relying upon the Ansoff Matrix to evaluate the strategic options you have identified in relation to the development of global competitive positioning could be seen as insufficient on the basis that it ignore external forces acting upon AGP. In order to account for those factors it may be appropriate to apply Porter’s Five Forces model as a means of better understanding the competitive environment (Jurevicius, 2013).  In the interests of brevity rather than assessing each of Porter’s Five Forces it may be deemed appropriate to focus on the most relevant to closing the gap identified as being left open by Ansoff’s Matrix, namely an assessment of external factors; to that end this paper will now explore the force of ‘Threat of new entry’. This force has been defined as considering how easy, or difficult it is for a potential new competitors to join the marketplace (Martin, 2019). As mentioned earlier in this document, AGP faces a threat from the advent of autonomous vehicles on the road possibly leading to a situation where the need for motor insurance is reduced due to fewer accidents and that where accidents do occur that liability would sit with the manufacturer rather than the driver, ergo the driver would be less likely to need to purchase insurance. This use of big data, analytics and artificial intelligence (AI) therefore presents a risk to AGP and its reliance upon motor insurance, there is a risk that firms with expertise and access to such data and AI tools may look to enter the insurance market, indeed there has been talk of Amazon doing just that leading to concerns that a business with such a large data set able to inform underwriting decisions and a ready-built distribution channel would be able to undercut much of the incumbent market on price (Abrahamsson, 2019). There is evidence to suggest these concerns are well founded, with Chinese firm Zhong An who teamed with Alibaba.com to sell its insurance products over the internet and in so doing has sold over 10 billion policies since its launch in 2013 (Accenture, 2019). Using this example it could be argued that AGP’s move to diversify its product offering away from a reliance upon insurance was therefore a sound one, further it could be said that this level of insight would not have been as easy to achieve if relying upon Ansoff’s Matrix alone. If AGP is able to successfully implement this strategy in the UK, through its loans business, it would be well placed to replicate its strategy of market development by selling its loans products in new markets, thereby further leveraging its competitive capabilities in global markets. 
Implications of Strategic Decisions
With strategic decisions taken to grow the AGP business via international and product expansion it is important to consider the implications for those within the business. To achieve the goals set out for the business requires many within the organisation to be involved in regular and comprehensive change, it may therefore be sensible to suggest that proper change management and change leadership are important factors for which AGP must account.  	
Kotter draws the distinction between change management and change leadership as being the difference between leadership as the driving force and vision behind the change and management as the methods and structures through which the change is kept under control (2011). An alternative definition of change management, at the organisational level, is put forward by Cox who described it as ensuring ‘new processes resulting from a project are actually adopted by the people who are affected’ (Perkins, 2018). Whilst Cox’s definition is strong in the extent to which is specifically focuses on the outcome and the people involved it could also be seen to be narrow in respect of its implicit suggestion that change flows from projects only, whereas Kotter’s broader definition covers a wider set of circumstances that could result in the need for change, it is for that reason it could be argued that Kotter’s definition is more appropriate to AGP’s situation. Armstrong suggests that leading change ‘involves initiating and managing culture change and the introduction of new structures, systems, working practices and people management processes’ (2009). Armstrong’s inclusion of specific reference to the introduction of new structures and working practices is suggestive of a definition more applicable to AGP at this time.
It has been suggested that due to organisational change being felt at a deep level within an organisation and effecting a potentially large number of employees it can have a significant impact upon morale, productivity and quality of work (Michigan State University, 2019) and is therefore an issue of importance for a business, making change management and leadership an important topic. It could therefore be argued that AGP would be well advised to consider the implementation of a business change function to help manage this properly. 
In addition to the change management implications of AGPs chosen strategic decisions, it could also be argued that an additional implication is to be found in the result of AGP’s product development strategy. If AGP succeeds in this endeavour they will find themselves with potentially millions of customers who rely on AGP for the provision of their travel, home & motor insurance as well as a loan they used to buy the car that is insured with AGP. With a customer base that is tied to a business through multiple purchases it could be argued that not only is the customer more financially exposed to the actions of that business it could also be said that the impact upon AGP of any customer that takes their business elsewhere would be even more acutely felt by AGP, given the loss of multiple revenue streams. With that in mind perhaps AGP will face an increased burden of corporate social responsibility (CSR). CSR has been defined as a business model that deals with how a business can be accountable to its stakeholders by being conscious of the impact it is having on all aspects of society (Chen, 2019). Schooley goes further, stating that customers will put a premium on spending their money with businesses that prioritise social responsibility (2019). Whilst AGP does currently dedicate a section of its internet presence to its CSR activities there may be an argument to suggest that this should be increased in the future. 
Conclusion & Recommendations
AGP’s operates with two broad strategic themes, namely the development of the products it offers within the UK financial services market and pursuing a program of international expansion where it looks to deploy products it knows well from its experience in the UK into new, global markets via a process that Ansoff would describe as market development. 
I would suggest the adoption of the following recommendations to help AGP continue in its strategic direction:
1. UK Product Development: AGP relies heavily upon its UK motor insurance business for its profits, given the stated threats to the size and profitability of this market AGP should attempt to accelerate its program of product development through the following channels:
a. Growth of the home and travel insurance business, either organically or via acquisition
b. Launch of pet insurance
2. All new products that are launched, as well as all developments of existing products, should be done with a view to making them suited for sale through the insurance aggregator site sales channel.
3. Mitigate the risks posed by autonomous vehicles by seeking partnership opportunities with motor vehicle manufacturers. If AGP is able to secure a position of underwriting policies for use by a large, or a number of large manufacturers they will have secured a source of new business. 
4. Continue to pursue the program of market development through the Penguin Portals business and consider a similarly consolidated approach for international insurance businesses.
5. Create a change management function within the business to help ensure all business changes are done in a controlled and considered manner, mitigating the risks and maximising the opportunities
6. Increase the investment in and visibility of CSR activities carried out by AGP, including specific investment in a learning and development program to help with the re-skilling of staff within AGP as part of a response to the increased automation within the workplace. 
[bookmark: _GoBack]The implementation of these recommendations would go some way to ensuring that AGP is on a sound strategic footing from which it can continue to pursue its goals for growth into the future. 
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