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ABSTRACT
In recent years, with the continuous progress of information technology, especially the development of artificial intelligence, machine learning and other technologies, many traditional industry enterprises have been impacted by new technologies and challenged by emerging competitors. In order to adapt to the rapidly changing international financial environment and respond to the challenges of the new era, enterprises can only carry out their own reforms to enhance their competitiveness and win the opportunity in the wave of change.
The research object of this article is Morningstar, Inc., a global financial information company whose mission is to empower investors by providing them with accurate financial data and professional financial analysis to help them achieve investment success. Morningstar's main business revenue is nearly 50% sourced from basic financial data services. In the current era of rapid development of information technology, there are more and more ways to obtain financial data, and the speed of acquisition is also increasing. Moreover, the international political and economic environment is constantly impacting Morningstar's global layout. Amidst various crises of internal and external troubles, Morningstar has been conducting organizational changes internally since 2017, hoping to introduce new technologies while changing its operational model to meet the challenges of the new environment.
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Company Introduction
Morningstar, Inc. is a financial information company founded in Chicago, USA. Its main business is to provide investors with professional financial information, fund and stock analysis and rating services, as well as convenient and practical application software and accurate and stable financial data. MORNINGSTAR is currently one of the main investment research institutions in the industry and the founder of international fund ratings. The proposed fund ratings are considered industry norms. MORNINGSTAR is a global international company with subsidiaries in Asia Pacific, Western Europe, and the Americas. Its global office area covers 29 countries and regions, with over 8000 employees worldwide. MORNINGSTAR China Branch was established in 2003. Its data and information services include over 260000 funds, stocks, and other financial securities in the global financial market, serving millions of investors. MORNINGSTAR has always adhered to the neutral third-party value positioning and does not participate in investment transactions, highlighting the independence and objectivity of its fund rating. MORNINGSTAR focuses on helping investors make correct investment judgments and solving the problems of timeliness, accuracy, and professionalism in obtaining financial data worldwide for ordinary investors.
In the current era of rapid development of information technology, there are more and more ways to obtain financial data, and the speed of acquisition is also increasing. Moreover, the international political and economic environment is constantly impacting the global layout of MORNINGSTAR, INC. Amidst various crises of internal and external troubles, MORNINGSTAR and INC hope to introduce new technologies while changing their organizational operating models to meet the challenges of the new environment.
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[bookmark: _Toc134100288]Internal advantage analysis
MORNINGSTAR, as a well-established financial consulting company headquartered in the United States, has a history of 34 years since its establishment. From a data provider solely for fund managers, it has gradually developed into a multinational financial consulting company with branches and offices in more than ten countries such as the Americas and Eurasia. Its biggest advantage lies in its years of cultivation in the financial industry and financial data analysis business. MORNINGSTAR has collected and integrated over 80% of global financial market data through its branches and offices in different countries, through technical means and business cooperation. In the global financial field, MORNINGSTAR maintains good cooperative relationships with multiple fund companies, securities firms, and thousands of top fund managers in the industry. It can be said that MORNINGSTAR has a strong foundation and competitive capital in the financial data industry and financial consulting field.
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However, as an established traditional consulting company, MORNINGSTAR also has its own disadvantages. For a long time, MORNINGSTAR has maintained a profit model with financial data as the underlying foundation and consulting and analysis as the core business. Although we have always maintained a keen business acumen in terms of products and tools for investors. However, in terms of financial data, which is the foundation of its entire enterprise value building, it has always maintained a relatively outdated operating method - based on human data collection and analysis. Although MORNINGSTAR has undergone multiple technological upgrades before this, its data collection and analysis methods are gradually unable to keep up with the increasingly complex international financial markets and different financial regulatory regulations in various countries. At the same time, MORNINGSTAR currently concentrates its core technology centers in the United States and China, and its market layout is too single. In the face of increasingly fierce international competition, its operating costs are also increasing.
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MORNINGSTAR's senior management has also attempted to change the current organizational structure and technical system through multiple strategic transformations and organizational changes in the past. In recent years, it can be seen that the rise and development of markets in South and Southeast Asia have provided possibilities for MORNINGSTAR to explore new markets and reduce centralized coupling and systemic risks. Especially in recent years, MORNINGSTAR's branch in India has achieved good development. With its relatively late establishment of a technical team, it has achieved rapid development thanks to India's rapidly developing IT market and deep accumulation of IT technical personnel. The entire Indian branch operates well, with higher technical levels and lower operating costs. Strengthening the functions of the Indian branch and diversifying the reliance of Asia Pacific and even global businesses on a single data center in China has become one of the strategic development directions widely recognized by MORNINGSTAR's senior management.
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With the development of information technology, all kinds of traditional industries have gradually started to develop into more efficient and intelligent technology fields after the initial rounds of Digital transformation. In the financial industry, relying on the development of emerging IT technologies such as artificial intelligence, more and more entrepreneurial internet companies are joining the competition in the financial field, especially in the field of financial data analysis. Based on high-tech, some competitors not only have caught up with the advantages of established companies such as MORNINGSTAR in data collection and accumulation, but also have a faint trend of catching up in quantitative analysis, real-time data collection, and other aspects. Fin tech relies on its innovative financial data capture algorithm to provide users with real-time transaction data, posing a significant threat to MORNINGSTAR in the US market.
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	Forces / Drivers of Change
	Forces / Resistors of Change

	The Flourishing Development of Artificial Intelligence (4)
Aging of organizational management mode (4)
Tight working capital (3)
Poor cooperation among functional departments (3)
	Employee resistance (4)
Misunderstanding and failure to reach consensus (4)
Mutual competition and lack of cooperation (3)

	Total:14
	Total:11
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(1) The Flourishing Development of Artificial Intelligence -4
In the context of technological transformation and upgrading, the rapidly developing artificial intelligence technology in recent years has also been frequently applied to traditional financial fields, such as intelligent data collection, intelligent data analysis, machine learning, intelligent recognition, etc. Emerging information technology is bringing new profit growth points to the financial analysis and information industry. MORNINGSTAR, INC, as a leader in the industry, also has to face the huge changes brought about by the new round of technological innovation and needs to actively face technological transformation. However, as a traditional financial analysis and information company, MORNINGSTAR used to heavily rely on professional analytical talents and underestimate the operational model of data collection, causing the company to face the dilemma of starting late in technological transformation and lacking key talents.
(2) Aging of organizational management mode -4
At present, MORNINGSTAR, INC's traditional operation method of large departments and projects has resulted in a large number of bloated organizational structures, making it difficult to flexibly respond to market changes. Each business unit and major department has set different transformation goals in the face of different segmented markets and customer relationships, but there are obstacles in cooperation. The management of various regional branches by the headquarters still relies on the independent execution and management capabilities of local teams.
(3) Tightening Working Capital -3
While facing the deteriorating external environment, the problems hidden within MORNINGSTAR's internal operations are also becoming increasingly prominent. For example, internal friction is generated due to a lack of coordination within the company, which leads to insufficient utilization of scattered resources within the company, resulting in uneven distribution of human resources and a large amount of waste; The demand in the local market cannot be met due to insufficient resource allocation, and the project needs to be transferred to other teams to complete, greatly increasing the probability of information distortion. A more refined market, more complex data sources, and higher data quality requirements undoubtedly greatly increase operational costs for MORNINGSTAR and INC, which still rely on a large amount of manpower for data collection and analysis. The waste in the product operation process has also become one of the core issues that top management is troubled by.
(4) Poor cooperation among functional departments -3
MORNINGSTAR has clear departmental functions, but there are some issues with inter departmental cooperation. The traditional chimney style organizational structure has created a clear departmental wall and mountain culture, and the organizational structure in different regional branches reflects the problem of intelligent overlap and market intersection. MORNINGSTAR, INC advocates a culture of 'Great People Great Company', emphasizing the role of personal abilities and influence in company operations. At the level of inter departmental coordination and cooperation, it also relies on the management and collaboration abilities of leaders. This can easily lead to bottlenecks in projects and market challenges that emphasize cross regional collaboration and resource coordination due to insufficient personal influence of key roles.
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(1) Employee resistance -4
The company's cohesion and employees' lack of identification with the company. In MORNINGSTAR, many middle and grassroots managers and employees hold a indifferent or even resistant attitude towards change. The managers of MORNINGSTAR underestimated the difficulty of employees getting out of their comfort zone, and this understanding and execution error limited the strategy and execution of high-level changes, causing the company's change to stagnate.
(2) Understanding bias and failure to reach consensus -4
In MORNINGSTAR, INC, due to the organizational structure of each branch having its own regional presidents and the "mountain top" formed by long-term dependence, it is difficult for the senior management of the company initiating the change to quickly build their alliance that drives the change. Without a strong enough guiding alliance, change will encounter insurmountable difficulties. In the short term, some achievements may be achieved, but in the long run, they will always be hindered by opposing forces and ultimately end up without progress. Some middle management in MORNINGSTAR do not fully agree with the company's change strategies and decisions due to their different understanding of the change goals and background, but instead react negatively to the change from the interests of small teams or even individuals.
(3) Mutual competition and lack of cooperation -3
There may be competition issues between different teams in MORNINGSTAR, where they view each other as competitors and lack a win-win cooperation attitude, resulting in slow progress of change projects. Additionally, due to differences in material incentives and compensation mechanisms in different countries and regions, it is difficult to implement cross regional change coordination strategies.
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Lewin 's three-step process sees change as a disruption to organizational balance, known as thawing. Once thawing is completed, it is possible to implement its own changes, but simply introducing changes does not guarantee its sustainability, and the new state needs to be re frozen. Only in this way can it be maintained for a considerable period of time. Therefore, the purpose of thawing again is to stabilize the new state by balancing the driving and restraining forces.
The first step is to thaw the original state. According to force field analysis, in this step, MORNINGSTAR's senior management needs to explain their emergency situation to employees and clients, as well as the necessity of making changes due to technological development and organizational management.
The second step is change, and MORNINGSTAR needs to unite the entire organization under a cohesive vision. This vision not only includes a certain statement of its mission, philosophy, and strategic goals, but also requires a very clear outline of the organization's ideal future. It is metaphorically referred to as "organizing dreams - unleashing imagination, encouraging people to rethink possible situations".
The third step is to thaw again, and the focus of this step is to give members the opportunity to test whether the new attitude and behavior are in line with their specific situation. Members' initial identification with the role model may be minimal and should be sustained through encouragement.



[bookmark: _Toc134100296]Kotter's Eight Step Method
Kotter's eight step approach to change is currently the most highly regarded practical guidance process for change. Firstly, it believes that change should start with establishing employees' sense of urgency, and the first step is to make people realize that change needs to occur from a mental perspective. Then, gather activists to become a leading team, lead the change, and jointly design the company's future vision, forming a tangible consensus on goals, and widely synchronize the change vision, making it a vision for everyone and empowering the frontline team. Encourage each student involved in the change to actively promote their own participation in the change. More importantly, highlighting and strengthening the results of short-term victories can be a friendly way to help people believe in the positive impact of change and believe they are doing the right thing. After achieving certain results, it can be widely implemented to promote the continuous deepening of change. Finally, precipitate all achievements from the perspective of company culture.
Under the premise of Kotter's eight step approach to change, I believe that employee emotions are also an essential part of the change process. It revolves around change and is constantly changing. It is necessary to pay full attention to employee emotions during the change process and guide them on the path of embracing change.
At the initial launch of the change project, employees were not directly aware of the change and their direct impact, and their emotions were still rising. However, as the change progressed, the impact of the change on individuals became increasingly apparent. Employees began to understand the impact of the change on their personal lives, which made it easier for them to develop opposition and express their dissatisfaction with the change. But this process is like bottoming out and rebounding. After a period of continuous emotional decline, there will be a turning point for employees to understand the background, sympathize with the business, enter the trial stage, and gradually as the progress and certainty of the change project increase, this change is more easily understood by employees, become a learning active member of the change, and begin to have a fission effect, affecting more people, Sediment the culture and atmosphere of change.
The transformation itself needs to attach importance to the role of people. Only by taking care of employees comfortably, establishing sufficient trust, and gaining subjective recognition from employees can it greatly drive them to carry out the transformation and greatly improve the success rate of the transformation.
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Use stakeholder analysis to evaluate the attitudes of internal and external stakeholders towards organizational change, develop communication strategies, and facilitate the advancement of change.
1) For those who have low power and interest in MORNINGSTAR, such as the company's competitors, media, and natural environment, their influence on the company's decision-making is relatively low, and they can only pay simple attention without spending too much energy on them.
2) For those who have high power and low interest in MORNINGSTAR, such as middle management and employees, MORNINGSTAR should maintain continuous attention and conduct communication to ensure that they will not affect the decision-making of the organization.
3) For those who have a high interest in MORNINGSTAR but low power, such as government departments and partners, MORNINGSTAR needs to understand their situation and listen to their opinions.
4) The most important ones are those who have a high interest in MORNINGSTAR and a high degree of power, mainly including shareholders, senior management, and clients. It is necessary to closely monitor these people, gain their support, and understand the reasons for their opposition.
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Through the analysis of MORNINGSTAR's motivation for change, it was found that the occurrence of MORNINGSTAR's change is an inevitable event. MORNINGSTAR has conducted necessary preliminary analysis in promoting change. In the analysis of the impact of change, the focus was on the technical and process aspects of MORNINGSTAR. It was found that MORNINGSTAR did not find many preferential policies towards the human resources department during the implementation process. The team's manpower abundance and professionalism directly affect whether communication and organizational culture work can be done properly during the change implementation process, and there may be a lack of personnel to implement policies such as employee development. This is also one of the reasons why the work atmosphere of MORNINGSTAR employees was depressed and the turnover rate increased in the later stage of the change.
Secondly, MORNINGSTAR evaluated the company's readiness for change through a questionnaire. However, this evaluation only focused on employees and past experience, and did not effectively analyze market reactions, customer relationships, and most importantly, company management, as well as the attitudes and perspectives of middle and grassroots leaders towards change. This has resulted in a relatively one-sided analysis of the results of change preparedness. And the implementation of MORNINGSTAR transformation is carried out in a pilot manner, and after achieving certain results in the pilot area, it is promoted to other departments and regions. This transformation strategy may seem very stable at first glance, but it is rare to know that every change should update all change analysis and evaluation in order to ensure that the implementation of the change is close to the current organizational background when expanding the scope and target group.
[image: ]
MORNINGSTAR company turnover rate
Finally, it is precisely because the analysis and planning considerations were not careful and meticulous enough that even though MORNINGSTAR had systematically planned before the change, it still encountered many obstacles during the implementation process. Due to the lack of understanding of the change vision by all employees and the lack of change alliances, there was no way to resist the impact of change opponents, let alone preserve the fruits of phased victories, and the results of change were more likely to be overturned.
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MORNINGSTAR has defined the goals of transformation through a focus on technological upgrading and supplemented by organizational structure transformation, aiming to respond to crises and achieve successful transformation of the enterprise through the introduction of new technologies and corresponding organizational structure adjustments. During this process, MORNINGSTAR needs to undergo changes and adjustments. In the process of implementing MORNINGSTAR's transformation, it is necessary to consider the upgrading of technological innovation, talent guarantee, organizational formation, operational mode, and other aspects. This is a relatively comprehensive transformation adjustment, which requires MORNINGSTAR to conduct in-depth systematic planning, and the coordination and support between factors to ensure the effective preservation of the transformation results, thereby accumulating the transformation results until qualitative changes occur.
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Firstly, in any change, the leadership team has a decisive impact on the success of the change. The leader of change should not be a single person, he should be a group of people, a change leadership team. In addition, the abilities and skills of the change team should also be improved as the change progresses. Through learning and training, the change management team can progress together with the evolution of the actual situation, constantly keeping up with the pace and current situation of the change. MORNINGSTAR needs to establish a reliable change leadership team in the early stages of the change operation to avoid the problem of being unable to advance the change process due to excessive reliance on the personal abilities and influence of a single local change owner after their sudden departure.
Secondly, a significant portion of the key resistance to change comes from employees' lack of understanding, which is precisely due to the fact that
The communication and publicity work is not deep enough. MORNINGSTAR's change team needs to recognize the importance of change communication in the early stages of change preparation, and design different communication strategies and promotional methods based on the company's cross regional and multicultural characteristics of employees, in order to alleviate some of the obstacles in the enterprise's change process.
Thirdly, the middle-level cadres who bear the brunt of the change and generate opposition are those who, on the one hand, understand some of the background of the change,
On the other hand, their team organizational structure may change due to changes. If certain businesses no longer belong to themselves, certain employees need to undergo restructuring and no longer maintain their inherent team. These changes are very common change operations in the process before the transformation is successful, and are prone to middle-level resistance. MORNINGSTAR needs to promptly address middle-level resistance.
Fourthly, change is not something that can be achieved overnight. When phased victories are ignored and ignored, the motivation for change to continue will also decrease. MORNINGSTAR needs to set future ultimate goals in the early stages, as well as milestone milestones for immediate motivation and clear milestones to maintain team confidence.
Finally, whether the change is in progress or has ended, the culture shock on the current company is enormous. MORNINGSTAR needs to integrate the advocated new work methods, new values, and corporate culture, integrate the results of change into organizational culture, and form long-term influence.
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