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Abstract 
 
The purpose of this study was to analyze the internal and external context as well as to define a 

strategy and develop a Balanced Scorecard for the electronic portal of the Portuguese Institute of 

Youth, in order to create a basis for its sustainable development.  

 The Balanced Scorecard is a management tool that defines and monitors the development of a 

strategy by setting objectives and indicators to measure their progress. For its development it was 

defined  a Vision, a  Mission and Values for the project, carried out an internal and external analysis 

continued then by a Strengths, Weaknesses, Opportunities and Threats analysis to support the 

definition and development of the strategic objectives and indicators with their respective goals for 

monitoring and measuring the progress. Some initiatives were proposed to achieve the objectives in 

question.  It was found that the strategic direction to follow for this project is an increase in the 

proximity to the youth audience as well as a better internal communication and a commitment to 

quality and innovation. It was concluded that the Balanced Scorecard is able to be successfully 

applied to the Youth Portal, although it will need a constant monitoring and operational adjustments in 

the future. 
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Introduction  

The European Union (EU) shows a growing 

concern with young people, their future as 

individuals and their involvement in society.  

In accordance with EU efforts and following 

the Government's strategy to implement an E-

Government platform, there is a need to 

develop a sustainable project to provide 

services and support for the Portuguese youth.  

Due to this scenario, a partnership was forged 

between the various bodies responsible for 

Youth projects - the State Department of Youth 

and Sport (SEJD), the Foundation for the 

Dissemination of Information Technology 

(FDTI), the Portuguese Institute of Youth (IPJ) 

and Movijovem. This partnership aims at to 

create of a web portal, the "juventude.gov.pt", 

to group all the information which was 

dispersed by the various sites of those entities 

but also to provide young people with an 

easier access to an appealing set of services 

and contents.  

The main objective of this research is to 

develop a strategy and a Balanced Scorecard 

(BS) adapted to the Portuguese Youth Portal, 

creating the basis for its sustainable future 

development. 

The tools 

To analyze the internal and external 

environment of this project and define a 

strategic plan, it was done a Strengths, 

Weaknesses, Opportunities and Threats 

(SWOT) analysis. 

This tool provides an overview of the situation 

of an organization by analyzing the strengths 

and weaknesses of their resources together 
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with the market opportunities and external 

threats to their well-being in the future. 

The internal analysis aims to identify the areas 

in which the company is excels and the 

attributes that bring competitive advantages, 

and the weaknesses or the competitive 

deficiencies, that‘s something that the 

organization does poorly (compared with 

others). 

An external analysis is done to identify market 

opportunities, especially those that best suit 

their financial capabilities and / or its resources 

as well as those with the greatest potential for 

achieving a competitive advantage.  

The external analysis also takes into account 

the potential threats to the profitability and 

competitiveness, such as technological 

changes, new actions by rival organizations, 

changes in accessibility of resources or new 

regulations.  

The SWOT is not reduced to only these four 

lists. Its added value comes from the 

conclusions drawn from comparing the 

Strengths and Weaknesses with the 

Opportunities and Threats and the actions to 

be taken.  Together they provide a basis for 

defining a strategy for the company. 

This tool will allow an insight into the current 

situation of the portal and provide conditions 

for the definition of a strategic plan to 

implement and to proceed with the 

development of the BS. 

The BS (Figure 1) is a management tool 

developed by Robert Kaplan and David Norton 

in the early 90's to provide a method to 

implement the strategy and mission of a 

company at the operational level, using a 

system of performance measurement (Kaplan 

and Norton, 2006). It‘s most valuable asset is 

that it measures and quantifies the 

performance of its strategy instead of just 

monitoring it (Nair, 2004).  

BS deals with the organization through a set of 

perspectives, which are the basis for the 

development and application of the model. 

This set of perspectives can and should be 

modified to adapt to each situation even 

though it appears to be robust and suitable for 

most companies (Kaplan and Norton, 1996). 

This set has four perspectives:  

 Financial  

This perspective allows to evaluate which are 

the tangible results of the strategy being 

implemented (Niven, 2003), reflecting the 

economic impact of actions taken (Kaplan 

Norton, 1996); 

 Customers  

This perspective deals with the issues relating 

to customers and the market in which the 

organization proposes to act. It can be seen as 

a set of objectives that the organization must 

achieve to ensure the acquisition, acceptance 

and perpetuation of their customers (Nair, 

2004); 

 Internal Processes 

This perspective identifies which processes 

are critical to achieve the objectives set for 

customers and shareholders (Kaplan and 

Norton, 1996; Niven, 2003; Nair, 2004), 

allowing a focus on measurement and 

evaluation of the processes that really create 

value for organization (Kaplan and Norton, 

1996); 

 Learning and Growth 

This perspective serves as an infrastructure to 

generate increasingly ambitious targets in the 

other perspectives, emphasizing the 

importance of the investment for a sustainable 

development (Kaplan and Norton, 1996). 
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Figure 1 - BS overview (Niven, 2002) 

 

The BS develops a series of indicators to the 

objectives defined from the strategy set by the 

organization (Niven, 2002) and aligned in 

these four perspectives. These indicators 

show the results obtained by the organization 

in reaching its mission and strategic objectives 

for both employees and for all stakeholders. 

They serve not only as a system of 

performance measurement and strategic 

management, but also as a tool for internal 

and external communication (Niven, 2002). 

The BS helps the organization to:  

• Clarify and communicate the vision, 

mission and strategy; 

• Communicate and link strategic 

objectives to indicators; 

• Plan, set targets and align strategic 

initiatives;  

•  Improve the feedback and learning 

strategy (Kaplan and Norton, 1996). 

 However, its implementation can cause 

certain difficulties as well as any project. The 

main difficulties arise from the choice and 

definition of the indicators, the communication 

difficulties that often exist between different 

sectors and hierarchies within the 

organization, as well as from the lack of 

commitment of top management (Kaplan and 

Norton, 1996; Niven, 2002).  

Despite these difficulties, the BS is used by 

about 53% of private companies in the world in 

2008.The forecast is that this figure will rise to 

63% in 2009.These values were higher in 

companies valued at over 2 Billion dollars 

(61% utilization in 2008 and 75% estimated for 

2009) and lower for smaller companies (41% 

and 63% respectively) (Bain, 2009).  

In the public and non-profit sectors, its 

application has been increasing (Kaplan and 

Norton, 2001; Niven, 2003).There are reports 

of multiple experiences of its implementation in 

several areas:  

• Sanitation and Energy (Bianchi and 

Montemaggiore, 2008; Hokerts and 

Zingales, 2002; Zago, 2006); 

• Security (Caudle, 2008; Elefalk, 2001; 

Gomes et al, 2007; Wisniewski and 

Dickson, 2001); 
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• Education (Beard, 2009; Bermudez and 

Freitez, 2006; Ribeiro, 2005; Rodrigues 

de Lima, 2008);  

• Health (Aidemark and Funck, 2009; 

Chan, 2005; Chong et al., 2007; Hansen 

et al, 2008; Kocakülâ and Austill, 2007; 

Matos, 2006; Stewart and Bestor, 2000; 

Villalba et al., 2006); 

• Real Estate (Wilson et al. 2003);  

• Non-Profit Organizations  

(Batista et al., 2007; Garcia-Valderrama 

et al, 2009; Martello et al. 2008);  

• Public Management (Holmes et al., 

2004; Johnsen, 2001;Osorio, 2003; 

Niven, 2003; Umashev and Wille,2008); 

• Electronic government (Grembergen, 

2000; Lawson-Body et al., 2008).  

 

Cause-Effect Relationship  

The BS is organized through a cause-effect 

relationship, so there is interdependence 

between different perspectives. In a private 

company, the financial perspective is at the 

top. In this case, the chain is initiated by the 

learning and growth that leads to an 

improvement of internal processes that provide 

greater customer satisfaction leading to 

increased financial benefits (Kaplan and 

Norton, 1996). In the public or the non-profit 

sector, the customer perspective will be in the 

first place, assuming a greater role and the 

financial perspective may go to second or 

fourth position depending on the cases, rarely 

coming in third. (Caldeira 2009)  

Juventude.gov.pt 

The Juventude.gov.pt is an electronic youth 

portal established in 2003 to gather the 

information spread in the various public 

organisms responsible for the youth affairs, 

and at the same time to be an information 

channel, available 24 hours a day and 

complemented by a network of youth help 

centres and a youth help line. Indeed, the 

portal has been playing a major role in the 

information system, becoming the main 

channel for disseminating information, 

providing the basis for the remaining elements.  

To boost the success of this project and 

provide a basis for its sustainable 

development, a research proposes the 

implementation of a BS.  

 

Developing the BS 

To start this process, it was first rewritten and 

redefined the concepts of mission and vision, 

that there were scattered and hidden. Values 

such as quality, innovation and team work, 

which must be present in day-to-day 

operations, were defined to help the 

understanding and achievement of this 

project‘s objectives. 

This first stage, which basically represents a 

clearer presentation of the project, was 

followed by the establishment of a strategy. 

This step started with a SWOT analysis 

(Figure 2), contextualizing the present situation 

in which the portal is, both internally and 

externally. 

What turned out from this analysis is that, from 

an internal point of view, the project has some 

solid strengths as its image among young 

people, being the official representative of the 

programs related to youth, the high amount of 

information available in the site and a 

dedicated management supported by a 

committed team of experienced employees. 
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 Strengths 

• High level of information  

•  Good Image and credibility  

• Contents of the public interest  

• Committed Management 

• Experienced team  

• Easy access to training 

programs  

• Strong support from donors  

• Official source of information  

 

Weaknesses 

• Difficult navigability / access to 

content  

• Website‘s  poor design 

• Little interactivity  

• Dependency of various entities  

• Poor internal communication  

• Inadequate Infrastructures 

• Insufficient human resources  

• Existence of critical human resources  

• Government dependency 

• Financial dependency  

• IT tools dependency  

Threats 

• Wide range of alternatives  

• Public demanding and unstable  

• Failure of collaborating entities 

Threats vs. Strengths 

 • Maintain information updated 

• Retain the public  

• Promote the importance of the 

information available  

• Show  tangible results  

• Invest in training  

• Optimize resources  

• Comply with the budgetary 

constraints 

Threats vs. Weaknesses  

• Increase the portal‘s interactivity  

• Retain public  

• Promote the importance of 

information available  

• Improve the navigability of the 

website  

• Improve the website‘s design   

• Clarify and improve the relationships 

between entities  

Opportunities  

• Receptive public 

• Growing number of online users  

• Internet as a growing mechanism 

for information search and 

dissemination  

• New technologies  

• Great scope for further 

development  

• Easy access to training  of 

human resources in the area of 

information technologies 

Opportunities vs. Strengths  

• Increase the amount of 

information  

• Attract the public  

• Retain the public  

• Improve internal processes  

• Invest in training  

• Optimize resources 

Opportunities vs. Weaknesses  

• Improve the structure and  the 

content‘s availability   

• retain the public  

• Minimize the dependency on other 

entities  

• Improve the infrastructures  

• Provide specific training 

Figure 2 – SWOT Analysis 

 

However, there were also a number of 

weaknesses, such as poor navigation and 

design of the website, little interactivity, and a 

large communication barrier between the 

participating entities, which is one of the most 

difficult weaknesses to overcome. 

In the external context, the threats are the 

great amount of alternatives available and the 

dispersion of knowledge that is inherent to the 
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internet and the fact that this project relies on 

several entities and there is always the 

possibility of failure from their initiatives. 

However, it‗s in the opportunities that  this 

project should focus on, factors such as the 

growing development and accessibility of  

technology , the increased use of Internet and 

its role as a  source of information, especially 

for younger people, altogether represent a 

good scenario for the success of this project. 

Looking at the current situation, it was found 

several areas of action of possible 

intervention, taking advantage of the strengths 

and improvement of the weaknesses.  

At a global level, these areas will represent 

this project‘s strategic vectors, i.e. the macro-

objectives: 

 The creation of a link between the portal 

and young people, increasing the 

proximity of these two, through the 

introduction of   more interactive contents; 

 The improvement of internal 

communication, both between the several 

entities involved as well as inside each 

organization; this is an improvement both 

vertically and horizontally; 

 Maintaining the quality and the 

innovation, improving internally the 

processes as well as providing a better 

and more comprehensive service.  

At a more operational level, the SWOT 

analysis enabled the definition of the 

objectives to pursue in the four perspectives 

addressed by the BS. These objectives must 

be clear, concise and measurable. They are 

connected by causal relationships inherent to 

the perspectives that they fall in (Figure 3) and 

are evaluated and tracked through 

performance indicators.  

 

Figure 3- Cause and effect chain 

 

These indicators should also be clear, 

measurable and inexpensive (Caldeira, 2009), 

must have an evaluation frequency and a goal 

to achieve. In the case of the existence of 

more than one indicator for one objective, it is 

a weight of relative importance to allow a more 

objective approach and enabling the 

construction of a mathematical model to 

assess the impact of each indicator in the 

objective and the overall value for the objective 

(Table1).

 

Table 1 – Example of the Indicator scoring model (Caldeira, 2009) 

 

Objective Indicators 
Result 
 (a) 

Goal 
(b) 

Result/  
Goal 
(c)=(a)/(b) 

Weight        
(d) 

Value 
(e)=(c)x(d) 

Value for 
the 
objective 
∑(e) 

O1 

x 8 10 0,8 40% 0,3200 

82,2% y 98% 95% 1,03 30% 0,3000 

z 456 678 0,67 30% 0,2018 

C
a

u
s
a

lit
y
 

Learning and 

Growth 

 

Processes 

 

 

Financial 

 

Clients 
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Starting this chain of cause and effect, the first 

perspective to be addressed is the Learning 

and Growth. The objectives proposed are the 

continuous training and formation of the 

employees, the improvement of internal 

communication, both vertically and 

horizontally, as well as an improvement of the 

infrastructures related to the development of 

the project. 

 To measure the progress of these objectives, 

the indicators proposed are the frequency of 

training actions, reflecting a continuous 

commitment to training and learning, the 

number and frequency of meetings between 

employees, to stimulate the internal 

communication and suitability of the software 

tools used, thereby controlling the quality of 

the current infrastructure.  

The current framework suggests most of the 

objectives proposed for this perspective can 

be fulfilled, but there are two situations which 

should be considered to accomplish this task.  

It is suggested the revision of responsibilities 

and contractual obligations between entities, 

as the communication and interaction between 

them is a weakness that needs to be improved 

quickly. It would also be useful to carry out a 

market study regarding specific software 

platforms to be adopted in the future. 

At the next level, there‘s the Processes 

perspective. Here the main objectives to 

achieve should improve the portal‘s 

development chain. There should be 

improvements in the field of content 

management, the feedback support system 

and in the structure and design of the portal. 

To monitor these objectives it should be take 

into account such factors as the content 

verification frequency and the percentage of 

outdated content, to stimulate the development 

of an effective content management; the 

average response time to emails sent by 

users, and the quality of this service, to 

improve the feedback system; and an 

evaluation of the graphic quality of the site, 

quantified through surveys as well as the 

average number of clicks to access an 

information to illustrate the improvements in 

the design and structure of the website. 

To meet these objectives, some initiatives are 

proposed. The introduction of an integrated 

assessment system in the emails sent through 

the feedback service and the creation of a 

frequent answers archive, are believed to 

improve the global quality of this service. It is 

also proposed a reassessment of the design 

and maintenance team responsible for the 

website, since this is a major weakness found 

in this project.  

All the objectives proposed in these initiatives 

will directly or indirectly have an influence in 

the Financial perspective. Here the main 

objective is to optimize the resource 

management, in order to increase the global 

efficiency and meet the budget constraints. As 

such, the indicator for this objective is the 

relation between expenditures and budget, in 

order to evaluate whether this is being met.  

At this level, it‘s likely that the organization is 

currently provided with means to achieve this 

objective therefore there are no initiatives 

proposed.  

Completing the model (Table 2), at the top of 

the chain, it‘s the Customer perspective. 

Here, the objectives to be pursued should be 

the increase of the website‘s interactivity, as 

well as its content‘s quality and attractiveness. 

The main indicators proposed are the amount 

of interactive elements available, the global 

satisfaction of users, the number of single 

visits and the registered users‘ visiting 

frequency, which reflect the attractiveness of 

the portal.  
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The main actions to be taken to achieve the 

proposed objectives include the introduction of 

online polls and the as well as another types of 

interactive elements, such as experience 

sharing, forums or a blog.  

These initiatives aim at an increase in the 

interaction features of the portal and to 

improve the overall user satisfaction. 

It is also suggested the involvement of local 

councils and youth associations to contributing 

to a greater proximity to the users.  

 

Perspectives Objectives Indicators Frequency Weight 
Goals 
2009 

Clients 

Increase the portal‘s interactivity  Nr. of new interactive elements Semester 100% 3 

Increase the satisfaction of the 
target 

Satisfaction of visitors Semester 35% 8/10 

Nr. of registered users Semester 20% 50000 

Registered  users‘ visiting 
frequency 

Quarterly 25% 
3x 

/month 

Nr. of single visits Monthly 20% 140000 

Financial 
Optimize the management and 

use of resources 
Ratio of expenditure / budget Quarterly 100% 

97%-
105% 

Processes 

Improve the feedback system to 
support the site 

Average response time Quarterly 40% 36h 

Quality of the responses Semester 60% 8/10 

Improve the management of 
content 

Content verification frequency Quarterly 40% 
3 

/month 

Nr. of outdated contents Quarterly 60% 0-5% 

Assess the impact of major 
initiatives 

Share of  visits Aperiodic 100% 3-5% 

Improving the structure and 
design of the site 

Website's design quality Semester 40% 8/10 

Average nr. of clicks to access a 
content 

Semester 60% 4 

Learning 
and Growth 

Provide continued training Frequency of training actions Semester 100% 1 

Improve the infrastructure Suitability of the tools used Semester 100% 6/10 

Improve communication 
between the various entities 

Nr. of management meetings Semester 60% 
2 

Average response time to 
requests 

Quarterly 40% 
24h 

Increase involvement in strategy 
Nr. of meetings Quarterly 60% 3 

% Of individual objectives met Monthly 40% 80% 

Table 2- BS model 

 

Conclusions 

The BS is a dynamic tool which not only 

requires a constant monitoring, as it must be 

subject to changes, adapting it to the needs 

and progress of the project.  

As such, the theoretical model developed and 

proposed will have to be closely monitored by 

those responsible for managing the portal, 

involving all employees. 

Initially, this monitoring should be done in a 

monthly basis, in order to adapt and validate 

the various areas of the BS to the real 

operational context.  

The fact that the introduction of the BS is new 

to the organization also requires an extra 

commitment and attention as there is no 

experience or practice in supporting its 

application.  
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Some difficulties may also arise. It may 

encounter obstacles such as the need for extra 

resources to manage or even the resistance to 

change that sometimes is present inside the 

organizations. However, given the relatively 

small dimension of this project, it is likely that 

these difficulties can be more easily overcome.  

Remarkably, the BS is a relatively simple tool. 

It‘s from its simplicity that derives its major 

contributions. The BS enables a chain of 

communication throughout the whole 

organization, involving everyone in a strategic 

direction at the same time that provides a 

framework to track and evaluate its progress. 

It is thought that this is a project with a great 

potential and scope for improvement and that 

the introduction of the BS is possible and can 

help follow a strategy toward its sustainable 

development.  

This strategy should focus on increasing the 

proximity to the youth audience as well as 

improving the internal communication and 

commitment to quality and innovation in the 

development of the project. 

Future research should follow and monitor the 

progress of this model‘s application in the real 

world situation, providing a better view over 

the BS applicability in this type of projects as 

well as the suitability for this case. 
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