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1.Background to Admiral Insurance

In this business research, my chosen organisation is Admiral Insurance ( EUI Limited). This research will critically analyse leadership within the organisation and its environment. For many years, insurance has been an important part of our day-to-day lives. This organisation has recently been exposed for the adverse impact they are having on customers by failing to settle claims (Chaplin, R 2026). This research will cover 4 key areas: background, significance of leadership and different leadership styles, emotional intelligence and how it can be applied to improve business productivity and increase confidence.  

Admiral, Bell, Elephant, Diamond and Veygo all own the comparison websites Compare the Market and Confused.com. This means they dominate insurance services, which have rapidly declined (2024 FT Advisor), and Admiral has become a monopoly in the market.  When Admiral was first set up by Henry Engelharpt, it became one of the most respected Welsh brands and a strong reputation and trust within the community. The group employs more than 10,000 people across its brands. In September 2024, Admiral floated on the London Stock Exchange and was acquired by a Spanish company. The current CEO is Milena Mondini, and since this acquisition, the company has seen a significant decline in business trust and has not settled customer insurance claims to profiteer. The whole insurance industry is facing systematic failures, leading to as few as 50% of claims being settled( 2026,Norton Insurance). 

There is evidence of extreme systemic and institutional financial fraud involving their internal staff, policies, and unqualified staff, leading to very poor performance. In 2024, profits before tax increased by 90% to £839.2 million, compared with £442 million in 2023( Admiral.com). It is argued that this is exorbitant profit from a service based sector (Sobers, D 2026). This leads us to consider a number of areas where lower premiums dominate the UK and Welsh market, and people feel they are a trusted brand. In reality, when you need to claim, Admiral have found hundreds of legal loopholes to avoid settling claims. This is resulting in systematic financial fraud within the Insurance market if Insurers don’t pay out, they make huge profits this is clearly evidenced in their profit and loss balance sheet( Admiral.com). Often leaving vulnerable victims who have paid into insurance for 20 years with no cover, and a victim of these corporate, money-making machines. Evidence a recent high profile case where 270,000 motorists to receive more than £20 million for Insurers under valuing claims ( www.fca.org).

Recently, the UK government's Admiral group has set aside £50 million to pay claims from 2019- 2025 that it undervalued or failed to settle. Eleven other insurance companies are currently under investigation. Admiral to provide redress to UK car insurance customers following a Financial Conduct Authority (FCA) investigation into the undervaluation of stolen or written-off vehicles, as of August 2025( Griffith, S 2025)

This report examines why Admiral is putting profit before people. Over the last twelve months, thousands of people who have been mistreated by their insurance companies have shared their stories.  There are wide-scale, systematic failures that are being ignored by the Government, Press, and Media. The issue of Insurance companies not settling claims: one report suggests that more than 250,000 claims remain unsettled (Palace, F. 2025). 


2.People before Profit 

As Bob Red Mill quotes, “success isn’t as sweet if not shared with others.” He distributed his company to employee ownership, who share all the profits. 
Nothing meaningful is easy (Tolle, E. 1997). Within this organisation, key traits go unrecognised within Admiral's internal teams. Admiral is often in fight mode with working people, evoking a David vs Goliath dynamic that leads many to abandon their claims or pursue to court. Most people purchase insurance to protect themselves, not to have to fight for a payout. It is argued that Admiral's market dominance has created dysfunction at every level, most evident in poor customer service and unreturned calls. These systemic failures call for a complete industry shake-up. This is evidenced in the Motor Insurance Taskforce Report with the House of Commons( Alexander, H 2025) 
[image: A graph of a graph of a graph

Description automatically generated with medium confidence]
(Figure 1: Admiral’s Profits per Year 2020- 2024)

A completely new approach is needed in insurance, not just at Admiral. More efficiency and human-centred claims resolution are essential (Hefferman, M., 2019). 
Our systems change fast; how to keep progressing and making our services more effective is the difference between success and failure. In the past, services and systems may have been designed differently. Progressing, preparing for the future, and resolving claims quickly will result in favourable delivery. Too much emphasis is placed on AI, and sometimes this is inaccurate, false, or misleading. The whole insurance industry is rife with bad practice ( Peachey, K 2025).

Admiral (EUI LTD) preys on vulnerable victims when they are at their lowest, because big Insurance companies like Admiral have not protected them when they most need the service( Merry, A Insurance and Economic Abuse)  
There are two reasons: they are making huge profits and not acting ethically or morally. Firstly, staff are paid and given bonuses not to settle, secondly, Admiral have found hundreds of loopholes not to settle. Benefiting shareholders' profits over people who need to be protected. 

3. Claims Handling 

In relation to motor claims, handling is often very poor, with long delays and vehicles being written off prematurely and under valued( Chaplin, R 2025). Through online sharing, thousands of unsatisfied customers exist, yet there is a tendency to hide this information. The Claims handlers are paid to place the blame on the person making the claim without considering the evidence and facts. This created significant tensions, and now people are turning to social media platforms to share their stories. 

Dealing with complaints is not efficient. There are many times when Admiral do not return calls or follow basic policies and procedures set out in FCA regulations, leaving many deeply frustrated. Staff require training to handle complex complaints and claims at a higher level. When most people have been in a serious car accident or a life-changing incident, they should accept what happens. Surrender is the most important thing you can do to bring about positive change (Tolle, E.2025) It is Argued that the Insurance Companies are so large, they don’t feel there is an internal issue but many including the BBC argue against this narrative.

4.Low Claim Acceptance 

The market average was 63 per cent. Admiral accepted 50 to 55 per cent of claims on building insurance policies in 2023 (The Times). There are very low acceptance rates of just 50% in some cases; many cases have been reported to the FCA, the Ombudsman, and the government. Insurance companies are failing people on a mass scale. This level of dissatisfaction poses serious concerns for high-level institutional fraud as evidenced throughout this report. There is a number of articles and research papers that all point in this direction although Admiral may argue there are no internal issues.

There are currently another eleven insurance companies under investigation. The Insurance companies are reporting £1 billion in fraudulent claims in 2024; they have to tighten up, according to the Association of British Insurers. There were more than 98,000 fraud-related claims, which is an increase of 12% on fraudulent claims. This does not mean all claims are fraudulent. They are simply rejecting claims to profiteer and maximise share holder profits. This is evidenced above in the profit and loss graph. 
 
There are some instances where people intentionally do a ‘ Crash for Cash’, and these need to be taken into account when investigating the claim. This is becoming a more popular way to make money. Insurance companies should not assume this is in all cases. Insurance complaints have risen 18% at a ten year high( Browne Jacobson).



5. Culture & Current Operation

The head office is based in Cardiff City Centre, and there are hundreds of operatives in this building. There is a people-centred approach within Admiral, but rewarding your staff for not settling claims can slide into toxic leadership. Each case should be on an individual basis. There are systemic failures within insurance at every level which urgently need to change. 

There are a number of issues around culture: 
· Poor Training
· Inconsistent communication
· Low-level grade 2 or juniors dealing with high-level claims
· A focus on results, ‘ Profits’ before people
There is a clear focus on greed, profit-making and shareholders' profits, even though the advertising campaign states different. Poor management of claims, poor handling and unqualified staff dealing with high-level FCA-regulated enquiries.


6. Ethical Leadership

A good leader has four traits to be effective; followers are essential. Developing integrity is key to building trust and connecting with people. There are basic communication needs. To be more efficient and develop people, instead of paper pushing. It can be argued that the UK fails with many large organisations, because paperwork and processes take too long. Leadership is earned and ensures you’re the most effective (Cotrell, 2016)

Artificial Intelligence in Insurance, there is an over-reliance on this technology, but it still requires a human-centred approach (Johnson, C.E., 2019). There are robots generating information about us as humans every day, with the police, online, on socials, and large institutions and government bodies utilising big data against us to fine us, and make money from everyday people. AI could have a positive impact on workflows, data capture, innovation, and industry reshaping.

The downside is that people will lose jobs in the UK if fully automated, and this requires consideration. AI can be a game-changer, truly transforming the Insurance industry. AI can quickly reach people in distress and automate people's workflows, improving efficiency, increasing sales productivity, and improving the accuracy of underwriting and back-office finance/IT. Insurers are deeply integrating this technology into their businesses. In many cases, this technology is still not fully reliable.

There are leadership development programmes within Admiral that continuously train staff. These need to be changed to align more closely with FCA regulations and Finance Law; there are a number of low-level juniors delivering services, and these should be at a minimum level 5 professionals ( www.pwc.com) . AI is transforming the industry to work smarter and deliver more value, but at a human cost. If technology changes so quickly, many people can not keep up with demand, leaving a lost generation. If a computer says No, people need the power to override.

7. Government View on Monopolies 

The government aims to promote competition but accepts that Admiral is the largest player. There is the Competition and Markets Authority (CMA), which is the primary body for investigating mergers and breaches of law.  At present, Admiral own 14%-20% market share, and 25% threshold triggers a formal investigation. Through continuous research, Admiral should form closer to 25% market share, and Competition and Markets Authority should be made aware. The government focus on areas such as fairness and transparency.( www.fca.org) 

A clear disconnect between the CEO and the grassroots of the organisation, and the power of now. There are a total of 11.1 million customers of Admiral and comment from Milena Mondini de Focatiis, Group Chief Executive Officer:
“2024 was a remarkable year. We delivered an excellent result, with a 28 per cent increase in turnover and a 90 per cent increase in profit, as we welcomed an additional 1.4 million customers to the Group.  The idea is that you need to prevent toxic leadership and become more accountable before quality slides to an all-time low (Kinley, N., 2024). Toxicity at work significantly damages organisations and the people working within them, as outlined by Admiral, with rife issues among low-level workers and discrimination in claims (R Silvey, 2024).

Sex discrimination also formed judgment in many cases, which is treating someone unfairly (less favourably) because they are a man or a woman, covering direct bias, indirect disadvantage, sexual harassment, or victimisation. even if unintentional, with laws like the UK's Equality Act 2010 protecting against it as a "protected characteristic. 

From December 2012, insurers will no longer be able to use gender to calculate premiums, which was ruled by the European Commission.  The way they priced policies meant women got cheaper premiums, which was good because they made fewer claims. Now that insurance costs have risen for women/girls, they are likely to file fewer claims and drive more basic cars. Again, this needs review as it should be based on risk. The Significance of Leadership and critically evaluate how different styles can impact an organisation. This adversely impacts women and girls( Gender and Insurance Pricing 2026)

Admiral have a key emphasis on providing incentives for claims that are not settled, enhancing the company's profit margin. The leadership dominates the market through comparison websites and becomes so big that no one wants to fight with them. The leadership is failing, as most staff are undertrained and unqualified to handle high-level claims enquiries.  The leadership process is moving to ensure that all customers are listened to and that their claims are addressed in a human-centred way. 

Good leadership plays a key part in shaping the skills to be an effective leader. You need to be able to build a team, develop, motivate, and stimulate the individual (Adair, J., 2009). The importance of tasks, teams, and individuals. It's important to lead people on a journey, motivate them, and inspire them. The question is, within Admiral, they require better and more ethical leadership, not to be so profit-driven, and to focus on people. Leadership is not always about popularity; it is about respect. A priority is to increase skill levels to learn about Leadership. The important part is bringing out the best in people so they can perform at their best. Physical and Psychological aspects are key in a human-centred approach. Everyone wants to feel good about the work they do, be ethical, valued, and deliver high-quality service (Brown, M. E., & Treviño, L. K. 2006)

In most cases, strong leadership is a win-win. At present, within Admiral, the culture is ‘ Not to settle claims’, which results in a lose/ lose situation. Whilst it increases profits over people and purpose, this results in poor practice. In this report, the FCA and the UK Government are currently investigating the bad practice alongside eleven other insurance companies. According to online data, Admiral is settling only an estimated 50% of its claims. Poor leadership is playing a key part in the decline of reputable insurance companies. This is widely reported in the media, with thousands of customers unhappy over corruption and poorly trained staff who are unable to settle claims fairly and quickly( www.fca.org).

The Ombudsman can resolve a claim, but there is currently an eight-month backlog. Due to Admiral EUI Limited's size, it faces numerous lawsuits. Again, instead of wasting resources when cases get too far. It would be far more effective and ethical for Admiral Insurance to settle claims quickly. This results in a fair resolution for everyone, known as a win-win. Ethical leadership from the top needs to change the culture. 

The Oscar model of leadership could be adopted within the organisation to review the outcomes of their lack of trust in insurance and low consumer confidence, and to provide choices on how to improve, take appropriate action, and review. Ultimate responsibility for performance resides with the manager. They cannot walk away and say ‘job done’. They need to be managing the performance of their staff on an ongoing basis. The OSCAR Coaching Model is the ideal framework to enable managers to use coaching techniques to unleash the potential of their team - whilst ensuring that a robust and ongoing process of performance evaluation and review is created. ( Gilbert, A and Whittleworth, K,J 2009). 

There is an online group with over 900 customers who have experienced inappropriate behaviour from Admiral Insurer. The top reasons are poor customer service, slow responses and claims take too long to resolve. The claims are then moved to the Ombudsman, and there is an eight-month backlog. Often, the regulator and the Ombudsman side with the insurer; this is not the right approach. Thousands of clients have now turned to online platforms as their only way to reach a wider audience. The UK Government and FCA should take action to address this institutional financial fraud, as they are dealing with public money. 
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Impact on performance 

Admiral's profits increase rapidly because it dominates the insurance market, with a market share of nearly 20%. The CMA Monopolies Commission states that when an organisation reaches 25%, it can investigate. The Competition Commission is the UK body set up in 1998 to regulate mergers and monopoly power in UK markets. Due to thousands of people being unhappy with their insurers, the UK is currently in a state of hyper tension. It is simple acts of kindness that make people feel good (Sinek, S. 2025). Adopting leading coaching techniques could significantly improve the performance. Common sense, calling people up and apologising for dealing with clients' cases badly, then reaching a resolution quickly, would help Admiral Insurance EUI Limited improve performance. Reviewing and settling all their claims quickly would enhance the customer trust and loyalty.

Performance is directly linked to profits; like many large organisations, they have lost their way. Placing profit over people and not monitoring staff performance and customer perception. 
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Figure 2: LSM ADM Earnings and Revenue History 2025

Since 2020, profits have increased drastically; the Figure 2 graph above clearly shows the issue: the claims are not settled. The extortionate hike in profit is over the expense of our economy. A human is affected by a Road Traffic Accident: they get injured, lose their vehicle, and lose their job. This is an adverse effect, and Insurance companies are asset stripping.  The more machines think for us, the less we think for ourselves (Hefferman, M., 2019). As detailed in the graph, Admiral Group's revenue is £5.24 billion, and its share price rose from 14% to 21%, clearly focused on profit. The group CEO, Milena Modeni, is paid around £5 million a year, which is comparable to other Insurance company CEOs. As outlined, the blue line focuses on profit since 2020. 

Admiral pay staff not to settle, and that’s how they receive bonuses. This highlights red flags to the government and the Ombudsman. In many complaints, it is argued that the Insurance system is not fit for purpose at present. CEO Milena Mondeni require urgent attention to fix their system. Widespread issues with their leadership style, not settling claims and thousands of very unhappy customers. They pay for their insurance, and it does not protect them, leaving the vulnerable person worse off financially. This is a clear breach of FCA regulation and law. Insurance is actually making people's lives worse. This is a very poor practice, given that they are FCA-regulated and the Ombudsman should deal with complaints quickly. The insurance market is in crisis (McKinsey, J 2025). 

In this graph, the Insurance company Admiral states that it made a 90% profit from 2023-2024. There is something significantly wrong in this industry. A whistleblower is required to expose the corruption and deregulation of this broken and corrupt industry.

The character's dysfunctional quality is that it's all about profit, with no consideration for the people it serves. Insurance leadership is a very bad quality; the toxic leadership is enabling the organisation to make exorbitant profit.

Admiral has leadership development programmes, but its level 2 juniors are dealing with very serious car-related motor accidents. Many of whom are not trained or qualified to deal with high-level enquiries. The industry is rife with corruption and malpractice. 

Leaders have a vital role to play in understanding their own strengths. Milena Modeni, CEO, is more obsessed with profit than ensuring the Insurance organisation is run effectively and delivers a good service paid for by public money. The leadership is poor; they focus on shareholder profits and making money from vulnerable victims. 

8-Insurance Corruption

Eleven other insurance companies are under investigation by the FCA for widespread insurance corruption that is adversely affecting millions of people across the UK. The insurance industry requires stronger regulation and be held accountable; for example, it should settle closer to 90% of all claims, as there is an element of false claims. Overall, when people need insurance, it is the last resort. When big insurance companies do not settle, this can often leave the vulnerable person in financial difficulty. In America, they settle claims very quickly, sometimes within 2-4 weeks after an accident (Steinger, M 2025). They understand that resolving quickly saves time and money.

In September 2025, a Super complaint was launched against the Insurance Industry, stating it is ‘ Broken’ ( Peachy, K 2025). The key factors are poor customer service and undervaluing or failing to settle claims. One article suggests £50 million has been set aside for Admiral customers who have not settled since 2019. In terms of leadership, why is the industry so corrupt? This industry should face much more scrutiny and stricter regulation. The FCA need to improve; for some reason, allowing these institutions to dominate and create a monopoly is not acceptable.

Changing your mindset as a leader is important, learning from experience, good and bad, asking for feedback, and engaging with a business coach. Focus on strengths and what is important for the overall good of people. A good leader is someone who is authentic, charismatic and delivers change. Great leaders have courage, are open and honest. Often, we are outside our comfort zone. ( Sinek,S 2025) Consistency is key to being an effective leader.  Insurance companies, and in particular Admiral, have been spreading misinformation through inaccurate sources. This can lead to negative, adverse, and slow outcomes and poor results. 

Insurance premiums are rising, which is causing frustration among policyholders. There are now hundreds of clauses within contracts and policies that require you to settle if you need to claim against your insurance. Insurance companies need to be held to full account for toxic leadership and for using the law to enforce, rather than settle, claims. 

In relation to toxic leadership, it is the CEO and Regulators' responsibility to change the way Insurance companies operate to ensure fairness. Poor and unfair practices erode trust, and the public is losing faith in these regulated bodies. The regulator has found substantial evidence of concerns about the mishandling of customers' insurance( Shaw, 2025).

9-Corporate Responsibility 

Large companies like Admiral have a corporate responsibility to go beyond their legal obligations and act ethically and morally. In areas such as community and sustainability (CIPD 2025). Admiral EUI LTD has been a concern for a long time to the government as highlighted in the Motor Insurance Taskforce. Recently, a lot of negative information about the company and its operations has contributed to its toxic culture and leadership. In 2023, the Economic Crime and Corporate Transparency Act 2023 (ECCTA) introduced changes to institutional fraud and the Fraud Act 2006, under which you cannot share false or misleading information and exploitative practices ( Which, 2025). Large monopolies like Admiral have been getting away with poor practice for such a long time, and they seem to be abusing their power. Leading to systemic failures and issues within the Insurance Industry that require a complete review. There is discussion around 270,000 receiving £200 million in insurance compensation after they start improving their processes, but there is still a long way to go ( fca.org).

10- Conclusion

In relation to leadership and ways to improve, the following recommendations are made by this research.  Considerations for all staff to up skills and trained in line with FCA Regulation, and for claim handling skills to be improved, with higher succession rates closer to 90% in settling claims. A culture that settles claims more efficiently and fairly ( G, Adam 2023).

In many leading economies, significant shortfalls in productivity and employee engagement had already been recognised. Our leadership should encourage or significantly reduce stress and boost morale, motivation, creativity, and alignment to become a highly productive and efficient society (Girling, N 2025). At present, the UK is in sleep mode, low productivity, low performers and low aspiration. As a commercial business, this means that the business will not be commercial, if people feel ill, they will not buy products or services. Also, if they do purchase insurance, they need to ensure that their service is high-quality and can deliver when required.
The bigger issue is that regulators are not holding insurance companies to account; they have been left to get away with this toxic leadership for too long. Organisations such as the Ombudsman and the FCA need to serve the public better. ( Hawley, S. & Beizsley,D. 2024) 

The insurance market as a whole requires a complete review and new processes/ procedures in place to service policyholders. Over the last few months, a number of high-profile cases have been proceeding to court, and there has been a complete lack of competence from insurers, who deny claims on a massive scale while making obscene profits. This requires stricter regulation. Due to companies like Admiral Insurance (EUI Limited) having a monopoly and lacking regulation, this has led to poor practices and Institutional financial fraud. The less claims they settle, more profit they attract for their share holders.

This has become the norm for insurance companies. Due to the limited time the Ombudsman and FCA devote to investigating these large companies, this is leading to further failures and toxic leadership throughout the industry. Poor contract management, poor customer service, and little effort to take each case on its merits are failing millions of people. 

According to an online article, there were rife failings back in 2023, little attempt has been made to resolve them, and the Insurance Industry as a whole is rife with corruption. One in four claims is rejected, and this will leave many vulnerable victims with no support, adding to the toxic culture ( Furze, K 2023). 

It's about disrupters and future leaders to change the business-as-usual model and call it out. This poses huge risks; without these radical thinkers and people who stand up to call for radical change, it may never happen.

Redefining our future and investigating systemic corruption are necessary. This research has critically analysed a Welsh-based business, Admiral (EUI Limited), its practices, and the devastating impact of toxic leadership on people's lives. Reviewing different leadership styles and how toxic leadership can impact everyday lives. 

Changing our attitudes and internal processes can often take a very long time to produce significant changes in leadership. Once toxic leadership is at the heart of a company, it's difficult to ensure that new, modern approaches are adopted. Governments, change makers, policy and regulatory bodies need to act quickly to address the growing issue. Huge companies with monopolies and no regulation require swift action to change.

Redefining the future, leadership is important; the bond between leaders and employees has traditionally been the foundation of thriving businesses. ( B, Laker.2023) It's important for Admiral Insurance to address the institutional issues they have and ensure their marketing and organisation have clear messages that match. Improving business standards and improving claim rates to overall match customer satisfaction. Building trust is key both internally and externally to benefit wider society. 
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Admiral Group's 2024 profit hits record level

Admiral's competitive pricing has helped it mitigate the effect of falling motor premiums. It added 1.4




