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Abstract 

The aim of this paper is to explain how the social process of sensemaking can be supported 

adopting causal maps. Even if the opportunity and the possibility to manage organizational 

identity during the post-acquisition integration has been argued by previous papers, the 

evolution of organizational identity remains a social process that takes place during the 

interaction among people. In fact, an acquisition creates conditions in which differences 

among identities are emphasized. This social process is based on sensemaking, that can be 

defined as the capability to link daily activities with large patterns. The effectiveness of such a 

process within an organization depends on the presence of “common points” across cognitive 

maps of knowledge that each employee develops. After an acquisition these “common points” 

decrease because of a higher ambiguity. A managerial response that is based on clear 

communication and coherent managers’ behaviour can reduce this ambiguity and improve 

sensemaking effectiveness. 

Based on a case study of a M&A in the European banking industry, we argue that after an 

M&A, a managerial response that clarifies organizational identity perception, enhancing 

weaker relationships, improves the effectiveness of sensemaking process reducing the 

ambiguity in multiple identities. People from the acquired bank were requested to elaborate a 

casual map of organizational identity before and after the acquisition. Then common points 

on maps were measured and a “trend of ambiguity” has been calculated. This paper 

illustrate how it is possible to describe the initiatives that the acquiring bank used during 

integration process by using cognitive map and network measurements; similarly, the  effects 

on the level of effectiveness of sensemaking have been calculated. We also described how the 

acquired bank could measure and monitor the level of comprehension of corporate strategy. 

In doing that, the bank can clarify strategic issues related to organizational identity that 

shows a weak level of comprehension. In addition, this paper has three main outcomes. First, 

we explain why the evolution of organizational identity is a social process based on 

sensemaking and how appropriate managerial responses must be monitored and supported at 

social level in order to be effective. Second, it clarifies how cognitive maps can be a 

managerial tool to achieve that result. Cognitive maps allow representing the expected 

organizational identity in a form closer to the mental representation that people build about 

the new reality. Third, it shows that sensemaking process can be measured in terms of 

effectiveness using network measurements. These results can be interesting for both academic 

and practitioners. More in details, managers dealing with acquisition could adopt casual 

maps in order to facilitate sensemaking process and measuring effectiveness of their 

integration strategy. 
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1. Theoretical background 

The concept of sensemaking has been analyzed as a process of continuous social negotiation 

(Weick, 1995). According to Weick, sensemaking is “the act of constructing interpretations of 

ambiguous environmental stimuli” (Weick, 1995). People need to reduce ambiguity and they 

socially look for a new equilibrium that is in continuous progress. Justification (a symbolic 

linkage among single interacts and underlying pattern), Commitment, Interpretation and 

Validation are phases of this process that has as output a collective structure based on a 

cognitive map. Cognitive maps were defined by Tolman (1948) and they are representations 

of our own knowledge that we edit from our organizational experience. They consist of “the 

concepts and the relations a participant uses to understand organizational situations” (Weick, 

2001). A specific form of cognitive map is represented by the causality maps. Causal maps 

link concepts with cause-effect relations. Tolman (1948) contrasted cognitive maps with strip 

maps that are sequences of information where each choice has an appropriate response. 

Differently, a cognitive map allows flexible behavior (Tolman, 1948).  

Use of cognitive maps for describing identities 

Many scholars have studied the analysis of cause maps. In analyzing the extant literature four 

groups of methodologies can be recalled:  

 people who have limited their investigations to maps without loops (Simon, 1957), 

estimating the parameters of the system of equations representing a loopless cause map 

and solving the associated problems of estimation (Tukey, 1954; Blalock, 1969);  

 people who is interested in tracing the antecedents or the positive and negative 

consequents to some event or policy (Axelrod, 1976);  

 people who have looked at the ranking of the variables in a loopless cause map (Harary, 

Norman and Cartwright, 1965; Warfield, 1973); 

 people who have studied the problems of stability and instability introduced by the 

presence of positive and negative loops (Maruyama, 1963; Blalock, 1969, 1971; Brown, 

Roberts, and Spencer, 1972; Roberts, 1973). 

 

Cognitive maps can become a collective cause map in three different ways: assemblage (Hall, 

1984), composite (Eden et Al., 1981) and average (Bougon and Weick, 1977). Hall (1984) 

describes the case of five separate cause maps for five department of Saturday Evening Post. 

Maps were assembled among them because specific goals in one department became policy 

variables in others departments. So, a way to build collective structure can be “identifies 

common elements in diverse cause maps …” (Weick, 2001). A composite causal map derives 

from a teamwork in which people, starting from their own maps, work together to share a 

collective map (Eden et al., 1979). So, at the end, all people had the same map. The third form 

is the average map. It is presented by Bougon and Weick (1977), analyzing the case of Utrecht 

Jazz Orchestra. They asked to each of 19 members to assign causality relationships (zero, +1 



or -1) and then generated a map based on the average (the algebraic mean) of answers. This 

map was different from each individual map but represent the most acceptable solution. 

Bougon, Weick and Binhorst (1977) described in an empirical study about the Uthrect Jazz 

Orchestra (UJO). Authors identified 17 variables that all UJO musicians agreed could be 

referred to their experience. Then they focused on the 14 variables that were homogeneous, 

and excluded others. “Each UJO participant was asked to specify (1) which variables 

influenced which other variables, (2) whether each influence relationship he had identified 

was positive or negative, (3) which relationships he was certain existed, and (4) which of the 

17 variables he felt he could influence personally.” The participant filled the cells of a table 

during 19 structured interviews. For every pair of variables members were asked, "Do you 

find that [variable Y] is of influence on [variable Z]?". They answered yes or no and, for yes-

relationships, indicated the "nature of the relationship". A negative sign was related to a 

decrease in the related variable (inverse relationship) and vice-versa. Authors used a 

methodology that considers loops and they described it in the following way: “we developed 

exploits the fact mentioned earlier that the upper triangle of a standard input-output matrix 

corresponds to a graph without loops flowing in one direction, and that the lower triangle 

corresponds to another graph without loops flowing in the opposite direction. Thus, the flow 

of causality in the graph corresponding to the full matrix reconciles these two antagonisms. 

Either one flow dominates the other, and there will be a net flow of causality in its direction, 

or the two flows cancel each other, and there will be no net flow of causality. In the latter case 

all the variables have a like relation to each other; they are all equally cause and effect; they 

offer no basis for distinguishing one from the other; they therefore offer no criterion by which 

we can order or unfold the cause map.” (Weick and Binhorst, 1977). Based on the upper and 

lower triangle flows each variable can be assigned a number, a criterion that was called 

“generalized indegree or generalized outdegree". The "indegree" is the number of paths 

leading to the variable from other variables; the "outdegree" the number of paths leading from 

it to other variables. Indegree and outdegree allow authors to construct a cause graph. The 

generalized indegree ranking criterion help to build an "average UJO cause map" as the 

algebraic mean of the signed links reported by the 12 participants. Then they plotted 

generalized outdegree rank against generalized indegree rank and noted that did not exist a 

linear association between indegrees and outdegrees (R
2
 is .03). These observations suggest 

that there may be an important asymmetry between variables as originators and the same 

variables as terminators of activity and that effects are more important than causes for 

sensemaking (Mead, 1934: 76). That suggestion implies that: “ …in the construction of their 

world the participants' perceptions are biased toward caused variables rather than toward 

causing variables. Put another way, participants may pay attention to variables that are 

heavily controlled by other variables on the assumption that they too can control these 

variables since they too are causal agents.”. The methodology used in that case allows to 

draw an average map and to measure the degree of similarity among maps of a group of 

people. This measure can be used as a proxy of sensemaking effectiveness. 

Use of cognitive maps in strategy development and communication. 



One of the goals of this research, presented in the following sections, consists in measuring 

the similarity between people perception of the bank and the target identity included in 

change strategy. Therefore, can be useful a short review of studies about the use of maps in 

strategy development and communication. Cognitive maps have been well employed in the 

strategic management domain over many years (Ackerman and Eden 2005, Bryson et al 2004, 

Eden & Ackerman 1998). The article by Eden & Ackerman (1998) suggests what the various 

analyses described might imply for an understanding and evaluation of cognitive complexity. 

Eden argued that the development of strategy in organizations will be more effective if it is 

seen as predominantly a social rather than analytical process (Eden, 1992). In the late eighties 

a methodology called SODA (Strategic Options Development and Analysis) that use 

cognitive maps has been developed. The use of cognitive maps in formulation of IS strategy 

has been described by de Salas, Marshall and Young (2007). Authors describe the process: 

“Specifically, a set of interviews is carried out with the senior management team. These 

interviews are focused on the business environment of the organization, the strategic goals 

and business strategy. From this process, the management team is facilitated to identify the 

type of information systems required to enable and support the business strategy. Cognitive 

maps are prepared for each of the interviews, and then validated with each of the managers 

concerned. These individual cognitive maps are then merged by the researcher and are used 

in a facilitated group session with the senior management team to negotiate a shared 

understanding and shared agreement on the strategic goals and the supporting information 

systems. Cognitive mapping as a support tool for IS strategy is issues and problem focused” 

(de Salas, Marshall and Young, 2007). 

 

2. Using causal maps to measure the effectiveness of sensemaking process during 

organizational identity evolution 

 

The aim of this paper is to explain how the social process of sensemaking can be supported 

adopting causal maps as a methodology. Causal maps can be used to represent general 

patterns that help sensemaking and influence the behavior of people and their decisions. The 

organizational identity can be considered as one of this patterns and it provide a guideline for 

decisions within an organization. Therefore, according to Weick (anno) approach, the 

effectiveness of sensemaking is linked to the degree of similarity among cognitive maps that 

represents the strategy elaborated by management and the average map resulting from an 

aggregation of individual maps. An acquisition causes ambiguity among people and improves 

plurality of identities. Therefore can be interesting address the following question: 

How causal maps can support an identity management measuring the 

effectiveness of sensemaking process? 

According to Weick (anno), sensemaking is a continuous social process that allows to 

members to reduce environmental ambiguity. This approach consider sensemaking as a 

process without a single solution but as a process that bring people to share common point on 

their individual cognitive maps. Therefore, the effectiveness of sensemaking can be measured 

comparing cognitive maps and elaborating a degree of similarity. An acquisition is a source of 

ambiguity for organizational identities. Even if sensemaking is a social process that can’t be 

managed, it is possible to create conditions for an easier identification of common points on 



causal maps.  The aim to reduce difference among cognitive maps of people (grouped in an 

“average map”) and the strategy cognitive map can be realized supporting interaction among 

people. On these bases it is possible to formulate the following proposition:   

 

Using causal maps managers can identify ambiguous areas and plan specific 

interventions in order to improve the effectiveness of sensemaking process 

reducing the ambiguity in multiple identities. 

 

This methodology can be explained using a case study in banking industry. Therefore, maps 

can be used in order to: 

 measure and describe the level of effectiveness of sensemaking; 

 measure and describe the level of comprehension of corporate strategy. 

 

3. Methodology 

The idiosyncratic nature of organizational identity requires the choice of a case study 

methodology in order to answer to our research question. The methodology is articulated in 

three phases: data collection (interviews to people), cognitive maps drawing, and 

measurement of network index. Each phase has been duplicated in order to underline 

differences between what happened before and after the acquisition. 

Data collection (interviews to people and secondary data) 

The number of interviewed people has not a statistical meaning because the aim of this section 

is to test the use of cognitive maps as representation of sensemaking. We collected 32 

interviews from people that have different roles and responsibilities within the bank. Each 

person has been interviewed about the identity of acquired bank before the acquisition and 

about the new identity after the acquisition. The strategy map has been built from the analysis 

of secondary data from press, internal documents or bank web site. 

Cognitive maps drawing 

In order to draw maps, we extracted concepts from the narratives to point the nodes of 

network. Then, if these concepts were described as linked among them by cause-effect 

relationships, we drew an arrow to represent them. We used a software (C-MAP) that allows 

to map cognitive map and to elaborate differences between a couple of maps. It allows also 

building map in file sharing modality. This could be a good tool for using cognitive maps in 

order to facilitate sensemaking process. 

Measurement of network index 

Each cognitive map is made of concepts and relationships among them. In order to measure 

how the maps are different we follow the criteria used by Weick in the paper about the Utrecht 

Orchestra. 

We followed these steps: 



 from each map we elaborated a table  nxn where concepts are in the rows and in the 

columns; 

 each relationship between two concepts produce a value 1 on the box matching the row 

of the first concept and the column of the other or 0 (zero) if no relationship was 

mentioned; 

 for each concept we elaborated the in-degree index (how many concepts were 

indicated as cause of it) and the out-degree index (how many concepts were indicated 

as effect of it); 

 for each couple of maps we elaborated the differences as addition of differences 

between each in-degree and out-degree; 

 drawing the networks of interviewed people (a network before acquisition and a 

network after acquisition) the value of differences gives the degree of closeness 

between maps; 

 networks’ density give a measure of how maps are similar and this measure is used as 

a proxy of sensemaking effectiveness; 

 drawing of “average map” of people after the acquisition; 

 drawing of “strategy map”; 

 measurement of similarity degree between the “average map” of people and strategy 

map. 

 

4. Research context   

The case study selection criteria have been based on the intensity of change generated by the 

acquisition. The selected acquisition involved an old, national and State-owned company that 

became part of an aggressive, multinational private company. Therefore, the impact on 

organizational identity was very strong and the sensemaking process among people was very 

complex.  

The acquiring bank is a European leader in banking and financial services worldwide and one 

of the five strongest banks in the world according to Standard & Poor's. The group is present 

in over 85 countries with 155,000 employees, including 123,000 in Europe. Holds key 

positions in three major areas of activity: Corporate and Investment Banking, Asset 

Management & Services and Retail Banking. The acquisition of italina bank represented a 

decisive step in the path of international development for which Italy is a second home market 

with new and significant growth prospects. The acquired bank is a leading Italian banking 

group and the most famous brand in Italy. It has approximately 900 stores in Italy, offers a 

wide range of products and services from more traditional to more innovative to meet the 

diverse needs of its customers (individuals and families, businesses and public 

administration). From the eighties, its story becomes dense difficulties with acceleration in 

recent years before the acquisition. Successful integration is now visible both in retail market 

(with the renewal and expansion of the range products) and in corporate front (starting from 

birth to five Trade Center in some of the main Italian cities and the opening of the Italian desk 

in France and some countries of the Mediterranean basin to support Italian firms in their 

internationalization process). 

 



 

5. Findings  

The proposition that we investigated stated that using causal maps managers can identify 

ambiguous areas and plan specific interventions in order to improve the effectiveness of 

sensemaking process reducing the ambiguity in multiple identities. In the following pages we 

explain as it is possible to measure the areas where sensemaking is less effective and we 

provide an example of possible interventions. 

In addition, results of data analysis cannot be representative of a large organization as the 

bank involved in this M&A, because of the small number of interviewed people. 

Nevertheless, there is a “convergence” among people’s perceptions. It makes possible an 

interpretation of the effects of this acquisition on organizational identity. Evidence from this 

case demonstrates that the managerial response to ambiguity generated after acquisition was a 

success, even if, in a so large organization, differences between commercial people and staff 

employees are possible. The sensemaking effectiveness shows an improvement (from 93,5% 

to 93,8%) and, at the same time, people comprehension and interiorization of strategy is high 

(91,2%). In the following paragraphs, we describe and analyze data in order to provide an 

interpretation of these results. 

Before the acquisition 

The maps built from the interviews consist of relationships among 10 nodes that are concepts 

used by people to describe the organizational identity of the bank before the acquisition 

(Appendix 1). These nodes are the following: 

 A bank owned by the State 

 Marketing weakness 

 No external benchmark / Captive market 

 Bureaucratic 

 Low motivation / low pressure 

 Bureaucratic approach to IS 

 Union strangeness 

 Large but not focused training 

 A static, old organization 

 A Corporate bank / large competences 

 

Each people used different words and gave not exactly the same meaning. Nevertheless, it is 

possible to clarify the general meaning that these concepts. 

A bank owned by the State 

The acquired bank was owned by the State and therefore was influenced by politics. People 

made differences between the period before privatization and after it. After privatization, 

people perceived ambiguity and confusion. 

Marketing weakness 



The acquired bank was focused on present customer more than on prospects. Therefore 

attention to marketing and communication were low. 

No external benchmark / Captive market 

A bank owned by the State had large benefit in order to achieve important corporate customer 

(for instance movie industry). Therefore, managers were proud of sales and pained low 

attention to comparate their results with other banks. 

Bureaucratic 

Bureaucracy was a consequence of a statal environment where procedures were more 

important than objectives.  

Low motivation / low pressure 

This point is not so clear. Low pressure was a consequence of captive market. Anyway, some 

people link low pressure with low motivation; others link it with a favorable condition for 

working. 

Bureaucratic approach to IS 

IS were designed for accounting more than for supporting business. 

Union strength 

Unions had an important role in HR management negotiations. 

Large but not focused training 

Attention was paid to training but in a not focused way. These courses had high-level teachers 

but used bureaucratic criteria for enrolling people.  

A static, old organization 

These conditions consolidated a static situation that someone called “old”. 

A Corporate bank / large competences 

The acquired bank was organized as a complete bank with all corporate services well 

structured (sometimes overstaffed). 

 

Tables of indegree and outdegree index 

Concepts expressed by people with different words but with the same meaning have been 

grouped in wider words. Each relationship between two concepts produce a value 1 on the box 

matching the row of the first concept and the column of the other or 0 (zero) if no relationship 

was mentioned. For each concept, we elaborated the in-degree index (how many concepts 



were indicated as cause of it) and the out-degree index (how many concepts were indicated as 

effect of it) (Appendix 2). 

 

The next step is the elaboration of the differences that come from the addition of differences 

between each in-degree and out-degree for each concept. The value of this difference is in a 

range between a maximum of 180 (difference between a map with no relationships and a map 

with all relationships flagged in 9 rows and 9 columns times 10 concepts) and 0.  

Table 1 Differences among maps before acquisition 

 

All People are linked with others by a relationship. The intensity of these relationships is 

calculated as percent of deference taken from the table above on the maximum value (180). 

Network or global-level density is defined as the proportion of ties in a network relative to the 

total number possible (sparse versus dense networks). It is possible to estimate the density of 

this network as a proxy of effectiveness of sensemaking (where the maximum of effectiveness 

should give a density of 100% because all people have the same map). In this network I 

founded a high density (93,5%). 

Table 2 Density of network before acquisition 



 

After the acquisition 

The same methodology used for mapping the identity pre-acquisition has been used for the 

maps referred to the post acquisition situation built from the interviews. They consist of 10 

nodes that are concepts used by people to describe the organizational identity of the bank 

before the acquisition. These nodes are the following: 

 Change towards a "commercial" bank 

 Focused training 

 Downsizing staff department 

 More pressure on commercial objectives 

 Attention to internal communication 

 Promotion investments 

 IT investments 

 Less power to Unions 

 Empowerment of managers 

 No more captive markets 

 

Each node has a meaning that can be explained in the following way. 

No more captive markets 

The acquired bank lost its advantage that came from the statal ownership and it is now into 

competitive market.  

Change towards a "commercial" bank 

A compensation of that lost market must come from a stronger commercial capacity.  

Focused training 

Training has been reduced as volume, but focused on key people. Attention has been paid to 

communication skills at any level. 



Downsizing staff department 

BNP has central services in its headquarter in France. So, many central services have been 

closed or reduced.  

More pressure on commercial objectives 

In order to transform The acquired bank in a bank with market orientation, people received 

more pressure. 

Attention to internal communication 

Communication is a central point in BNP strategy. Managers “put their faces” and they are 

transparent in communication. 

Promotion investments 

Commercial effort has been supported with high and structured investments in promotion. 

IT investments 

IT investment improved in order to support the standardization of operation and the 

effectiveness of commercial agents. 

Less power to Unions 

The role of Unions are now more limited. 

Empowerment of managers 

“Now managers decide” said an interviewed employee. The real ambiguity was in the period 

between the first privatization and this acquisition.  

The individual maps after acquisition are in appendix 3 and the tables of indegree and 

outdegree index in appendix 4. Also for the maps after the acquisition it is possibel elaborate 

the differences that come from the addition of differences between each in-degree and out-

degree for each concept. The value of this difference is in a range between a maximum of 180 

(difference between a map with no relationships and a map with all relationships flagged in 9 

rows and 9 columns times 10 concepts) and 0.  

Table 3 Differences among maps afetr acquisition 



 

As in the previous paragraph, all People are linked with others by a relationship. The intensity 

of these relationships is calculated as percent of difference taken from the table above on the 

maximum value (180). Network or global-level density is defined as the proportion of ties in a 

network relative to the total number possible (sparse versus dense networks). It is possible to 

estimate the density of this network as a proxy of effectiveness of sensemaking (where the 

maximum of effectiveness should give a density of 100% because all people have the same 

map). In this network I founded a high density (93,8%). 

Table 4 Density of network after the acquisition 

 

Network density as a measure of effectiveness of sensemaking process 

Drawing the networks of interviewed people (a network before acquisition and a network after 

acquisition), the value of differences indicates the degree of similarity between each couple of 

maps. Density of networks among people before and after the acquisition, defined as the 

average of similarity degrees among couples of maps, can be used as a proxy of sensemaking 



effectiveness. This measure of sensemaking effectiveness shows an improvement (from 

93,5% to 93,8%). The interpretation of this result shows a complete reduction of ambiguity 

generated by the acquisition. 

Drawing the map of interviewed people perception after acquisition and a map that represent 

bank strategy, the degree of closeness between maps provide a proxy of how strategy has been 

correctly understood by people. 

Strategy map 

The strategy map has been drawn from the analysis of secondary data (internal house organ, 

interviews, presentations, …).  

 

 

 

 

 

 

 

Table 5 Strategy map 

 

An “average map” of people perception  

Individual cognitive maps can become a collective cause map in three different ways: 

assemblage (Hall, 1984), composite (Eden et Al, 1981) and average (Bougon and Weick, 

1977). Hall describes the case of five separate cause maps for five department of Saturday 

Evening Post. Maps were assembled among them because specific goals in one department 



became policy variables in others departments. So, a way to build collective structure can be 

“identifies common elements in diverse cause maps …” (Weick, 2001). A composite causal 

map derives from teamwork in which people, starting from their own maps, work together to 

share a collective map (Eden et al., 1979). So, at the end, all people had the same map. The 

third form is the average map. As described above, it is presented by Bougon and Weick 

(1977), analyzing the case of Utrecht Jazz Orchestra. They asked to each of 19 members to 

assign causality relationships (zero, +1 or -1) and then generated a map based on the average 

(the algebraic mean) of answers. This map was different from each individual map but 

represent the most acceptable solution. In this case study “average map” is built using the 

average of individual values. So, a value close to 1 means that many people indicated that 

relationship and a value close to 0 that few people indicated that relationship. 

 

 

 

 

 

 

Table 6 People perception of strategy  

 

The similarity index is calculated as sum of differences (absolute values) of indegree and 

outdegree for each row and column. The resulting value is 91,2% (as percent of maximum 

value of differences) and gives the sense of a successful managerial strategy that took people 

towards the expected map.  

Table 7 Similarity index  



 

 

 

How bank achieved this good result and which relationships should be better clarified? In 

order to explain how managerial response adopted by the bank management re-generated 

common points among individual maps in terms of concepts and relationships, it is possible to 

compare the intensity of stronger relationships on strategy map and on average map. 

Table 8 Relationships on strategy map and their intensities in average map 

Cause Effects Int. Explanations 

No more captive 

markets 

 

Change towards a 

"commercial" bank 

0,86 The end of advantages 

coming from the public 

“status” is clear to people. 

Glocal Company 0,00 No one indicated the 

international dimension of 

the group. 

 

 

Change towards a 

Attention to internal 

communication 

0,43 A clear consequence of new 

strategy. 

Promotion 

investments 

0,43 A clear consequence of new 

strategy. 



"commercial" bank More pressure on 

commercial 

objectives 

 

0,57 

People have a clear idea 

about the necessity to 

improve pressure. 

 

Value to The 

acquired bank 

history 

Attention to internal 

communication 

0,00  

No one indicated this 

strategy issue. Promotion 

investments 

0,00 

Focused Training  

More pressure on 

commercial 

objectives 

0,29 Training is a confused point 

for people. 

Attention to internal 

communication 

0,43 People feel managers closer 

than before acquisition. 

Change towards a 

"commercial" bank 

0,57 People have a clear idea 

about the necessity to 

improve pressure. 

 

 

 

 

 

Table 9 Relationships (not in strategy map) on average map and its intensity 

Cause Effects Int. Explanations 

 

Change towards a 

"commercial" bank 

 

Downsizing staff 

department 

 

0,86 

People in corporate staff 

underlined more the 

centralization of those 

services in France than the 

effort on commercial 

agencies.  

 

6. Conclusions 

Our answer to research question of this paper tried to explain how causal maps can support an 

identity management measuring the effectiveness of sensemaking process. We decsribed this 

methodology using an acquisition as a source of ambiguity for organizational identities. We 

demonstrted that, even if sensemaking is a social process that cannot be managed, it is 

possible to create conditions for an easier identification of common points on causal maps.   

Our study showed how using causal maps managers can identify ambiguous areas measuring  

density of concepts network. In addition, they can plan specific interventions in order to 



improve the effectiveness of sensemaking process reducing the ambiguity in multiple 

identities. For instance, in this case study, the use of cognitive maps can become an effective 

managerial tool because: 

 at the beginning of integration process it can map people perception; 

 then it allows to focus managerial effort on concepts or relationship with lower 

perception; 

 during the whole process, it allows to monitoring the effectiveness of sensemaking 

process. 

 

This analysis shows that strong points in this sensemaking process are: 

 the necessity to replace the lost advantage of captive markets; 

 the consequences of that as necessity to invest on commercial people and structures 

Weak points consist in two strategic issues not clear to people (internationality of the group 

and the will to underline the history of The acquired bank) and a misunderstanding (people in 

central services suffers the downsizing of their services). 

The main limitation of this study is the low number of people involved in data collection. 

Therefore, we cannot consider the strategy map and the perception of people statistically 

significant. Nevertheless, our aim was focused on the methodology description and it could be 

used in future research. 

Scholars could also investigate on the possibility to use causal maps in order to define 

organizational identity in a dynamic way.  
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Appendix 

Individual cognitive maps before acquisition 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 



 



 

Appendix 2 

Indegree and outdegree before acquisition 

 

 

 

 

 



 

 

 

 

 

 



 

 

 

 

 

 



 

 

 

 

 



 

 

 

 

 

 

 



 



 

Appendix 3 

Maps afetr acquisition 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 



Appendix 4 

Tables of indegree and outdegree after the acquisition 

 

 

 

 



 

 

 



 

 



 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 


