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[bookmark: _Toc140085673]Executive Summary
This paper mainly uses Lewin's Force-field analysis, stakeholder map, Kotter's eight step model and other change management models to analyze and evaluate the enterprise reform completed by Morningstar, Inc. in 2020, as well as various frameworks in reform management.
The full text can be divided into four parts: introduction, main text, conclusion, and recommendation. After a brief introduction, the main body will be elaborated from eight aspects. Firstly, provide a brief statement on the definition of organizational change, introduce the business overview of Morningstar, Inc., and the context in which the change occurred. Next, provide an overview of Morningstar, Inc.'s change plan and content, and analyze the driving and constraining forces, stakeholders, and process of Morningstar, Inc.'s change. Afterwards, evaluate the results of the change. After the main section, a summary of the changes made by Morningstar, Inc. is provided, and finally suggestions are provided to help Morningstar, Inc. improve and improve the changes.


[bookmark: _Toc140085674]I. Introduction
Morningstar, Inc. completed a four-year enterprise reform in 2020. This article will analyze and evaluate Morningstar, In's change plan in detail from the perspective of change management. Then, combined with the era background of rapid development of information technology, relevant suggestions will be put forward for the future development of Morningstar, In.

[bookmark: _Toc134100287][bookmark: _Toc140085675]II. Main Findings
[bookmark: _Toc140085676]2.1 Definition of Organizational Change
Organizational change refers to the process in which an organization adjusts, improves, and innovates its elements, such as management philosophy, work methods, organizational structure, personnel allocation, organizational culture, and technology, in a timely manner based on changes in both internal and external environments (Carnall, Todnem. 2014). Organizational change should have its basic goals, which in general should include the following three aspects: making the organization more environmentally adaptable, making managers more environmentally adaptable, and making employees more environmentally adaptable. In this article, the theory of organizational change will be used to explain the reasons why enterprises need change and provide theoretical guidance (Peter Drucker. 2014. P.67).

[bookmark: _Toc140085677]2.2 Business Introduction
Morningstar, Inc. is a financial information company founded in Chicago, USA, aiming to provide investors with professional financial information, analysis and rating of funds and stocks, as well as convenient and practical application software and accurate financial data. Morningstar is one of the leading investment research institutions in the United States and an authoritative international fund rating agency (Investopedia. 2020). Morningstar is a multinational company with subsidiaries in Asia, the Americas, and Western Europe. Its global office covers 29 countries and regions, with over 8000 employees worldwide. In 2003, Morningstar established a branch in China, providing investors worldwide with data and information on over 260000 fund and stock investments, as well as analytical tools. 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 (Baidu Baike. 2020).
Morningstar focuses on helping individual investors make the right investment decisions, by objectively and comprehensively analyzing and comparing, to help them determine complete investment plans that meet their individual needs and characteristics (Morningstar (China) Research Center. 2020).

[bookmark: _Toc140085678]2.3 Background of Change
As the globalized market ushers in the era of knowledge economy, the development of information technology, mainly represented by internet technology, further drives the development of economy and society (Zhao Xiaomeng. 2018. p. 109), and the ways to obtain financial data are becoming increasingly diverse. These factors are constantly impacting the global layout of Morningstar, INC. In this context, Morningstar and INC hope to change the operational model of the organization through organizational change, in order to meet the challenges in the new environment.

[bookmark: _Toc140085679]2.4 Plan and Content of Change
2.4.1 Change Plan
The transformation process of Morningstar, Inc. lasted for nearly four years, starting from the discovery of organizational problems in 2016. The specific implementation of the change lasted from April 2017 to June 2020. The following is a time dimension record of the entire process of Morningstar, Inc.'s transformation.
	Time
	Content

	2016.12
	Discover problems

	2017.4
	Change Goal Setting

	2017.5-2020.5
	Change implementation

	2020.6
	Phased results of change


2.4.2 Change content
Through a comprehensive review and extensive employee interviews, Morningstar, Inc. has set three goals for this change: technological upgrading, business strategy upgrading, and organizational structure upgrading. During the implementation of the change, an overall planning was carried out to support the three major goals, and the relevant change content was split and managed, with independent sub project modules, promoting various parallel sub projects (Reinventing Organizations Wiki. 2021).
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Figure 1: Change Implementation Framework
From the framework of change implementation, it can be seen that Morningstar, Inc. has taken into account the upgrading of technological innovation, talent protection, organizational formation, operational mode, and other aspects. It can be seen that change is not simply a series of measures to pile up. It requires in-depth systematic planning, and the coordination and support between factors in order to ensure the effective preservation of change results and accumulate them until qualitative changes occur (Ye Jianliang, Zhu Xiwei, Huang Xianhai. 2019).

[bookmark: _Toc140085680]2.5 Force Field Analysis
Force-field analysis is a tool for analyzing the positive and negative aspects of expected changes (Cameron, E. & Green, M. 2020). The following is the Force-field analysis of Morningstar and Inc's changes. The total score of Morningstar and Inc's driving force is 15 points, and the resistance is only 11 points, so the change finally took place.
	Forces / Drivers of Change
	Forces / Resistors of Change

	The Flourishing Development of Artificial Intelligence (5)
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


2.5.1 Drivers of change
(1) The Flourishing Development of Artificial Intelligence -5
In the environment of technology transformation and upgrading, the rapid development of AI technology in recent years has also been frequently applied to the traditional financial field, 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 (Zhao Xiaomeng. 2018. p. 111). 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) Obsolete organizational management model -4
Morningstar, INC operates in a traditional departmental manner, which results in a bloated organizational structure and makes it difficult to cope with 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; Due to insufficient resource allocation to meet the needs of the local market, the project needs to be transferred to other teams for completion, greatly increasing the probability of information distortion. For Morningstar.INC, which still rely on a large amount of manpower for data collection and analysis, achieving a refined market and higher data quality will greatly increase operational costs. The waste in the product operation process has also become one of the core issues that top management is troubled by (Tang Bei. 2019).
(4) Poor cooperation among functional departments -3
The functions of each department of Morningstar are clear, but there are problems with cooperation between departments; Its traditional vertical organizational structure has caused barriers between various departments within the company; There is also a problem of market intersection between branches in different regions. Morningstar, INC advocates a culture of 'Great People Great Company' that emphasizes individual abilities, while coordination between departments also relies on the abilities of leaders; This can easily lead to bottlenecks in cross regional cooperation projects due to insufficient personal abilities of important roles (Li Cuizhen. 2012).
2.5.2 Resistance factors to change
(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 for employees to walk out of the Comfort zone. This error in understanding and implementation limits the strategy and implementation of high-level changes, which makes the company's change stagnate (Luo Yuanjing, Li Yanping, Du Jing. 2019).
(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 (Kotter, J. P. 2009). 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 (Drucker, P. 2009). Some middle-level managers in Morningstar do not fully agree with the company's change strategies and decisions due to their different understandings of change goals and backgrounds. Instead, they approach change negatively from the perspective of small teams or even personal interests.
(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 (Ding Zhishan. 2019. P.108).

[bookmark: _Toc140085681]2.6 Stakeholder Analysis
Stakeholder analysis is used to analyze all individuals and organizations related to customer interests, helping customers distinguish the impact of significant stakeholders on the strategy when formulating it (Hayes, J. 2018). The following figure shows the stakeholder map of Morningstar:
[image: ]
Use stakeholder analysis to evaluate the attitudes of internal and external stakeholders towards organizational change, develop communication strategies, and facilitate the advancement of change (Burnes, B. 2017).
01. 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.
02. For those who have high power and low interest in Morningstar, such as middle managers and employees, Morningstar should maintain continuous attention and engage in communication to ensure that they do not affect organizational decisions (WANG Dong dong, HE Jie 2019).
03. 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 (Shan Xuchang, Yang Baiyin. 2019).
04. 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 (Zhu Yongming, Qiu Wenjing, Zhao Jian. 2019).

[bookmark: _Toc140085682]2.7 The process of change
01. Establish a sense of urgency
In the stage of change planning, Morningstar needs to effectively promote and reveal the reasons and inevitability of the change, establish a sufficient sense of urgency, and enable employees and managers to understand the necessity and inevitability of the change, in order to enable employees to understand and accept the reform that makes significant adjustments to the current situation (Wang Yuhua. 2012).
02. Establish a Guidance Alliance
In Morningstar, managers need to find change leaders and stakeholders within the enterprise who understand and support the vision of change, gain their support, involve many members from various departments and company levels, and maintain team diversity to promote change (Shi Wenliang. 2011).
03. Develop Vision
Morningstar needs to identify the core values reflected in the change and ensure that the vision is simple and understandable enough to develop a mission statement or express the vision in one to two sentences. Stakeholders are involved in the development of the vision during the process, and then strategies related to the vision are developed (Liu Hong. 2018. P.22).
04. Share Vision
Morningstar needs to incorporate the vision into daily life and communicate the vision and strategy as repeatedly and frequently as possible; Encourage employees to provide feedback and openly address issues (John P. Kotter. 2014). We can utilize all communication channels and platforms of the enterprise to promote our vision.
05. Clear obstacles
In the face of obstacles such as employees' discomfort and resistance to change, Morningstar can provide necessary training, guidance, and guidance to employees, so that they can successfully face challenges. At the same time, it is necessary to carefully investigate and diagnose, and truthfully disclose the problems discovered from an objective perspective.
06, Creating Short Term Victory
Morningstar needs to break down change projects into specific small goals, such as finding short-term projects with low costs, developing plans that help reduce costs, improve processes, increase profits, etc (Tan Xiaofang. 2013). Then reward and recognize the members who have made contributions to achieving the goals.
07. Consolidate change
Morningstar can establish an effective reward and punishment mechanism, timely motivate employees and teams who have made outstanding contributions to change, and greatly reduce resistance in change. In implementation, in addition to setting objective and visible goals, sufficient incentives should also be given to outstanding talents and teams who can exceed the goals.
08, Anchoring Change
Morningstar can strengthen the connection between employees within the enterprise, reduce communication costs, and provide more effective means for change promotion by introducing new technological means, such as new information technology (Pavel Kral, Vera Kralova. 2016). In addition, Morningstar also needs to seize every possible opportunity to discuss progress and share success stories from the change vision. Regularly and continuously carry out activities and behaviors that are important to the enterprise, instilling the core values of change into every new employee and onboarding training process (Chen Shouhuan. 2018).

[bookmark: _Toc140085683]2.8 Results of Change
1. Technological innovation: The introduction of artificial intelligence mainly reflects the core field of data collection and analysis in the company. Morningstar built the first version of the intelligent data collection pilot system in 2018; This system can automatically analyze and recognize network data obtained by data crawlers through machine learning, and classify and label the data. Morningstar applied it to a pilot project for branch data analysis, which underwent a 3-month trial run. It effectively replaced the original 200 person data collection team and improved data accuracy by 18%, data coverage by 16%, and the timeliness of data extraction within 24 hours by 34%, greatly reducing labor costs.
2. Reduced operating costs. Due to the new layout of globalization, especially the reuse of the Mumbai team in India, most expensive labor has been replaced by low-cost labor in Mumbai. Moreover, due to local laws, the Mumbai data center has a night shift nature and can self cover 24-hour * 5d services in three shifts, saving a significant portion of the company's operating costs (Feng Jiao, Zhang Liguo, Fan Chao. 2019).
3. The emergence of talents
Due to the introduction of emerging technologies and the operation of multiple sub projects within the company, a group of frontline talents have emerged, mainly focusing on professionals with artificial intelligence data engineer skills and project management professionals who can coordinate and coordinate project development. We have laid a solid talent foundation for the continuous transformation and innovative projects of the company in the future.
4. Executive turnover: After the division and restructuring of the business group, it has caused internal executive turnover within the company, especially in China, a division with 1/8 of the company's employees. Two important positions, the President of the China region and the Director of the Data Department, have successively resigned, resulting in a decline in the quality of the data business that the company relies on to support, affecting the company's reputation.
5. Elimination of work atmosphere: Along with it, employees' anxiety, rejection of new technologies, and confusion about the company's new layout all contribute to a negative work atmosphere. The human resources department has been struggling to retain excellent employees in the company all day, actively organizing various activities but with little response, unable to mobilize employees' passion from the root. After the epidemic, overseas executives of the company found it difficult to provide close guidance on change work, and the communication problems caused by remote work deepened the gap between employees and managers. The series of reactions caused by the company's change cannot be effectively alleviated, making it difficult to describe the change as successful.

[bookmark: _Toc140085684]III. Conclusions
This article uses different models to analyze Morningstar's transformation plan, which focuses on technological upgrading and organizational structure transformation. It hopes to respond to crises with new technologies and organizational structure adjustments, and achieve successful transformation of the enterprise. From our position analysis, we conclude that the driving force is greater than the resistance, indicating that change is bound to occur.
From the results of the transformation, Morningstar's transformation was not very successful. The lack of sufficient communication and employee comfort during the implementation of the change is the main reason for the decline in the work atmosphere and increased turnover rate of Morningstar employees in the later stages of the change. Only by coordinating and supporting various factors can we ensure the effective preservation of the results of change, and thus accumulate them until a qualitative change occurs.

[bookmark: _Toc140085685]IV. Recommendations
Firstly, in the process of change, the role of leadership has a decisive impact on the success 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 individuals after their sudden departure (Gao Jingmei, Chen Fu. 2013).
Secondly, a large part of the resistance to change comes from employees' lack of understanding, which means that communication and work are not deep enough (Gao Jun. 2009). Morningstar's change team needs to recognize the importance of communication in the initial preparation stage, and design different communication strategies and promotion methods based on the characteristics of different regions and cultures to reduce resistance in the enterprise's change process.
Thirdly, the middle level cadres are the first to generate opposition during the change, and their team organizational structure may change due to the change. These changes are very common change operations in the process before the transformation is successful, and are prone to middle-level resistance (Wang Ying. 2019). 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 (Cao Ping, Wu Shifeng. 2016. P.205). 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, the change has a great impact on the current Culture shock of the company. Morningstar needs to combine the new working methods and new values advocated with the corporate culture, integrate the results of the change into the organizational culture, and form a long-term influence.
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