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Research question

How are underlying mechanisms influencing 

the enablement of configuration management?

Findings

Discussion

Introduction

Semi-structured 
interviews

Exactly 90 interviews were 
conducted with 88 informants 
in the organization’s value 
chain.

Archival study

There are 19 separate archival 
data items in total, consisting 
of investigation reports, 
project (initiation) documents, 
presentation slides, 
and roadmaps.

Build causal loop 
diagram (CLD)

Five key informants were 
interviewed in separate 
sessions. The selected 
participants hold positions that 
provide them with 
organization-wide insight or 
are considered CM experts.

Expert & group 
validation

A presentation on the findings 
was held for over 60 
interviewees and change-
makers within the 
organization.

"The disadvantage of CM is that I almost always have to do 

something to make your life better, and I have enough to do."

"We actually do quite a lot, but we do 

it all scattered. There are many 

people with local files. We sometimes 

have department tools that keep track 

of some phases to make their work 

easier. But if you want to combine all 

that, you have to cut and paste emails 

and Excel sheets together."

❖Inductive longitudinal case 

study (Yin, 2017) to obtain 

new theory from empirical 

research (Siggelkow, 2007). 

❖The study follows the 

theoretical sampling logic to 

develop a theory (Eisenhardt 

& Graebner, 2007).

❖The case study is used to 

understand the repeating 

feedback loops influencing 

CM and create a CLD 

(Sterman, 2000).

Seven mechanisms in Figure 1 drive the dynamics influencing the 

enablement of CM. The first mechanism explains why the 

organization fails to approach improvements company-wide. 

Additionally, for the same reason as mechanism one, the 

organization tends to stay as far as possible from formal processes, 

as seen in mechanism two. Mechanism three represents a short 

reinforcing loop that hinders standardization due to the presence of 

the variable autonomous emergent initiatives, which is both 

symbolically and functionally central in the model and functions as 

a bottleneck for configuration management and other disciplines 

within the organization. Mechanism four demonstrates by two 

means that gaining a mandate by recognizing added value is a 

prerequisite for standardization to ensure processes are followed up. 

On the models’ left side, mechanism five demonstrates that the 

current CM setup will never achieve its intended benefits and 

continuously reinforces itself negatively. This mechanism is 

strengthened by the sixth mechanism, which shows that an increased 

administrative burden is intended to reduce actual configuration 

quality. Mechanism seven illustrates that CM depends on the quality 

of central information instead of only a subset of the whole 

configuration. The subsequent sections provide a detailed 

explanation of the individual underlying mechanisms, supported by 

accompanying narratives.

Figure 1: Causal loop diagram overview

This study investigates the dynamics influencing the enablement of configuration management 

(CM) in a complex, high-tech, innovation-driven organization. The remedy CM entails 

establishing and protecting the product (component) integrity throughout its lifespan. This 

lifecycle starts with establishing user needs and defining product requirements, followed by 

processes such as development, testing, delivery, installation, operation, maintenance, and 

retirement (EIA-649, 2011). It is important to consider the dimension of time, as previous 

research only provides certain conditions for the establishment of CM but does not explore how 

these conditions influence one another. The research focuses on the challenges of implementing 

CM as a holistic, organization-wide capability. 

CM is an end-to-end discipline closely tied to information management, essential for leveraging structured 

configuration data in high-tech organizations. Existing literature on CM enablement does not adopt a non-linear 

systems perspective, which is necessary for effectively navigating the complexities of CM in fast-paced commercial 

environments. Incorporating this dynamic perspective is vital, as the element of time impacts how changes evolve. 

This research shows that structured, high-quality configuration information is the foundation and thus key enabler for 

successful CM implementation. However, this enabler is continuously negatively affected by underlying mechanisms. 

The inadequate presence of organizational fundamentals—siloed practices, governance issues, and employee 

behavior—results in autonomous initiatives that act as a bottleneck for CM enablement. The CLD illustrates how these 

organizational dynamics, driven by conflicting managerial & organizational priorities and fragmented efforts, create 

feedback loops that disable CM by fostering isolated improvements rather than integrated solutions. An additional 

layer of complexity is introduced by the paradoxes, such as the tension between exploration and exploitation, which 

are demonstrated through feedback loops and further complicate CM enablement. This study offers a framework for 

navigating the complexities of CM enablement, emphasizing that overcoming paradoxes and enhancing collaboration 

are vital to significant organizational improvement. 

"It is kind of like, you get in an airplane and while it starts to fly, 

we are still screwing around with the engines, because the plane 

does not fly fast enough yet, we latterly will fix it in this way."

Figure 2: Commonality and robustness causal loop diagram

The percentage associated with 

each variable in Figure 2 represents 

the proportion of interviewees who 

provided at least one substantiated 

explanation for the corresponding 

factor. Regarding the relationships 

between the variables, the thickness 

of the arrow indicates the number 

of distinct individuals who 

identified a particular relationship. 
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