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Abstract 

Today's increasingly business competition and the information technologies development 

led to huge corporate organisational changes and pulled intangible assets up in the value 

chain. Employees’ skills, talent and know how, intellectual property, information, 

information systems, infrastructure, culture, teamwork capacity and other forms of non-

physical assets are critical sources of value. But in order to generate value they must be 

integrated with each other and aligned with the objectives for the internal processes.  

To address some organisation concerns related to value creation and change management, a 

theoretical multi-tier framework was developed. This framework illustrates the path and 

flows of value-creation, the relationships between “intangible assets” and the representation 

of “enabling changes projects”. Strategy Map and Benefits Dependency Network were 

combined, resulting in a stronger framework to help organizations enhancing their strategy 

knowledge, to reduce the risk of projects failure, and to capture real value from their 

investments. 

In order to understand how an employee portal contributes for the intangible assets value 

creation process, an Employee Portal case study was carried out. The author performed a 

preliminary study comprising a literature review and data collection followed with semi-

structured interviews and analysis of employee satisfaction surveys results to triangulate 

and confirm all the data gathered. 

 

Keywords: Change Management, Strategy Map, Benefit Management, Intranet, Employee 

Portal, Strategic Alignment, Collaboration, Intangible Assets, Organizational Culture 
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Resumo 

O aumento da competitividade empresarial aliado ao nível de desenvolvimento das 

tecnologias de informação provocou enormes mudanças organizacionais e aumentou a 

importância dos ativos intangíveis na cadeia de valor. As competências, talento e o “saber 

fazer” dos colaboradores, a propriedade intelectual, informação, sistemas de informação, 

infraestrutura, cultura organizacional, capacidade de trabalho em equipa e outras formas de 

ativos intangíveis são fontes importantes de valor. Contudo para gerarem valor, estes ativos 

devem estar integrados entre si e alinhados com os objetivos para os processos internos. 

Para endereçar algumas preocupações, da organização, relacionadas com a criação de valor 

e com a gestão da mudança, desenvolvemos um modelo teórico com estrutura multicamada. 

Este modelo ilustra os caminhos e os fluxos de criação de valor, as relações entre os "ativos 

intangíveis" e a representação dos "facilitadores de mudança". Combinámos o Mapa 

Estratégico e a rede de dependência de benefícios, resultando num modelo mais robusto 

para ajudar as organizações a melhorar o conhecimento da estratégia, reduzindo o risco de 

falha de projetos e captando o valor real de seus investimentos. 

Por forma a entender a forma como um portal de colaborador contribui para o processo de 

criação de valor dos ativos intangíveis da empresa, foi realizado um estudo de caso com um 

portal de colaborador. O autor realizou um estudo preliminar que compreende a revisão da 

literatura e coleta de dados, seguida por entrevistas semiestruturadas e análise dos 

resultados de questionários de satisfação de colaboradores para triangulação e confirmação 

dos dados recolhidos. 

 

Palavras-chave: Gestão de Mudança, Mapa estratégico, Gestão de Benefícios, Portal de 

Colaborador, Alinhamento Estratégico, Colaboração, Ativos Intangíveis, Cultura 

Organizacional 
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1 Introduction 

1.1 Motivation for research 

Over the years working as project manager in ICT projects, the author perceived some 

problems and worries surrounding these projects that are simultaneously of great interest 

and concern to organizations: (1) the difficulty to understand the real value and benefits of 

Intranet sites and Employee Portals; (2) justifying ICT investments in these solutions it’s 

not an easy task; (3) being a solution that implies great changes in culture, behaviour and 

processes it’s essential to build adequate change management programs; (4) since the value 

of these solutions depend greatly on information, it’s essential to keep it updated, 

consistent, and with the proper orientation to profile and user responsibility. 

This dissertation is the last item within the Master of Science in Information Systems 

Management programme at ISCTE-IUL Lisbon University Institute. The interest in the 

subject woke up in one of the previous courses – Benefits Management and Information 

System Governance. 

The Benefits Management approach is a way of increasing the value generated from IT 

investments and it took our attention because “benefits realization” is directly linked to 

“change management”. 

“Culture is perhaps the most complex and difficult dimension to understand and describe 

because it encompasses a wider range of behavioural territory than the others” (Kaplan, et 

al., 2004).  

The main motivation for this research came from the experience the author had while 

involved in several IT projects related with the creation of a new internal brand within 

Portugal Telecom (Seruya, 2008). 

1.2 Problem statement 

Employee portals are relevant information capital assets that perform an important role in 

the organization strategy. But justifying investments in these solutions it’s not an easy task 

and their implementation, demands for great changes in culture, behaviour and processes. 

Therefore it’s essential to understand employee portals business value and build adequate 

change management programs. 

It’s obvious the importance of using visual representations of strategic intent to understand 

how organizational resources are used to create value. And “Strategy Maps” clarify the way 
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intangible assets are aligned with strategy to create value for the organization. However 

they don’t address organization concerns related to change management. 

To conveniently address these matters a framework was developed to help understanding 

the cause-effect relationships that generates business value, as well as providing top 

management and decision makers the information needed for a suitable top-down 

commitment and sponsorship, essential to perform appropriate change management and 

benefits realization. 

1.3 Objectives 

Strategy Map (SM) and Benefits Dependency Network (BDN) were combined, resulting in 

what can be considered a stronger framework to help organizations to enhance their 

knowledge of the strategy, to reduce the risk of investments failure or misuse, and a 

contribution to capture real value from them. 

The objective is to apply this framework to an employee portal case study, as a means to 

understand how a corporate employee portal contributes for the intangible assets value 

creation process and what are the relevant Innovation and Support processes involved and 

the required changes to guarantee benefits realization. 

1.4 Research questions 

The main and unique research question is directly related with the difficulties to understand 

the role performed by the employee portal in the organization strategy: “How employee 

portal contributes for the intangible assets value creation?” 

To answer to this type of explanatory questions, case studies, histories and experiments are 

the preferred researched methods (Yin, 2009). 

1.5 Research Methodology 

1.5.1 Research approach 

While qualitative researchers seek to understand the context or setting of the participants 

through visiting this context and gathering information personally, in quantitative studies, 

researchers advance the relationship among variables and pose this in terms of questions or 

hypotheses (Creswell, 2008). 
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Although case study seems to be the best fitted research method to answer the research 

question, the author decided to follow a pragmatic approach to research, using mixed 

methods.  

Mixed methods research has been defined by Creswell and Plano Clark as “a research 

design with philosophical assumptions as well as methods of inquiry. As a methodology, it 

involves philosophical assumptions that guide the direction of the collection and analysis 

and the mixture of qualitative and quantitative approaches in many phases of the research 

process. As a method, it focuses on collecting, analyzing, and mixing both quantitative and 

qualitative data in a single study or series of studies. Its central premise is that the use of 

quantitative and qualitative approaches, in combination, provides a better understanding of 

research problems than either approach alone” (Creswell, et al., 2007 p. 5). 

One of the advantages of using mixed methods is triangulation. “Triangulation refers to the 

use of different data collection techniques within one study in order to ensure that the data 

are telling you what you think they are telling you. For example, qualitative data collected 

using semi-structured group interviews may be a valuable way of triangulating quantitative 

data collected by other means such as a questionnaire” (Saunders, et al., 2009 p. 146). 

This study considered the use of a variety of data sources subject to validation through data 

triangulation.  

 

Figure 1: Creswell’s explanatory mixed methods designs (Warwick, 2010) 

 

1.5.2 Object of study 

Portugal Telecom is an international operator focused on three main geographies: Portugal, 

Brazil and Africa. In addition, PT also has investments in Asia, namely in East Timor and, 

until 2013, in Macao. PT has more than 100 million customers worldwide and generates 

58% of its revenues outside Portugal, including 53% from Brazil. 

In the Portuguese market, PT is a customer-oriented company focused on innovation and 

execution, managing its business along customer segments: (1) Residential: providing a 

differentiated and sophisticated multi-screen pay-TV experience (having achieved a market 
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share of 37% in the Portuguese pay-TV market in just over 4 years); (2) Personal: mobile 

data and convergence as key growth levers, and (3) Enterprise: new ICT services for both 

corporations and small/medium businesses leveraging PT’s unique access networks and 

next generation data centres. 

At an international level, PT is focused on improving the operational performance of its 

assets and on sharing best practices across the various businesses. The expansion of 

international operations to multiple geographies is one of the most important catalysts of 

value creation in the telecommunications sector and PT has built a relevant portfolio of 

international operations. 

The selection of the company was made by convenience. 

1.5.3 Research design 

The methodology used in the research began with a literature review of research/academic 

papers, books and specialized websites. Literature review was followed by organization 

data gathering (consisting mainly on internal communication and organizational climate 

questionnaires) and interviews to selected stakeholders. 

 

Figure 2: Case study research – a linear but iterative process (Yin, 2009) 

 

 

Once this thesis development process is iterative and incremental we used Unified Process 

framework to illustrate the phases and workload in each main activity performed. 

The Unified Process is an iterative and incremental development process, where each 

iteration results in an incremented version of the thesis that is released. This version is 
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supposed to offer incremental improvement over the previous one. Most iteration include 

work in most of the process disciplines with the relative effort and emphasis changing over 

the course of the project. 

 

Figure 3: Thesis development Unified Process 

 

Unified Process phases: 

i. In inception phase the author established the thesis scope and boundary conditions, 

prepared a preliminary project schedule and identified major risks.  

ii. During the elaboration phase, the author organized the main topics and performed 

preliminary literature review in order to validate the thesis feasibility and mitigate 

major risks. At this point, scope is refined and project schedule is detailed. 

iii. Construction is the largest phase and it’s when the author performed data 

collection and thesis development. Each iteration addresses a different partial 

deliverable and contributes for the overall product. 

iv. In transition phase the author performed thesis review and refinement and prepared 

the thesis delivery and presentation. 

  

The author considered nine core process workflows, representing a partitioning of all 

stakeholders and activities: 

i. In thesis strategy the author, based on his motivation, established the thesis topic, 

the object of study, thesis objectives, problem and research questions and according 

to the type of question selected the adequate research methodology; 
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ii. In define and redefine activities the author performed literature review and 

research questions review; 

iii. Design activities considered the framework design, case study selection, 

identification of relevant facts and evidences to collect, sources of information and 

collection methods; 

iv. In data collection preparation activities, the author reviewed data collection 

techniques, interview structure and identified participants / stakeholders and 

corporate document sources;      

v. Collect data activities considered gathering corporate information and performing 

interviews;  

vi. Evaluation and Conclusion activities considered collected data analysis and 

verification and taking conclusions out of it; 

vii. In report writing activities the author finished the thesis report considering the case 

study report;  

viii. Monitor and control activities were dedicated to check and update schedule and to 

control thesis risk.  

 

Figure 4: Thesis activity diagram 
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2 Literature review 

2.1 The importance of intangible assets 

Today's increasingly business competition and the information technologies development 

conducted to huge corporate organizational changes and pulled intangible assets up in the 

chain value.  

Intangible assets – skilled workforce, patents and know-how, software, strong customer 

relationships, brands, unique organizational designs and processes, and the like – generate 

most of corporate growth and shareholder value (Lev, 2004). In fact these intangible assets 

may be just as real as other assets in their ability to generate value (Brynjolfsson, et al., 

1999).  

The significant growth of intangible assets is clear by the change in tangible and intangible 

asset structure in modern organizations. According to Ocean Tomo, an intellectual property 

merchant bank, the average market value of a Standard & Poor’s 500 company in 1975 

consisted only of 17% intangible assets whereas it has grown up to 80% by 2010 (Ocean 

Tomo, 2011). 

 

Figure 5: Components of Standard & Poor’s 500 Market Value (Ocean Tomo, 2011) 

 

2.2 Corporate culture 

“Leadership, teamwork and communication are important ingredients in organizational 

capital. Together, they provide the ability to adapt, and to make the changes required to 

execute on the strategy” (Armitage, et al., 2006 p. 22). 
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Marr (2004), following other authors, highlights the relevance of corporate culture and 

states that it “influences employee competencies and vice versa” (Marr, et al., 2004 p. 317), 

“reinforces the achievement of the overall goals” (Marr, et al., 2004 p. 315), gives “a 

common and distinctive method for transmitting and processing information” (Marr, et al., 

2004 p. 315), “defines a common way of seeing things, sets the decision-making pattern, 

and establishes the value system” (Marr, et al., 2004 p. 315), “encourages individuals to 

operate both as an autonomous entity and as a team in order to achieve the company’s 

objectives” (Marr, et al., 2004 p. 316). 

The importance of developing an adequate corporate culture to promote collaboration, 

sharing knowledge and innovation is consensus among academics and practitioners. In fact 

Bharadwaj (2000) describes knowledge management as a “social process that requires 

tremendous organizational change” and he says that creating a culture for knowledge 

management involves both technological and social aspects like changing the organization 

structure, control and communication systems and reward structures. 

The use of collaboration practices in companies is the starting point to create innovative 

processes, products or services that differentiate the company from the competition IBM 

(2008). To make these changes possible, companies must (i) implement a culture of 

collaboration, trust and share of knowledge and competences; (ii) implement tools to 

exploit collective knowledge, experience and communities and (iii) create the habit to use 

those tools (IBM, 2008 and Martinia, et al., 2009). 

The development of such skills and abilities are the foundations for the success of Intranet 

initiatives and they demand both time and investments in communication and education, in 

order to modify the behaviours and overcome existing “barriers” and “alibi” to the non-use 

(Martinia, et al., 2009). 

2.3 Strategy Map, a tool to capture the organization’s strategy 

“Although intangible assets had become major sources of competitive advantage there were 

no tools to describe them and the value they create” (Kaplan, et al., 2000 p. 2). The concept 

of Balanced Scorecards was introduced in 1992 to understand this value creation through 

the measurement of the organization performance in four perspectives (financial, customer, 

internal process and learning and growth).  

But to capture the organization’s strategy in a visual form – to facilitate communication and 

discussion of the company strategy as it describes how an organization creates value for its 

shareholders, customers and/or citizens – they developed Strategy Maps (Kaplan, et al., 

2004). Strategy maps provides “a visual framework for an organization’s strategy – how it 

intends to create value” (Kaplan, et al., 2004 p. 2) and they clarify all cause-effect 
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relationships between the same four perspectives of Balanced Scorecard so that an effective 

strategy can be developed and then optimized over time (Kaplan, et al., 2004).  

Kaplan and Norton developed a standard template that “contains four distinct regions – 

financial, customer, internal processes, and learning and growth – that correspond to the 

four perspectives of the balanced scorecard. The template provides a common framework 

and language that can be used to describe any strategy” (Kaplan, et al., 2000 p. 2).   

 

Figure 6: A simplified Strategy Map (Kaplan, et al., 2004) 

 

 

 

Reading the map “from bottom to top, the template shows how employees need certain 

knowledge, skills, and systems (learning and growth perspective) to innovate and build the 

right strategic capabilities and efficiencies (internal process perspective) so that they can 

deliver specific value to the market (customer perspective), which will lead to higher 

shareholder value (financial perspective)” (Kaplan, et al., 2000 p. 5). 

Armitage, et al. (2006) propose a completed generic strategy map, showing all three types 

of capital working together to help the company execute the elements of the internal 

business perspective.  

Aligned learning and growth and internal business processes (the “how we plan to 

accomplish it” part of the map) facilitate achievement of customer and financial strategies 

(the “what we want to accomplish” part of the map).  
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Figure 7: Completed Generic Strategy Map (Armitage, et al., 2006) 

 

2.4 The creation of value from intangible assets 

According to Ward and Daniel, “IT, of itself, delivers few benefits. It is the complementary 

business and organizational changes that produce the majority of benefits” (Ward, et al., 

2006 p. 212). Brynjolfsson and Yang, based on empirical evidences, state that up to nine-

tenths of the costs and benefits of computer capital are embodied in otherwise unobserved 

intangible assets (Brynjolfsson, et al., 1999).  

Intangible assets are very important because of their ability to generate value. According to 

Kaplan and Norton, for this to occur they must be adequately aligned with the organization 

strategy and integrated programs must be undertaken to enhance all intangible assets in a 

coordinated way (Kaplan, et al., 2004). 

Hughes & Morton’s research show that the “productivity gains and competitive advantage 

to be gained from IT lie not in the technology per se but in the way that assets such as 

organizational processes, embedded know-how, people skills and new organizational 

structure innovations all can lead to new products and processes creating further sources of 

sustainable competitive advantage” (Hughes, et al., 2006 p. 52). 
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“The key to managing intangible assets is to measure their degree of ‘readiness’ – which is 

defined as the extent to which the intangible asset meets the requirements of the 

enterprise’s overall strategy” (Kaplan, et al., 2004 p. 1). 

Kaplan and Norton group intangible assets into three main categories: Human capital (the 

skills, talent, and knowledge that a company’s employees possess); Informational capital 

(the network, databases, information systems, and infrastructure of the organization); 

Organizational capital (culture of the corporation, leadership of the company, how aligned 

the employees are with the strategy of the organization, and the ability of the employees to 

share knowledge) (Kaplan, et al., 2004). 

“Human capital is the economic value an organization derives from (a) application of 

knowledge, (b) collaboration, and (c) engaged individuals” (Armitage, et al., 2006 p. 20), 

“Information capital relates to how organizations utilize their information systems, 

networks, manuals, databases, files and infrastructure to gain competitive advantage and to 

execute strategy” (Armitage, et al., 2006 p. 21) and “Organizational capital is the firm’s 

ability to connect employee goals to corporate goals” (Armitage, et al., 2006 p. 22). 

2.5 The role of the Employee Portal 

Intranets, central document repositories and knowledge databases are important information 

capital assets and perform an important role in the corporation strategy when used 

effectively (Armitage, et al., 2006). 

These tools evolved from a communication and information-sharing stage to a consolidated 

workplace (Razorfish, 2008) (Forrester Research, 2010) and they are essential to promote 

communication, collaboration and sharing information within the organization (Urbach, et 

al., 2009), they contribute to the corporate performance improvement and they seek to 

improve the ability to deliver the right information to the right people at the right time 

(Stancich, et al., 2000). 

But to be qualified as a source of sustained competitive advantage they must add value to 

the organization, must be rare, inimitable and non-substitutable (Gomes, et al., 2012 

referring to Barney, 1991). Therefore to evaluate the intranet as a strategic tool, its current 

and potential contribution to the organizational business strategy must be analyzed 

(Stancich, et al., 2000 p. 262). 

Stancich and Curry, conclude that “to obtain maximum value from an intranet, both the 

‘soft’ cultural issues of information sharing and change in work processes must be 

addressed alongside the ‘hard’ systems issues of managing the intranet as an information 

system and a business resource” (Stancich, et al., 2000 p. 255). 

In an article about obtaining competitive advantage through employees, Jassim (2002), 

supports the importance to ensure top management commitment and sponsorship and 
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evidences that one of the sources of competitive advantage is the employees and “it really 

depends on employee’s attitudes, competencies and skills; their ability to generate 

commitment and trust, communicate aspirations and work in complex relationships” 

(Jassim, 2002 p. 1). 

“Information and the way it is used can sustain a competitive edge in business but there 

must be a shift in the perception of time spent looking for learning and best practice as 

unproductive; willingness has to emerge to foster a networking, information sharing 

culture, which inevitably has to be a part of organizational culture. Using the intranet has to 

become part of everyday working life without engendering a feeling that such use is a 

waste of time and does not constitute ‘work’” (Stancich, et al., 2000 p. 250). 

Therefore the implementation of intranets must come with an adequate change in culture, 

behaviour and processes. And for that to occur, change management initiatives, top-down 

commitment and frequent examination are critical. 

Before undertaking the path of researching and understanding how Intranet adds value to 

the organization, becoming a source of sustained competitive advantage, it’s worthwhile 

setting the standards considering the terms that are used in this field.  

It is common understanding among academic through the evidence of the reviewed 

literature (Gralla, 1996; Blackmore, 1997; Greer, 1998; Stancich & Curry, 2000; Parks 

cited in Yen and Chou, 2001) that Intranet can be defined as an internal network that uses 

Internet technologies and standards and that is accessed internally by authorized users to 

share information and knowledge.  

Going a little further on the evolution of these tools according to some known maturity 

frameworks (Gartner, 2010) (Razorfish, 2008) (Forrester Research, 2010) (Hawking, et al., 

2003) Intranet evolved to Portals and they are now much more complex solutions serving 

other organization objectives. For the Meta Group, Enterprise portals are replacing first-

generation intranet Web sites as a more effective, efficient, and flexible means of managing 

and delivering applications and information to diverse sets of users (Meta Group, 2002). 

One of the first definitions of a portal in the corporate context appeared in a Merrill Lynch 

report. In this report Shilakes & Tylman, consider a portal was “applications that enable 

companies to unlock internally and externally stored information, and provide users a 

single gateway to personalized information needed to make informed business decisions.” 

(Shilakes, et al., 1998 p. 8). 
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Table 1: Portal Definitions over time 

Year  Author Definition 

1998 Shilakes 

& 

Tylman 

“Enterprise information portals are applications that enable companies to 

unlock internally and externally stored information, and provide users a 

single gateway to personalized information needed to make informed 

business decisions.”  

2000 Detlor “Enterprise portals are single-point web browser interfaces used within 

organizations to promote the gathering, sharing and dissemination of 

information throughout the enterprise. As such, these tools offer 

corporations a means by which to manage and access information from 

disparate sources across the firm.” 

2002 Chan and 

Chung 

“An enterprise portal is any system that allows users to use the web 

browser to get all corporate information he needs. A portal is a flexible 

information technology platform that allows dispersed sources of 

information to be linked together while providing users the opportunity 

to customize what they need from the information source.”  

2005 Daniel 

and 

Ward 

“Enterprise portals are secure web locations, that can be customized or 

personalized, that allow staff and business partners access to, and 

interaction with, a range of internal and external applications and 

information sources. Uses of the portal may include: improved access to 

information, increased collaboration, greater use of existing applications, 

and effective integration between applications.”  

2007 Chan and 

Liu 

“A corporate portal is a web-based platform to access with security a 

broad range of information, services, applications, and expertise.”  

2008 Gartner "Web software infrastructure that provides access to, and interaction 

with, relevant information assets (for example, information/content, 

applications and business processes), knowledge assets and human assets 

by select targeted audiences, delivered in a highly personalized manner."  

Source: A Conceptual Model for Measuring the Effectiveness of Employee Portals, (Urbach, et al., 2009 p. 2); Magic 

Quadrant for Horizontal Portal Products (Gartner, 2008 p. 4) 

 

According to Urbach et al. (2009), following other authors, to identify some of the main 

functionalities that incorporated portals and made them more complex and integrated tools. 

And they say “enterprise portals have evolved from low-end intranets into highly integrated 

IS. Today, such portals enable the integrated support of information, communication, 

applications, and business processes.” (Urbach, et al., 2009 p. 2). 

In terms of their target user group (or audience), enterprise portals can be classified as 

supplier (or business partners), customer or employee portals (Forrester Research, 2008) 

(Urbach et al., 2009 following Riempp, 2002) (Gartner, 2008).  
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Figure 8: Portal categories according to audience. Source: (Forrester Research, 2008) 

 

Sugianto & Tojib say employee portal uses “web-based interface to access personalized 

information, resources, applications, and e-commerce options” that employees can access 

through a network connection. These portals “are provided with relevant proprietary 

information displayed in a password-protected setting” (Modeling User Satisfaction with an 

Employee Portal, 2006 p. 240). Forrester Research defines them as “internally facing sites 

that serve workers’ information and self service needs” (Forrester Research, 2007 p. 1).  

The role of the employee portal has become crucial in many organizations, especially 

because they integrate information, tools and business applications and processes (Urbach 

et al., 2009 following other authors) and as a tool that drives corporate strategy, improving 

teamwork, establishing a communications strategy and improving employees career 

development, training and flexibility (Stancich, et al., 2000). 

2.6 Employee Portal business drivers and outcomes 

The Employee Portal was one of the tools for the new strategy and getting employees into 

this common platform may drive the company to experience some of the following 

benefits, among others:  

 Improving corporate communication (Razorfish, 2008), (Prescient, 2009); 

 Collaboration and sharing information between employees results in Opportunities 

for new business, faster development of products and services (Razorfish, 2008), 

(Prescient, 2009), (Nielsen Norman Group, 2009), (IBM, 2008), (Forrester 

Research, 2007); 

 Improved employee service/convenience accessing information and services with 

moe autonomy of employees in managing HR processes and information, results in 

reducing costs, improving productivity and increasing satisfaction (Razorfish, 

2008), (Prescient, 2009), (Nielsen Norman Group, 2009), (IBM, 2008), (Cisco, 

2004); 



How employee portal contributes for the intangible assets value creation 

15 

 

 Internal processes improvement and break-down bureaucracy (Forrester Research, 

2007), (Intranet Road Map, 2000);   

 Easy access to integrated applications and information results in improvements of 

employee performance once they find information more easily and perform their 

jobs better (Forrester Research, 2007), (Intranet Road Map, 2000); 

 Promotes a culture of sharing and collaboration (Intranet Road Map, 2000). 

In a survey carried out with 261 US employers that planned to have an employee portal, 

Forrester Research identified top Business Drivers and Outcomes from Employee Portal 

Implementations. We noticed that promoting corporate culture and company alignment is 

not among the frequent answers obtained. 

 

Table 2: Top Business Drivers and Outcomes from Employee Portal Implementations 

(Forrester Research, 2007) 

Top Business Outcomes Top Business Drivers 

“What results have you gained from 

deploying the employee portal?” (select all 

that apply) 

“What are the most important business 

drivers behind your decision to consider or 

implement an employee-facing portal?” 

(select top three) 

Improved employee service/convenience 

(77%) 

Greater process efficiency (59%) 

Cost, resource, or maintenance reductions 

(55%) 

Increased employee satisfaction (41%) 

Better visibility into business 

operations/metrics (36%) 

Greater employee loyalty/retention (32%) 

New product, process, or service 

innovations (27%) 

Reduced cost from decreased Web/intranet 

design or management (27%) 

Cost reduction due to consolidated servers 

or software licenses (23%) 

Facilitate self-service for managers and 

employees (94%) 

Enable collaboration and information 

sharing (50%) 

Automate business processes (40%) 

Reduce costs (25%) 

Provide secure (remote) Web access (25%) 

Provide online training (17%) 

Control access to content or applications 

(10%) 

Better govern corporate intranet (8%) 

Allow access to operational dashboards on 

key business metrics (6%) 
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2.7 Employee portal stages of maturity  

An employee portal can be regarded as a specific type of enterprise portal. There are 

several maturity models and frameworks to analyze Employee Portals. The author has 

chosen Razorfish Maturity Framework because it is well aligned with the portal definitions 

used in the literature reviewed (Urbach, et al., 2009), (Gartner, 2008). 

Hereafter we resume Razorfish framework different stages. Each subsequent stage of 

maturity generally includes the features from the stages preceding it.  

Figure 9: Intranet maturity framework (Razorfish, 2008) 

 

Stage 1: First-generation intranets are used primarily for communication and information 

sharing. Generally established by entrepreneurially-minded employees, they focus on 

communicating a department’s purpose and activities to the rest of the company (Razorfish, 

2008).  

Stage 2: Self-service intranets focus on delivering HR, Finance and Facilities-related 

services to employees within a department or a company (Razorfish, 2008).  

Stage 3: As intranets enter this stage, they move their focus to collaboration while 

continuing to improve the communication, information-sharing and self-service 

components. These intranets address the needs of project and department teams required to 

collaborate around specific initiatives and serve as a home for the communities of practices 

in an organization (Razorfish, 2008).  
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IBM (2008) refers also to a new form of collaboration that will turn collaboration into 

innovation. Hewlett-Packard is also using employee prediction markets to help drive sales 

forecasts. 

Stage 4: These intranets include significant customization and personalization so that 

employees are provided only the information and tools needed for them to do their jobs. 

These intranets truly serve as employee productivity tools that enable employees to perform 

key business tasks (Razorfish, 2008). 

Stage 5: Digital dashboards integrate real-time or near real-time information from data 

warehouses and business intelligence systems into an intranet interface. Targeted toward 

senior members of an organization, these intranets highlight the key performance indicators 

with which a company or a business unit can be managed (Razorfish, 2008).  

Stage 6: These intranets integrate legacy applications, interfaces and partner portals into a 

single, consolidated dynamic interface for employees. In the organizations where these 

exist, they’re often not even called intranets. They also integrate email, voice (through 

VoIP), and contextual tools (in other words, every digital artefact in a company is presented 

through a single interface) (Razorfish, 2008).  

Forrester Research refers to the ultimate stage of intranets as the information workplace 

(Forrester Research, 2010), while IDC calls them the Enterprise Workplace (IDC, 2006), a 

new user experience platform. In the Razorfish Intranet Maturity Framework this stage is 

referred as The Consolidated Workplace Interface (Razorfish, 2008). 

2.8 ICT investments management 

Although Employee Portal benefits are widely studied (Razorfish, 2008) (Forrester 

Research, 2007) (Prescient, 2009) (Cisco, 2004) (Nielsen Norman Group, 2009), it’s 

common understanding the difficulty to identify the Return on Investment of ICT
1
 projects, 

specially because the majority of benefits are intangible. 

Intangible assets “aren't easy to measure, so managers often pay far less attention to them 

than to tangible investments like plants and equipment, but these capabilities give investors 

confidence in future earnings” (Ulrich, et al., 2004 p. 119). 

In ICT projects, networks, computers and software are just a small part of the entire 

implementation costs and it’s the complementary investments that deliver the majority of 

benefits (Ward, et al., 2006). Brynjolfsson, Hitt, & Yang say that “successful projects 

require enormous management attention, worker training, and changes in seemingly 

unrelated areas of the business” (Brynjolfsson, et al., 2002 p. 9). 

                                                 
1
 In the reviewed literature we found references to Information Technology (IT), Information Systems (IS) 

and Information and Communication Technology (ICT). In this study we will use ICT as an extended 

synonym of IT and IS. 
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It’s consensus among academics and practitioners that ICT investments should be carefully 

justified, measured and controlled (Milis, et al., 2009) but a surprising percentage of 

enterprises failed to adopt fundamental best practices around portal sponsorship and 

governance and despite increased pressure to justify portal investments, a remarkable 91% 

of companies surveyed by Forrester Research report they do not measure or do not know if 

they measure the returns on their portal investments. This is consistent with broader trends 

that Forrester sees in which companies measure the expected value of ICT investments 

upfront to develop a business case, but they often fail to develop ongoing measures to 

assess the business value they actually realize (Forrester Research, 2007). 

“Research strongly indicates that the feasibility study of capital investments in today’s 

companies and organizations is mainly based on financial cost-benefit analysis” (Milis et 

al., 2009 following other authors, p.4). 

This might happen because most ICT investment decisions still remain in finance managers 

and because capital investment-appraisal techniques (CIAT) are well known, understood 

and practiced (Milis et al., 2009 following other authors). 

All of these techniques consist on comparing costs and the economic benefits. “Benefits 

generated by an intranet not only serve the case for initial development but also the case for 

sustainability to ensure that the intranet develops into a genuinely value-added tool for the 

business” (Stancich, et al., 2000 p. 255). 

Forrester Research analysts suggest that exclusively using financial measures has serious 

flaws: (1) There is a wide variety of financial measures in use today with multiple 

interpretations; (2) They imply a precision that doesn’t exist, because the measures are 

calculated by a formula and we can only estimate the benefits; (3) They often fail to 

account for intangible benefits; (4) They don’t account for future opportunities; (5) They 

fail to incorporate risk (Forrester Research, 2006). 

Therefore, it is essential to identify all the benefits to perform an adequate Benefits 

Management. 

2.9 Benefits Management 

Milis, et al. (2009) say the ratio of tangible to intangible and hidden benefits tends to be 

much smaller for ICT projects than in other projects. They use the term “iceberg 

investments” used by Hinton & Kaye, 1996 to speak of the large proportion of the benefits 

that are “hidden” (Milis, et al., 2009). 

The need to carefully justify, measure and control benefits of ICT investments should lead 

to the need of understanding them. Actually, “not all investments will be able to be justified 

financially”. However, the ability to explicitly measure the benefits is essential to their 

delivery. Additionally “Reviewing the benefits that are, and are not, realized from each 
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investment, is essential, if an organization is to increase the value it obtains from all its 

IS/IT investments” (Ward, et al., 2006 p. 356). 

Figure 10: The value of benefits management, taking a major pharmaceutical company as 

an example (Ward, et al., 2006) 

 

“The benefits management approach was developed to enable organizations to improve the 

value realized from specific investments” but it can also be used “to formulate, manage and 

implement strategic change programmes” and to “help formulate and implement business 

strategies” (Ward, et al., 2006 p. 383). Lin & Pervan agree that “the process model of 

benefits management developed by the Cranfield research program can be used as the basis 

for guidelines on best practice in benefits management” (Lin, et al., 2001 p. 15). 

John Ward and Elizabeth Daniel propose the following benefit classification matrix 

according to contribution explicitness, and considering four levels based on the ability to 

assign a value to the benefit. 

Table 3: Benefits classification according to contribution (Ward, et al., 2006) 
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The benefits dependency network is a key output from the activity of determining the 

changes required for the delivery of each benefit and how the ICT development will enable 

these to occur (Ward, et al., 2006), (Peppard, et al., 2007). 

“The BDN provides a framework for explicitly linking the overall investment objectives 

and the requisite benefits with the business changes which are necessary to deliver those 

benefits and the essential IT functionality to both drive and enable these changes to be 

made” (Peppard, et al., 2007 pp. 10,11). 

 

Figure 11: The benefits dependency network (Ward, et al., 2006) 

 

 

The development of the Benefits Dependency Network varies, depending on whether a 

problem-based or innovation-based investment is being considered. Whether the case, the 

“development of the Benefits Dependency Network not only enables the knowledge and 

experience of business managers to be applied more coherently to planning the investment, 

but it also creates a clearer understanding of how different groups need to work together to 

achieve the benefits they and the organization wish to gain” (Peppard, et al., 2007 p. 20) 

and of the changes needed to deliver those benefits (Peppard, et al., 2007). 

“There’s a clear understanding that benefits only occur from active involvement of business 

managers in defining and owning those benefits and carrying out the changes that deliver 

them” (Ward, et al., 2006 p. 356). 
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2.10 The importance of change management 

Change management initiatives seem to be understood as valuable to ensure project 

delivery and overall success. “New technology is not transformational on its own” (…) 

“appropriate use requires considerable complementary investment in people, processes, 

culture and support” (…) “some or all of these things are usually missing” (Ward et al., 

2006 p. 33, referring to a Report by the iSociety, 2003).  

The delivery of the majority of benefits from ICT initiatives is due mainly to the 

complementary investments an organization makes in changes to the way business is 

performed and resources are deployed (Ward, et al., 2006, referring to Brynjolfsson and 

Hitt, 2000). 

Lin, et al. (2001) referring to Truax (1997) suggest a number of reasons for organizations 

not getting the benefits they expected. Amongst them, they point out: (1) The ‘‘right’’ 

benefits are difficult to identify up front; (2) Organizations often have a limited ability to 

manage change. 

Employee portal projects are complex, time and cost-consuming, with a high risk of failing 

(Urbach, et al., 2009 referring to Remus, 2006). A recent study from Gartner Research 

presented at the “2012 Portal, Content and Collaboration Summit”, shows that 40% of 

portal initiatives fail to get adequate adoption to achieve ROI (Prescient, 2009) and the 

most frequent causes of partial or total failure is the undervaluation of the organizational 

aspects in change. In fact, most of the companies manage the implementation project in a 

purely technical perspective without systematically facing the organizational and the 

change management requirements (Martinia, et al., 2009). 

The Standish Group research shows a staggering 31,1% of projects will be cancelled before 

they ever get completed. Further results indicate 52,7% of projects will cost 189% of their 

original estimates (The Standish Group, 2009). And although there is some controversy 

about the Chaos Report figures (Eveleens, et al., 2010), it also shows the results of survey 

on ICT executive managers opinion about the reason projects succeed, and according to 

their opinion the three more relevant are (1) User Involvement; (2) Executive Support; (3) 

Clear Business Objectives (The Standish Group, 2009). 

In a detailed study carried out by McGolpin and Ward about strategic ICT investments, 

“commitment and involvement of senior management has been identified (…) as a success 

factor, but although all the projects were commissioned by senior management, only the 

(…) successful ones had involvement maintained throughout the projects” (Ward, et al., 

2006 p. 45, referring McGolpin and Ward, 1997). 

This study also found that “the highly successful projects, existing change management 

processes were used to ensure that the business maximized the value of the ICT investment 

through associated changes to business practices” (Ward & Daniel, 2006 p. 46, referring 

McGolpin and Ward, 1997). 
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It’s common understanding among academics and practitioners that adequate change 

management and sponsorship is very important to the success of undertaken projects, which 

generate benefit and generate value to the organization. Although there’s still a high 

percentage of project failure which clearly demonstrates that this management techniques 

and behaviours are not being adopted or correctly implemented.  

2.11 Literature review summary 

To better understand the subject under study, we reviewed literature related with the 

importance of intangible assets, employee portals, ICT investment management and the 

importance of change management. Some of the major evidences found in this review are: 

(i) Intangible assets relevance is growing;  

(ii) Leadership, teamwork and communication are important ingredients in 

organizational capital once they provide the ability to adapt, and to make the 

changes required to execute on the strategy;  

(iii) the development of a corporate culture is essential to promote collaboration, 

sharing knowledge and innovation;  

(iv) Strategy maps provides a visual framework to communicate strategy and 

highlighting how the organization intends to create value; 

(v) Intranets and Employee portals are strategic tools; 

(vi) Benefits management is an important approach to improve the value realized 

from specific investments - it is essential to review the benefits that are, and are 

not, realized from each investment, to increase the value it obtains from all its 

ICT investments; 

(vii) Adequate change management is essential to ensure project delivery and overall 

success of ICT investments. 

We also looked into benefits management and Benefits Dependency Network as a tool to 

identify Benefits and into Strategy Maps as a tool to communicate company strategy. 

Finally we developed a theoretical framework – described hereafter – to address some of 

the limitations we believe strategy maps have: 

(i) Strategy maps don’t evidence interrelation between assets, which is important to 

understand each ones’ contribution and value;  

(ii) Strategy maps internal perspective doesn’t consider support processes;  

(iii) Strategy maps don’t show how internal processes impact assets, what we 

believe it’s limitative to understand the processes that create value within an 

organization;  

(iv) They lack of detail on enabling changes, which is essential to identify strategic 

projects and programs in the organization. 
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The development of a framework to address the limitations of a tool of reference, like 

strategy maps, is itself a contribution of this thesis, which was validated by blind referee of 

an international conference (How Employee Portal Contributes for the Intangible Assets 

Value Creation, 2013).  
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3 Framework 

As said previously, Strategy Maps are important frameworks to communicate strategy and 

to show how intangible assets align with strategy to create value for the organization. 

However somewhat absent from this framework is the evidence of interrelation between 

assets, the identification of support processes, the positive impact of internal processes in 

intangible assets and the identification of strategic enabling changes. Therefore in our view, 

the model (Strategy Maps) can be complemented and reinforced with these elements 

resulting in a stronger framework to help organizations enhancing their strategic 

knowledge, to reduce the risk of projects failure, and to capture real value from their 

investments. 

3.1 Modifications to Strategy Maps 

i. Strategy maps don’t evidence interrelation between assets 

There are many academics supporting the resources-based view of the firm where different 

assets depend on each other to create value – they are interconnected (Marr, et al., 2004). 

Marr and his colleagues say that “the contribution of one asset, lets say technology, can 

rarely be expressed independently from other assets, such as skills, expertise, or corporate 

culture” (Marr, et al., 2004 p. 318). 

In Strategy Maps, Intangible assets are presented separated and categorized, they are 

connected with value-creating processes independently and there’s no connection between 

them. But they cannot be seen separated from each other and it’s obvious that Human 

Capital (Skills, Talents, Know-how and Information) often depends on the technology 

available and it’s hard to imagine Information Capital (Databases, Information Systems, 

Networks and Infrastructure) existing without the right skills and know-how. Organization 

Capital (Culture, Leadership, Alignment and Teamwork) influences Human Capital and 

vice versa (adapted from Marr, et al., 2004 to fit asset structure used in strategy maps). We 

believe that, even between different Organizational Capital assets, should be dependencies 

(the right Culture it’s essential to create Leadership, Alignment and Teamwork behaviours). 

Exploiting asset complementarity allow assets to be used more efficiently strengthening 

organization’s competitive advantage (Iversen, 2000), (Hughes, et al., 2006). Marr and 

colleagues believe “that efficient management of organizational assets is impossible 

without understanding the interrelationships and interdependencies of such assets” (Marr, et 

al., 2004 p. 318) and Kaplan et al. (2004) say that intangible assets value derives from their 

interrelation and cannot be measured independently. 

The Value Creation Map, developed by Marr to complement Kaplan and Norton’s original 

strategy map, identifies both the direct and indirect dependencies of performance as well as 
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differences in importance. Understanding the relative importance of specific assets in the 

creation of capabilities and value enables better resource-allocation decisions (INSEAD, 

2005). 

Figure 12: An example value creation map (INSEAD, 2005) 

 

“IT has great enabling capacity for making other organizational resources more easily 

accessible and shareable. However, to derive competitive benefits from synergy, firms need 

to create social context and reciprocity inherent in shared practice” (Bharadwaj, 2000 p. 

176). 

Brynjolfsson and colleagues conclude about their analysis on intangible organizational and 

ICT assets complementarity that “the market value of a firm that has leveraged computer 

assets with organizational investments should be substantially greater than that of a similar 

firm that has not” (Brynjolfsson, et al., 2002 p. 4). Ulrich (2004) also highlights the need to 

“recognize the interdependence of capabilities. While you need to be focused, it's important 

to understand that capabilities depend on one another” (Ulrich, et al., 2004 p. 126). 

To overcome this limitation in strategy maps, and based on the importance to identify and 

communicate assets synergies, it is suggested the introduction of the “asset synergies” 

concept in the proposed theoretical framework (the graphical representation can be seen 

down bellow in Figure 19). 

 

ii. Internal perspective doesn’t consider support processes  

From the literature review, it’s understood that in the internal perspective, strategy maps 

only identify the most important processes that create desired outcomes for customers and 

shareholders. There is no focus in support processes (i.e.: Corporate Communication, HR 

management, Project Management or Quality Management). As an example, Corporate 
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Communication is known as essential to perform adequate change when implementing 

Corporate Culture (White, et al., 2010). 

Organization capabilities like Talent, Speed, Shared mind-set and coherent brand identity, 

Accountability, Collaboration, Learning, Leadership, Customer connectivity, Strategic 

unity, Innovation or Efficiency are “the outcome of investments in staffing, training, 

compensation, communication, and other human resources areas” (Ulrich, et al., 2004 p. 

119). 

In its Strategic Plan for Knowledge Management, NASA identified culture as one of the 

critical success factors for knowledge management and they consider that the top 

management leadership is essential to become an organization that shares knowledge 

broadly. NASA identifies education and training programs and several knowledge 

management activities that “will build upon and bridge the existing capabilities and 

resources to deliver an integrated suite of processes and tools to help share information 

across the Agency” (NASA, 2002 p. 20). 

 

Figure 13: Critical success factors for knowledge management (NASA, 2002) 

 

Social aspects related to organizational change needed to implement knowledge 

management processes (Bharadwaj, 2000) are managed in organizations’ support 

processes. 

To overcome this limitation it is suggested the introduction of a “support processes group” 

in the internal perspective of the proposed theoretical framework (the graphical 

representation can be seen down bellow in Figure 19). 
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iii. Strategy maps don’t show how internal processes impact assets 

According to Kaplan, et al., value is created in the organization through its managed 

internal processes and the development of human, information and organizational capital. 

They group internal processes into 4 main clusters: (1) Operations Management processes, 

(2) Customer Management processes, (3) Innovation processes and (4) Regulatory and 

Social processes (Kaplan, et al., 2004).   

 

Figure 14: Value-creating processes in Strategy Maps (Kaplan, et al., 2004) 

  

Ulrich, et al., identify organizational capabilities (collective skills, abilities, and expertise) 

as relevant intangible assets to the value generation. These capabilities “are the outcome of 

investments in staffing, training, compensation, communication, and other human resources 

areas. They represent the ways that people and resources are brought together to 

accomplish work” (Ulrich, et al., 2004 p. 119). 

Casadeus-Masanell, et al., (2007 p. 5) define business model as “a set of choices and 

consequences” and identifies intangible assets as consequences and not choices. They also 

describe virtuous cycles as feedback loops generated by business models dynamics that 

iterate and strengthen some components of the business model (Casadeus-Masanell, et al., 

2007). 
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“Communication influences culture and culture influences communication. The perception 

of a positive sense of community inside an organization contributes to a positive 

organizational culture” (White, et al., 2010 p. 8). 

Another example of this kind of feedback regards to organizational change required to 

perform efficient knowledge management processes. Creating a culture for knowledge 

management requires changes to Intangible assets like organization structure, information 

systems and reward structures (Bharadwaj, 2000). 

To overcome this limitation it is suggested the introduction of the “virtuous process 

feedback” concept in the proposed theoretical framework (the graphical representation can 

be seen down bellow in Figure 19). 

 

iv. Lack of detail on enabling changes  

From the literature review, it’s understood that strategy maps don’t identify the enabling 

changes (i.e.: training, new working practices, communication) that are performed. 

“Changes that are prerequisites for achieving the business changes or that are essential to 

bring the system into effective operation within the organization” (Ward, et al., 2006 p. 

109). 

Bharadwaj (2000) following Marshal, also highlights the difficulty for Organizations to 

manage effectively both ICT and social aspects of knowledge management. He states that 

this “social process requires tremendous organizational Change” and identifies organization 

structure, control and communication systems and rewards structures as the assets that 

experience changes. (Bharadwaj, 2000 p. 176). 

As seen before, the importance of an adequate change management and sponsorship in 

order to guarantee the success of undertaken projects is common understanding among 

academics and practitioners and Strategy Maps don’t answer to this concern.  

To overcome this limitation we suggest the introduction of the “enabling changes layer” in 

the proposed theoretical framework (the graphical representation can be seen down bellow 

in Figure 19). 

3.2 Theoretical Framework 

Kaplan and Norton found that it’s important to use visual representations of strategic intent 

to help understand how organizational resources are used to create value (Kaplan, et al., 

2004). After understanding what we perceived as Strategy Map limitations, literature was 

reviewed regarding other models and frameworks to analyse which and how can they be 

used to complement Strategy Map. 
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Benefits Dependency Network, Business Model Representations, DeLone and McLean IS 

success model, Knowledge Assets Map, Organisational Key Resource Map, Success Map, 

Value Creation Map and Value Network Analysis Diagram were looked (Allee, 2000) 

(INSEAD, 2005) (Ward, et al., 2006) (Casadeus-Masanell, et al., 2007) (Marr, et al., 2004) 

(Urbach, et al., 2009). 

Most of them follow the creation value flux of cause-effect shown in Soh and Markus’s 

Model (Soh, et al., 1995). 

 

Figure 15: How IT creates business value (Soh, et al., 1995) 

 

Marshall et al. (2005) proposed a modification to Soh at al. model in order to consider the 

IT alignment process, showing that IT expenditure is part of strategic imperatives of the 

organization. 

 

Figure 16: Modified model for business value creation from IT (Marshall et al., 2005) 

 

Benefits Dependency Network and Strategy Map are both tools that expose and depict 

strategic alignment.  

“The BM approaches through the benefits dependency network, draw on a map all the 

objectives, benefits and changes needed from the business drivers and the path to reach 

them, setting responsibilities, targets and performance measures” (Gomes, et al., 2012  p. 

7). Although its main focus is to determine the changes required for the delivery of each 

benefit and how will ICT assets enable these changes, it’s believed that this tool could be 
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used with Strategy Map, complementing it and helping to overcome some of the identified 

limitations. 

Bradley (2006) states that “end objectives” are ideal for communicating programme 

purpose to a wider audience. These objectives provide a solid basis for building Benefits 

Maps and they are determined from strategy maps “long term objectives” (usually two or 

three primary or bounding objectives) (Bradley, 2006). 

Ward (2006) defines “Investment Objectives” as “Organizational targets for achievement 

agreed for the investment in relation to the drivers. As a set they are essentially a 

description of what the situation should be on completion of the investment” (Ward, et al., 

2006 p. 106). These organizational targets can be related with human or organizational 

capital.   

Throughout the reviewed literature, examples of business benefits that consist in the 

strengthening of intangible assets were found. The value creation through the strengthening 

of assets like knowledge, culture, loyalty, image, brand, collaboration, custom orientation is 

identified as benefits by Allee (2000), Bharadwaj (2000) and Prescient Digital Media 

(2009). Organization capabilities “are the outcome of investments in staffing, training, 

compensation, communication, and other human resources areas” (Ulrich, et al., 2004 p. 

119). 

“Enabling changes layer” consists on the addition of a new layer in Strategy Map 

corresponding to the Benefits Dependency Network enabling changes Layer. And “virtuous 

process feedback” should be addressed by the transposition of the BDN “investment 

objectives” layer into the Strategy Map “Intangible Assets” and “Long-term objectives” 

layers. 

 

Figure 17: Strategy Map, Benefits Dependency Network “stack” visual presentation 
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Figure 18: Framework visual presentation 

 

“Support processes group” consists in the addition of this process group and the usage of 

Benefits Dependency Network to identify all relationships. “Asset Synergies” consist on 

visual representation of the direct dependencies and interrelation between assets. 

 

Figure 19: Framework visual presentation addressing Strategy Map limitations 
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As we noticed in the case study, there is evidence that the proposed framework matches the 

organization concerns to communicate organization strategy, understanding how business 

value is generated and providing the information needed for a suitable top-down 

commitment and sponsorship, essential to perform adequate change management and 

benefits management. And during the current research there is commitment to prove the 

usefulness of this framework, via the case study in progress. 

This framework was presented in the 15th International Academy of Management and 

Business (IAMB) Conference held in ISEG, Lisbon, Portugal in April 17-19, 2013 (How 

Employee Portal Contributes for the Intangible Assets Value Creation, 2013). 

3.3 Application of the Framework  

The literature reviewed is mostly related with (1) the importance of intangible assets in the 

value creation process of an organization, (2) employee portals as relevant information 

capital assets that perform important role in the organization strategy and (3) management 

concerns on justification, measurement and control of ICT investments. 

During the literature review, we found significant sources of information regarding strategy 

maps and their use to communicate strategy. However, there was no evidence of studies on 

the combination proposed in the theoretical framework.  

Strategy Maps are tools to capture organization’s strategy in a visual form, in a way to 

facilitate communication of the company strategy, describing how an organization creates 

value for its shareholders, customers and/or citizens. Based on this finding we think it’s 

essential to (1) communicate the way the organization enables changes, (2) identify the 

processes that generate value through positive impact in the organization intangible assets 

and (3) clarify the relationship and dependencies amongst intangible assets.  

The proposed framework was developed to address these matters and to help understanding 

the cause-effect relationships that generate business value, as well as providing top 

management and decision makers the information needed for a suitable top-down 

commitment and sponsorship, essential to perform appropriate change management and 

benefits realization. 

This employee portal case study was performed, as a means to understand how a corporate 

employee portal contributes for the intangible assets value creation process. And the 

developed framework was applied to understand if it helps organizations to enhance their 

strategy knowledge, to reduce the risk of investments failure or misuse, and a contribution 

to capture real value from them. 

The case study developed in this thesis concerns the demonstration of potential linkages 

between organization’s Culture (OC1), Alignment (OC2), Teamwork (OC3) and 

Employee Portal (IC1) Intangible assets, Internal communication support process 
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(SP1), Identification of opportunities for new products and services innovation process 

(IP1) and the associated enabling changes (ECn) performed in the organization. 

 

Figure 20: Elements subject of study 

 

In the literature reviewed we found theoretical relationships of cause and consequence 

between the studied elements. The references supporting these relationships are identified 

in the following table. 

 

Table 4: Existing linkage between studies “elements” found in literature review 

Impacts  

 

 

OC1 OC2 OC3 IC1 SP1 IP1 ECn 

OC1   Bharadwaj 

(2000); 

NASA (2002) 

Ward et al. 

(2006). 

White, et al. 

(2010) 

IBM (2008); 

Bharadwaj 

(2000); 

Sarros, et al. 

(2008); 

NASA (2002) 

 

OC2 Estes (2007)       
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OC3      Moos, et al. 

(2011); 

IBM (2008) 

 

IC1 Stancich, et 

al. (2000); 

Urbach, et al. 

(2009) 

Kaplan et al. 

(2004);  

Stancich, et 

al. (2000) 

Stancich, et 

al. (2000); 

Urbach, et al. 

(2009) 

 Kaplan, et al. 

(2004); 

Urbach, et al. 

(2009); 

Stancich, et 

al. (2000) 

Moos, et al. 

(2011); 

IBM (2008) 

Jassim (2002) 

SP1 White, et al. 

(2010) 

Kaplan et al. 

(2004) 

Ulrich, et al. 

(2004) 

Ward et al. 

(2006) 

 Ulrich, et al. 

(2004) 

White, et al. 

(2010); 

NASA (2002) 

IP1        

ECn Bharadwaj 

(2000) 

Kaplan et al. 

(2004)  

 

 Prescient 

Digital Media 

(2009); 

Martinia, et 

al. (2009); 

Ward, et al. 

(2006) 

Ward, et al. 

(2006); 

Bharadwaj 

(2000) 

  

 

The case study was developed based on corporate information review, interviews and 

organizational climate questionnaires that helped to validate case study data.  

We reviewed corporate documentation and conducted interviews to develop a BDN that 

helped to understand if and how does employee portals’ communication, knowledge 

management and collaboration functionalities (IC1) contributes to corporate strategy 

through corporate alignment (OC2), culture (OC1) and teamwork (OC3) and its’ 

relationship with internal communication support process (SP1) and with the identification 

of opportunities for new products and services innovation process (IP1). BDN was also 

helpful to identify Enabling Changes (ECn). 

Organizational climate questionnaires helped to identify decrease or growth of certain 

aspects within organization.  

3.3.1 Information capital 

Information capital is the raw material for creating value in the new economy. It includes 

systems, databases, libraries and networks, and makes information and knowledge available 

to the organization (Kaplan, et al., 2004). For the current case study we considered only the 
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Employee Portal and focused mainly on communication, knowledge management and 

collaboration functionalities. 

Information Capital has value only in the context of the strategy and its strategic alignment 

that determines the value of intangible assets (Kaplan, et al., 2004). Therefore to consider 

strategic importance of Employee Portal we must demonstrate current contribution and 

future potential (Stancich, et al., 2000).  

Employee portals are essential tools to promote communication, collaboration and sharing 

information within the organization (Urbach, et al., 2009) and they contribute to improve 

the ability to deliver the right information to the right people at the right time (Stancich, et 

al., 2000). They should be seen as a tool that drives corporate strategy, improving 

teamwork, establishing a communications strategy and improving employees career 

development, training and flexibility (Stancich, et al., 2000).  

3.3.2 Organizational capital 

Organizational capital is the ability of the organization to mobilize and sustain the process 

of change required to execute the strategy. It provides the capability for integration and 

alignment of intangible and tangible assets with the strategy by changing employees’ 

behaviour and it’s built on culture, leadership, alignment and teamwork (Kaplan, et al., 

2004).  

3.3.2.1 Culture  

Culture reflects the predominant attitudes and behaviours that characterize the functioning 

of the organization and can be a barrier or an enabler of change (Kaplan, et al., 2004).   

Ulrich, et al. (2004) analyses technical and social skills in the individual and organizational 

perspective and identifies organizational capabilities as an organization's underlying DNA, 

culture, and personality represented in the organizational-social cell (see cell 4 in table 4 

bellow). 

 

Table 5: individual and organizational levels of analysis as well as technical and social skill 

sets (Ulrich, et al., 2004) 

 Individual Organizational 

Technical (1) An Individual’s functional 

competence 

(3) An organization’s core 

competencies 

Social (2) An individual’s leadership 

ability 

(4) An organization’s capabilities 
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“These capabilities are the outcome of investments in staffing, training, compensation, 

communication, and other human resources areas. They represent the ways that people and 

resources are brought together to accomplish work. They form the identity and personality 

of the organization by defining what it is good at doing and, in the end, what it is” (Ulrich, 

et al., 2004 p. 119). 

These intangible organizational resources value is well understood in the resources-based 

theory which recognizes them as key drivers of superior performance (Bharadwaj, 2000). 

Estes (2007) defines strategic culture as the “combined effect of behaviors, norms, beliefs, 

values, heritage, thinking, and relationships and the way they manifest themselves in an 

organization and its strategic performance” (Estes, 2007 p. 2). 

According to Kaplan et al. (2004) measurement of culture should be based on employee 

surveys and refers to the measurement instrument (the Organizational Culture Profile) 

developed by Charles O’Reilley and colleagues that maps organizational culture into 8 

independent factors. Rather than mapping organizational culture, we intend to find its’ 

linkage to other organization capital and find the contribution of Employee Portal and 

support processes.  

3.3.2.2 Alignment  

According to Estes (2007), “strategy alignment is the complete integration of every 

organizational component to the mission, strategic vision, planning processes, day-to-day 

decision making, and human performance systems” (Estes, 2007 pp. 1-2). 

Alignment requires that all employees are empowered in the same direction. Leaders must 

create awareness of the high-level strategic objectives and then they must ensure that 

individuals and teams have local objectives and rewards that contribute to achieving targets 

for high-level strategic objectives (Kaplan, et al., 2004). 

Most leaders will agree, the degree by which their vision is communicated effectively to 

each member of the organization in order that their contribution is aligned with the 

financial outcomes determines the success of that organization and this process of strategy 

alignment requires the creation of a “strategic culture” which is often the primary function 

of strategy alignment initiatives (Estes, 2007). 

Kaplan et al. (2004) identifies brochures, newsletters, town hall meetings, orientation and 

training programs, executive talks, company Intranets, and bulletin boards as mechanisms 

of communication programs to create strategic awareness. Again, employee surveys are the 

way organizations use to measure if employees are aware of high-level strategic objectives. 

3.3.2.3 Teamwork and Knowledge Sharing 

According to Stevens and Campion (1994), Communication is one of the three 

subcategories of interpersonal Knowledge Skills and Abilities (KSA) an individual team 
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member should have in order to be an effective team contributor (The knowledge, skill and 

ability requirements for teamwork: Implications for Human Resource Management, 1994). 

They also say that communication networks or channels “can exert a powerful influence 

among team performance”. 

Companies must generate, organize, develop and distribute knowledge (either through a 

“push system” or by providing easy access when people are searching information relevant 

to their immediate needs). And there’s no greater waste than a good idea used only once 

(Kaplan, et al., 2004). 

Kaplan (2004) considers that Knowledge Management systems are composed by: 

a. Database and database management systems that collect and store the knowledge 

information;  

b. Communication and management systems that retrieve and transmit the knowledge 

material; 

c. Secure browsing that allows employees to search databases remotely. 

And they are used to support knowledge generation, organization, development and 

distributing processes (Kaplan, et al., 2004).  

To measure the effectiveness of teamwork and knowledge sharing, Kaplan et al. (2004) 

refer that “organizations can do better at measuring outputs, such as number of ideas 

transferred or adopted or number of new ideas and practices shared with other teams and 

organization units” (Kaplan, et al., 2004 p. 306). 

3.3.3 Innovation processes 

Ward, et al. (2006) defines “R&D/innovation” as activities associated with developing new 

products and services and with the improvement of processes within the organization.  

“Sustaining competitive advantage requires that organizations continually innovate to 

create new products, services and processes” (Kaplan, et al., 2004 p. 131). This innovation 

capability is directly related with company’s success and value proposition (Moos, et al., 

2011; Kaplan, et al., 2004; IBM, 2008). 

Kaplan, et al. (2004), identifies four important processes included in managing innovation:  

- Identification of opportunities for new products and services; 

- Managing the research and development portfolio; 

- Design and development of new products and services; 

- Launching new products and services in the market. 

Moos, et al. (2011) recognize the importance of the organization’s capacity to acquire and 

utilize relevant knowledge (both internal and external sources) for innovation success. 

Their analysis underlines the importance of Knowledge Management Systems and show 
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that they have significant impact on innovation success. This conclusion can also be taken 

from IBM’s CEO study (2006) that discusses the changing face of collaboration and the 

ways in which the new collaboration can benefit business. True innovation is virtually 

impossible without collaboration and smart businesses are already looking for ways to 

connect with both internal and external communities (customers, partners and other 

stakeholders) (IBM, 2008). 

According to IBM (2008), to achieve true innovation, “companies must make data available 

to more people in the organization; change the corporate culture to one of collaboration and 

trust; and implement tools to harness collective knowledge, experience and communities” 

(IBM, 2008 p. 3). And considering Stancich, et al. (2000), Urbach, et al. (2009), Razorfish 

(2008) and Forrester Research (2010) these objectives match Employee Portals 

functionalities. 

3.3.4 Support processes 

As said before, it’s obvious that communication systems and processes play an important 

role in the social process of organizational change (Bharadwaj, 2000) and there’s also the 

perception that communication and culture influence each other (White, et al., 2010). 

Knowledge management support processes could also be considered in our analysis as they 

are supported by Knowledge Management Systems (KMS) (Alavi, et al., 2001) and they 

have a direct contribution to organization innovativeness (Moos, et al., 2011). 

 

Figure 21: The importance of support processes 
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Nevertheless we focused our analysis in internal communication support processes only 

and tried to understand the possible relation and contribution to corporate strategy through 

corporate alignment (OC2), culture (OC1) and teamwork (OC3). 

3.3.5 Correspondent enabling changes  

Business changes are new ways of working to ensure that the desired benefits are realized 

and ICT should be considered as just one ingredient that supports or enables the delivery of 

the identified business objectives (Ward, et al., 2006). 

To determine the changes required for the delivery of each identified benefit, and how ICT 

will enable them to occur, a benefits dependency network should be developed. BDN 

relates ICT via the business and organizational changes to the benefits identified (Ward, et 

al., 2006). 

Ward, et al. (2006) identifies some of the more often identified enabling changes: (a) 

defining new working practices, (b) redesigning processes, (c) changing job roles and 

responsibilities, (d) implementing new incentive or performance management schemes, and 

(e) training in new business skills.  

Employee portal projects are complex, time and cost-consuming, with a high risk of failing 

(Urbach, et al., 2009), (Prescient, 2009) and adequate change management and sponsorship 

is very important to the success of these projects and the most frequent causes of partial or 

total failure is the undervaluation of the organizational aspects in change (Martinia, et al., 

2009). 
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4 Case Study 

The case study was conducted based on corporate documentation, literature reviewing and 

the author experience and knowledge of the company, which allowed the development of 

the Benefits Dependency Network. 

This BDN was then validated with major stakeholders (Corporate Communication and 

Innovation Management) to validate the BDN according to their different perspectives. 

The author applied the collected data to the developed theoretical framework and 

triangulated it with employee satisfaction questionnaires data.  

4.1 Collected data 

4.1.1 Corporate documentation 

We reviewed public and internal corporate documentation, such as Communication with 

shareholders, annual reports and investors’ day presentations; Internal news magazines, 

Intranet news and Internal presentations. 

4.1.2 Interviewed people profile 

We interviewed people whose activity was related with Corporate Communication and 

Image Unit, responsible for the communication through the employee portal; Innovation 

Management, responsible for the Innovation related processes. Following is the 

identification of the interviewed people: 

Ana Allen Lima, Director of Innovation Factories Management, Portugal Telecom 

Dalila Ribeiro Martins, Head of Corporate Communication and Image, Portugal Telecom 

4.1.3 Employee Satisfaction Questionnaires 

We looked into employee satisfaction survey results (Portugal Telecom, 2002-2011) in 

order to triangulate and confirm the previous data gathered. These questionnaires were 

answered by employees of all Portugal Telecom Group companies, considering a universe 

of more than 11.000 employees. 

The overall adherence index grows up from 42%, in 2002, to 65%, in 2005 (Seruya, 2009) 

and continues to grow until 86%, in 2011 (Portugal Telecom, 2002-2011). 

From 2002 to 2006, the answers given are rated in the following way: 

a. If you totally agree with the sentence, rate 9 or 10 
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b. If you agree with the sentence, rate 7 or 8 

c. If you don’t have an opinion on the subject, rate 5 or 6 

d. If you don’t agree with the sentence, rate 3 or 4 

e. If you totally disagree with the sentence, rate 1 or 2 

The final indexes were presented in a scale of 0 to 10 with one decimal place. For the case 

study we converted the results to a scale of 0 to 100. 

Since 2008, the answers given were rated in the following way: 

a. If you totally agree with the sentence, rate 4 

b. If you agree with the sentence, rate 3 

c. If you don’t agree with the sentence, rate 2 

d. If you totally disagree with the sentence, rate 1  

The final indexes were presented in a scale of 0 to 100. 

The organisational climate survey was reformulated throughout 2007, so there was no 

survey in that year. 

4.2 Portugal Telecom strategic context 

It is said that the history of Portugal Telecom (PT) is often confused with the history of 

Telecommunications in Portugal. Today, the largest Portuguese Private Business Entity, 

Portugal Telecom, has over 70 million clients spread throughout various business areas 

around the four corners of the world (Portugal Telecom). 

This national telecommunications operator was created in 1994 with the fusion of  

“Telefones de Lisboa e Porto” (TLP), “Companhia Portuguesa Rádio Marconi”(CPRM) e 

“Teledifusora de Portugal” (TDP). PT entered a privatisation phase leaving PT’s capital 

almost entirely in private hands but with the State maintaining a participation of 11% 

(Portugal Telecom). 

The 21st Century started with PT as leader in the Portuguese Telecommunications market 

and expanding its business areas to new technologies, products, services and unthinkable 

solutions to pioneers in telephone and telegraphic experiences. Portugal Telecom is a 

company of reference in the Portuguese market and has million of clients today which are 

distributed among various business areas and around the four corners of the world. Fixed 

and mobile communications, multimedia, information systems, research and development, 

communications via satellite and international investments (Portugal Telecom).  

This complex transformation created a “mosaic” of brands and commercial cultures: TV 

Cabo; Sapo; Telepac; TMN; PT Comunicações; PT Wi-Fi. Each of these brands was 

formed by a specific group of people, with its own organizational culture. They feel 
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individually responsible for the success of each of their brands and they characterize a 

connection with organizational reality with well defined boundaries, sometimes even 

physical boundaries due to the head quarters localization (Seruya, 2008). 

PT group is therefore a “mosaic” of different cultures coming from the diversity of different 

brands with independent life and history (Seruya, 2008). 

 

Table 6: Major Portugal Telecom brands (Seruya, 2008) 

TV Cabo Cable TV 
 

Sapo ADSL Internet, contents portal 
 

Telepac Internet for the enterprise segment 
 

TMN Mobile 
 

PT Comunicações Wireline 
 

PT Wi-Fi High-speed Internet in public places 

 

 

By the year of 2002, six strategic and organizational challenges of the Portugal Telecom 

Group are more evident (Seruya, 2008): (a) the triple heritage considering its’ traditional 

activity, fixed, still a monopoly but which will disappear in the short term and a shareholder 

(the state) that will reduce its stake to a golden share; (b) The process of privatization and 

internationalization (c) who marked its evolution, building a mosaic of activities and 

trademarks, (d) a mosaic of cultures (e), whose diversity is the dominant trait, and the new 

administration of the holding (f). 
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Figure 22: Strategic and organizational challenges of the PT Group (Seruya, 2008) 

 

4.3 Cultural transformation 

In 2002, the shareholders of PT Group and the new administration headed by Horta e 

Costa, decided to strengthen the strategic orientation towards the development of an 

economic group with an international dimension, based on the collaboration between 

activities and enterprises formerly independent (Seruya, 2008). And there are two urgent 

strategic approaches, consistently affirmed by this administration in all internal and external 

forums: focus on customers, and further internationalization.  

 

Figure 23: The main strategic and managerial challenges of PT Group (Seruya, 2008)  

 

 

 

 

 

 

 

 

Strategic and 

managerial 

challenge 

Group synergies 

An integrated view of the customer: versatile source 

of bonuses, and opportunities for cross-loyalty 

 

Internal coherence and cohesion 

The challenge of aligning the entire organization 
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In the 2002 Portugal Telecom Investor Day, PT CEO Horta e Costa identifies “Rethinking 

the Group organization” and “Committing human resources to process of change” as 

immediate priorities needed to implement structural changes in PT (Portugal Telecom, 

2002) considering the creation of shared services, an integrated perspective of the customer 

according to the segment and synergies among distinct businesses considering the 

following four orientations (Seruya, 2008):  

 in network management, the Group aims to ultimately advance the implementation 

of operational synergies among its businesses; 

 segment in the 'Personal', continue investment in mobile, which will take more and 

more as the primary means of offering voice services and custom data; 

 in the 'Residential and SoHo' (Small offices, home offices) segment, progress 

towards an increased focus on the development of the integrated offer of voice, 

broadband and video; 

 Finally, in the segment 'Enterprise', invest more in the emergence of offering 

integrated solutions (voice and data, fixed and mobile systems). 

 

Figure 24: Portugal Telecom new organization (Portugal Telecom, 2003) 

 

 

 

In the 2003 Portugal Telecom Investor Day, “integration” and “synergies” are watchwords 

and while one of the Strategic Objectives presented is “Position PT as a fully integrated 

provider of telecoms and multimedia” (Portugal Telecom, 2003), “One company Culture” 

is one of the operational initiatives presented. 
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Figure 25: Operational initiatives (Portugal Telecom, 2003) 

 

 

 

The customer orientation established as strategic by the new PT administration, demands 

for a new organizational culture, transversal to the group. 

A new internal brand is created. éPT! is the internal corporate communication platform and 

celebrates PT culture. In the first editorial of éPT! magazine, Horta e Costa writes “éPT! is 

the brand that brings us all together” (Annex 3 – Editorial, éPT! magazine, nº 1, April-May 

2003). 

Kaplan and Norton (Kaplan, et al., 2004 p. 10) argue that “An organization is aligned when 

all employees have a commonality of purpose, a shared vision, and an understanding of 

how their personal roles support the overall strategy”. 

The Employee portal is one of the internal communication channels created to guarantee 

the following strategic objectives: (a) alignment between internal communication and 

corporate strategy, to (b) promote shared culture within the group and to (c) promote a 

fluid communication allowing the integration and exploitation of synergies between 

companies and employees of PT (Martins, 2002). 
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4.4 Employee Portal 

Considering the strategic objectives of alignment between internal communication and 

corporate strategy, promotion of shared culture and promotion of fluid communication 

to exploit synergies between companies and employees, we focused our analysis mainly in 

Corporate Communications and Collaboration functionalities. 

For the current analysis we considered that the following areas and sites are part of the 

Employee Portal: 

 Corporate Intranet (formerly named inSapo and then éPT!) – acts as the entry gate 

for all employees in PT Group and considers functionalities of corporate 

communications and applications and tools; 

 éPT! card – this site considers presenting the portfolio of products and services that 

integrate corporate benefits package to PT employees and order entry of submitted 

orders; 

 éPT! Teams – this site considers collaboration functionalities; 

 Self service employee portal – this site guarantees the access to HR approval 

processes (such as vacations, expenses, training), accessing salary payment details 

and updating personal information; 

 Sábio – Knowledge Management and collaboration functionalities, gives access to 

market information, business and technology reports and trends; 

 OPEN website – collaboration site for employees to share ideas, supports 

innovation processes. It also considers OPEN star recognition system and OPEN 

awards annual project championship. 

Figure 26: Complimentary employee portal functionalities (Forrester Research, 2008) 
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The distinct areas of the Employee Portal were progressively implemented over a period of 

eight years. This process started in 2003 with the creation of a corporate intranet that acted 

as the entry point to all employees keeping other intranets and ended with the phase out of 

all company intranets in 2011. With this the corporate employee portal became the only 

touching point with all employees. 

Dalila Ribeiro Martins agrees that in 2002/2003 there was no corporate culture. There were 

distinct companies with distinct management teams and, in some cases, with concurrent 

products and services. There were almost no corporate synergies. PT had around thirteen 

thousand people, each one focused on his/her own job.  

Corporate Communication Unit was created in the end of 2002 with the objective of 

creating a common communication orientation and unique communication and éPT! brand 

is born in April of 2003 to prepare the following business changes. 

éPT! Emploee Portal started his course with corporate communication: with it there’s only 

one channel to communicate relevant issues of PT to all employees, no matter the company. 

In the following years, tools and services of each company are integrated within éPT! and 

specific company communication functionalities are discontinued. éPT! assumes itself as 

the only communication channel. And, latter  it assumes the role of culture aggregator of 

innovation, volunteering, sustainability, employee benefits, internal mobility and 

recognition programs (like OPEN star or OPEN awards). 

For Dalila Ribeiro Martins there’s still a way to go and PT has now a new challenge with 

the merger between PT and OI (two different companies with very different cultures).  

 

Dalila Ribeiro Martins identified éPT! card as an essential tool to promote culture. This 

initiative enabled the creation fo corporate benefits policies equal to all PT employees, 

despite their company. As a result a PTC or a TMN employee could access the group 

products and services in the same conditions. According to Dalila Ribeiro Martins, the 

launch of the éPT! card was the first time that PT employee felt as a group. 

In the next figure we present the timeline of the most relevant employee portal 

implemented projects. Due to the role played in PT Group, the author was involved in most 

of the identified projects - as project manager in some of them. 
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Figure 27: Timeline of employee portal implemented projects  

 

 

Careful analysis to the Portugal Telecom Employee Portal timeline lead to understand that 

its’ functionality evolution is somehow aligned with the various stages of Razorfish 

Framework but there’s no perfect match because previous company Intranets were older 

than Corporate Intranet and had their own path of evolution. Analysis of Corporate Intranet 

against maturity frameworks should take into consideration all Intranets and Corporate 

Intranet in an integrated viewpoint. 
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4.5 Considered period 

Benefits monitoring is a long cycle, it starts with benefits planning, flows over a period of 

time as people learn to use the new technology and systems and integrate it into business 

processes and ends with the benefits realization (Bartlett, 2006), (Gartner, 2013). 

 

Figure 28: Benefits dilution from planned benefits to realisation (Bartlett, 2006) 

 

Ward, et al. (2006) argues that benefits review should be held as soon as possible after 

implementation, to assess (with sufficient evidence) if the planed benefits have been 

achieved. However some benefits don’t occur as planned (Gartner, 2013) others depend on 

the usage of the new implemented capabilities (Ward, et al., 2006) and, therefore, 

organizations might need more time to evaluate them adequately. 

Transformational efforts often fail because organizations declare success too soon. 

According to Kotter (1995), “until changes sink deeply into a company’s culture, a process 

can take 5 to 10 years, new approaches are fragile and subject to regression”.  

To show people how the new approaches, behaviours and attitudes improve performance, 

communication is essential. And another frequent mistake is the lack of anchoring changes 

into the corporation’s culture. It’s essential to integrate new behaviours into corporate 

culture, which takes time (Leading Change: Why transformational Efforts Fail, 1995). 

Because certain benefits take time to reveal themselves in particular when corporate culture 

is involved, we considered in our analysis the nine year period containing these projects, 

starting in 2002 (before the first project) and ending in 2011 (after the last intranet phase-

out). We focused in the full period when analysing alignment and teamwork but we will 

focus in the last years when analysing culture.  
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“Innovation has always been a characteristic of PT, but the company’s cultural 

transformation and change in mentality over the past few years has underlined its 

importance. The existing innovation management methodology, part of the OPEN 

Programme, promotes a culture of innovation across the whole company, maximising 

employees’ potential for creativity and innovation” (Portugal Telecom, 2012 p. 64). 

4.6 Benefits Dependency Network 

The development of the Benefits Dependency Network varies, depending on whether a 

problem-based or innovation-based investment is being considered. Whether the case, its 

development “not only enables the knowledge and experience of business managers to be 

applied more coherently to planning the investment, but it also creates a clearer 

understanding of how different groups need to work together to achieve the benefits they 

and the organization wish to gain” (Peppard, et al., 2007 p. 20) and of the changes needed 

to deliver those benefits. 

According to Ward, et al. (2006), while constructing the network for problem-based 

investments it is first necessary to define with precision the improvement targets that can be 

achieved if the problems or constraints are removed. These form the objectives for the 

investment. The benefits that achieving the objectives will deliver are also identified. 

Current processes and ways of working are then analyzed to identify possible combinations 

of business changes and IT functionality that could deliver the benefits. The objectives and 

benefits are then finalized for the preferred option. With this information a full business 

case will be developed, by quantifying the expected levels of improvement and their 

financial values (Ward, et al., 2006). 
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Figure 29: BDN construction for problem-based investments (Peppard, et al., 2007) 

 
 

We found plenty of evidences in the reviewed documentation that the employee portal was 

a tool to guarantee the accomplishment of strategic objectives related with culture and 

alignment (Annex 3 – Editorial, éPT! magazine, nº 1, April-May 2003; Annex 5 – 

Launching Employee Portal inSapo in 2003; Annex 6 – éPT! first anniversary; Annex 8 – 

Unique corporate intranet; Annex 9 – Timeline of Employee Portal related projects, until 

2010; Annex 10 – Ninth anniversary of the corporate intranet; Martins, 2002). Therefore 

we considered that the problem-based approach was the adequate one to this kind of 

project.  

To develop the hypothetical BDN we started by (1) analysing the business drivers to (2) 

determine the investment objectives, (3) identifying the benefits that would be the 

consequence of the employee portal implementation and the (4) business changes needed to 

operate in the organization, the (5) enabling changes and (6) finally the enablers, which in 

this case are the functional areas of the employee portal. 

The BDN was reviewed by the interviewed people to validate the linkages between the 

various components and to identify other components that are relevant but weren’t so 

obvious in the evidences gathered.   

A complete network should contain the full set of benefits, all linked to one of the primary 

objective(s), in cause-and-effect relationships, however sometimes it is helpful to have a 

separate Benefits Map for each primary objective (Bradley, 2006). 
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4.6.1 Building the Benefits Dependency Network 

4.6.1.1 Business Drivers 

Benefits management starts with the identification and understanding of the strategic 

influences or forces acting on the organization, which require the organization to make 

changes either to what it does or to how it conducts its business activities (Ward, et al., 

2006). 

Business Drivers match the senior managements’ perspective of the organization and 

reflect the important things to the business and business changes that should take place 

(Ward, et al., 2006). 

In Table 12 we identified the relevant business drivers that influence the organization 

(Annex 24 – Benefits Dependency Network data). 

4.6.1.2 Investment Objectives 

“Investment objectives should be a set of statements that define the ‘finish line’ for the 

project, or paint a picture of the way things will be if the project is successful. Success 

criteria are therefore often included in the statement of the objective. However, these tend 

to be high level statements, rather than detailed operational measures.” (Ward, et al., 

2006 p. 128). 

It is important that each of the investment objectives explicitly addresses one or more of the 

drivers, to ensure that the project will clearly contribute to achieving changes that are 

important to the organization’s future (Ward, et al., 2006 p. 128). In Table 13 we identified 

the theoretical investment objectives (Annex 24 – Benefits Dependency Network data). 

4.6.1.3 Business benefits 

Business benefits are “an advantage on behalf of a particular stakeholder or group of 

stakeholders” (Ward, et al., 2006 p. 107). Business Benefits linkage with Business 

Objectives identification is made through Benefits Dependency Network. 

Once all the analysed employee portal projects are finished, we didn’t execute workshops 

with the main stakeholders to develop the BDN. Instead and for academic purposes only, 

the benefits identification was made through literature review of corporate documents and 

Seruya’s book and report about his thesis “éPT! A marca interna da Portugal Telecom”. 

The connections between business objectives, benefits and business changes are identified 

in Table 15 (Annex 24 – Benefits Dependency Network data) and were subject of 

validation by the interviewed people.  

4.6.1.4 Business Changes 

Business Changes are “The new ways of working that are required to ensure that the 

desired benefits are realized” (Ward, et al., 2006 p. 109). 
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In his thesis about Portugal Telecom internal éPT! brand, Seruya (2008) identifies a 

collection of new organizational practices within the Group after 2002: 

a) Governance model; 

b) Model of Individual Performance evaluation; 

c) Employee satisfaction questionnaires; 

d) Information Systems unification; 

e) Shared Services; 

f) Employees shareholders; 

g) Executive meetings; 

h) Internal mobility; 

i) Integrated services selling (organize PT by customer segments); 

j) Creation of Central Office of Communications. 

In our analysis we focused only in those which are more obviously related with the 

employee portal. We identify the relevant Business changes in Table 16 (Annex 24 – 

Benefits Dependency Network data) and they were subject of validation by the interviewed 

people.  

When validating the developed BDN based on corporate information, Ana Allen Lima 

identified the promotion of a “culture of recognition” as a relevant business change 

operated within PT (C8) and the creation of the Innovation Management Unit in 2009 (C9).  

In the interview, Ana Allen Lima, identified other business changes but we didn’t include 

them in the BDN because they’re not related with the ICT enablers. Some of these business 

changesare: (i) the nomination of OPEN team members that work as a depth-gauge inside 

the business units and supporting change management and promoting sharing and 

innovation culture; (ii) working together with product management teams and segments in 

order to help defining segment offering and products roadmap; (iii) producing thematic 

workshops named “What’s next” with the objective of discussing topics related with PT 

offering, creating awareness and promoting portfolio progress. 

Dalila Ribeiro Martins identifies also some additional business changes that were not 

implemented due to ICT projects: (i) the creation of transversal business units; (ii) the 

realization of unique Christmas party; (iii) the standardization of employee children 

Christmas gifts and parties; (iv) the implementation of single career model; (v) trainees and 

academia programs.  

In all of these business changes, the employee portal played a relevant role of 

communicating change and keeping people informed.  

Dalila Ribeiro Martins identified éPT! card project as a relevant area in the Corporate 

Intranet with the objective of promoting equal benefits to all PT employees and therefore 

we added Enabling Change C10 in the BDN. 



How employee portal contributes for the intangible assets value creation 

54 

 

4.6.1.5 Enabling changes 

Changes that are prerequisites for achieving the business changes or that are essential to 

bring the system into effective operation within the organization (Ward, et al., 2006 p. 109). 

The described enabling changes presented in Table 17 (Annex 24 – Benefits Dependency 

Network data) were retrieved from corporate literature, reviewed and confirmed in the 

interviews. 

There were other relevant projects but we didn’t consider them in the scope of analysis as 

they’re not directly related with employee portal. We draw attention to each of the IS/IT 

unification project (PT webization program, CRM unification project, SAP unification 

project, etc.) and the performance evaluation system, for example.  

When validating the developed BDN, Ana Allen Lima identified the OPEN star and OPEN 

awards as important initiatives to human capital recognition. These two initiatives are 

supported on the Employee Portal and the respective projects were implemented in May of 

2011. OPEN star consists on recognizing great performances and distinctive behaviours 

through the credit of a star badge and OPEN awards consists on an annual championship 

between the relevant projects implemented in the ending year. These projects are submitted 

by the teams that worked on them and are voted by all employees.  

We considered these functionalities are contained by OPEN platform and we added an 

enabling change to the BDN (E8 – implement OPEN star and OPEN awards project). 

Dalila Ribeiro Martins identified éPT! card project as a relevant milestone in the life of the 

Employee Portal and therefore we identified the implementation project in the BDN as 

Enabling Change E9. 

4.6.1.6 ICT Enablers 

Enablers are “the information systems and technology required to support the realization of 

identified benefits and to allow the necessary changes to be undertaken” (Ward, et al., 2006 

p. 136). 

They are described in Table 18 (Annex 24 – Benefits Dependency Network data) and they 

were subject of validation by the interviewed people. 

We identified several relevant ICT enablers and correspondent implementation projects 

(enabling changes) in the analysed period – among them “Flat TV screens”, “SMS / MMS”, 

“InfoMail”, “Performance Evaluation System”, “Unified HR System”, “Corporate AD and 

Network”, “Messaging and communication tool” and “Unified CRM” – however we 

focused only on employee portal functionalities (i) corporate communications, (ii) access to 

applications and tools, (iii) collaboration, (iv) self service and (v) knowledge management. 

Dalila Ribeiro Martins identified éPT! card website as a relevant enabler to promote 

corporate culture. We reflected this website in the BDN as ICT Enabler E6. 
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4.6.2 Benefits Dependency Network 

Figure 30: Developed BDN 
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4.7 Framework 

We used the data gathered in the BDN to load in the framework. In the internal perspective 

we’ve chosen two identified Business Changes (one related with innovation: C4; and the 

other related with communication support processes: C1). 

The framework Enabling Changes layer was loaded with the Enabling Changes layer of the 

BDN. Strategy Map Information Capital matches the ICT enablers of BDN and Strategy 

Map Organizational Capital matches (internal) investment objectives of BDN. The fluxes 

were identified from the BDN and from the performed interviews. 

 

Figure 31: Framework linkage evidences 
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4.7.1 Learning & Growth Perspective 

To build the framework we focused only on two main objectives: new corporate culture 

(O2) and strategic alignment of each company with the group (O4). These Objectives map 

with organizational capital intangible assets Culture (OC1), Alignment (OC2). 

The article “New Objectives, New Attitude” on éPT! magazine (number 5, 2004) explains 

the strategic guidelines to realize the challenge of having “a single PT”. This new corporate 

culture consists of (Annex 13 – éPT! magazine, nº 5, 2004):  

a) Developing a culture of information sharing; 

b) Creating a culture of accountability;  

c) Creativity and innovation; 

d) Team spirit; 

e) Customer orientation. 

Therefore we considered that the identified Business Objective in the BDN “new 

corporate culture (O4)” includes “team spirit” and “information sharing” that matches 

organizational capital intangible asset Teamwork and Knowledge Sharing (OC3), in the 

framework. The Business Change identified as C3 (Promote collaboration & information 

sharing culture) in the BDN also highlights the importance of this organizational capital 

intangible asset.  

We considered Employee Portal communication and collaboration areas and functionalities 

as the Information capital (IC1) analyzed.  

According to Ana Allen Lima’s viewpoint, corporate culture helps alignment and teamwork 

and the employee portal works as a vehicle to alignment through information and to 

teamwork through collaborative functionalities (see links A1, A2, A3 and A4 in Figure 31).  

Dalila Ribeiro Martins agrees that “the development of a corporate culture is essential to 

promote collaboration” because one only shares something with other if both have 

something in common (see link A2 in Figure 31). 

4.7.1.1 Corporate Culture 

According to Kaplan et al. (2004) measurement of culture should be based on employee 

surveys. As said before, we wanted to find evidences on culture linkage to other 

organization capital and the contribution of Employee Portal and related support processes. 

éPT! Employee Portal is part of the strategy to change corporate culture (Seruya, 2009 p. 7) 

but integrating new behaviours into corporate culture takes time (Leading Change: Why 

transformational Efforts Fail, 1995) therefore we must analyse the last few years which is 

when the company’s cultural transformation and change in mentality took place (Portugal 

Telecom, 2012). 
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The main Employee Portal events in this period were (i) the launching of the innovation 

program “OPEN” in 2009, (ii) the phase-out of all company intranets and consequent 

settlement of éPT! as the unique employee portal, which took place between 2009 and 2011 

and (iii) OPEN star and OPEN awards project which took place in 2011. 

 

Table 7: Corporate culture related indicators (Portugal Telecom, 2002-2011) 

Indicator analysed First year 

considered 

Last year 

considered 

increase (+) or 

decrease (-) 
2
 

There is a common culture shared by the 

entire organization 

2008 2011 +17 

I identify myself with corporate culture 2008 2011 +11 

I identify myself with PT external 

institutional image 

2008 2011 +10 

I’m proud to work in PT Group 2002 2011 +11 

 

The increase of these indicators alongside the successive employee portal phases is 

consistent with the literature that refers to Corporate Communication as an essential tool to 

perform adequate change when implementing Corporate Culture and the influence that 

communication has on culture and vice-versa (White, et al., 2010) (see links A5 and SP1 in 

Figure 31). This data is also relevant in the benefits monitoring once evidences the 

achievement of one of the business objectives.  

Speaking about corporate culture and the importance of distinct aspects to promote it, 

Dalila Ribeiro Martins highlights the importance of having common processes because it 

enables common experiences and the existence of a dedicated team to manage corporate 

communication because it’s a way to empower the team giving also clear signs to the 

organization on the importance of internal communication (see link SP1 in Figure 31). 

Employee portal functionalities allow the execution of the plan and information quality is 

essential but is only relevant when the other aspects are covered. 

Dalila Ribeiro Martins also says that the employee portal had an integrator and opinion 

maker role towards the creation of a unique corporate culture (see link A5 in Figure 31). It 

started by gathering and providing a common ground and later integrated and replaced sub-

cultures. Today the employee portal is the official source of information and corporate PT 

culture. 

                                                 
2
 Considering a scale of 0 to 100 
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We found plenty of evidences in the reviewed documentation (Annex 3 – Editorial, éPT! 

magazine, nº 1, April-May 2003; Annex 5 – Launching Employee Portal inSapo in 2003; 

Annex 6 – éPT! first anniversary; Annex 8 – Unique corporate intranet; Annex 9 – 

Timeline of Employee Portal related projects, until 2010; Annex 10 – Ninth anniversary of 

the corporate intranet; Martins, 2002) that the employee portal was a tool to enable the 

creation of corporate culture (see link A5 in Figure 31).  

The indicator “There is a common culture shared by the entire organization” was the one 

with the greatest increase which is consistent with the settlement in 2011 of éPT! as the 

unique employee portal.  

In another evaluated indicator in 2004 and 2005, PT employees strongly believe that “The 

internal communication media (Intranet, Newsletters, news Magazine, SMS, plasma TV, 

Infomail and posters) contribute to the creation of a culture of Group”. This indicator has an 

evaluation above 75% and Intranet is identified as the more relevant tool of the internal 

communication tools used. This shows that employees also see the employee portal as a 

tool to “promote shared culture within the group” (Martins, 2002) (see link A5 in Figure 

31).  

For Ana Allen Lima, the employee portal gave a great contribution to a general feeling of 

belonging that didn’t exist before. Dalila Ribeiro Martins, highlights the importance of 

ePT! card promoting an equity culture of common benefits to all employees (see link A5 in 

Figure 31).  

 

Table 8: Level of relevance to perform activities in 2005 (Portugal Telecom, 2002-2011) 

Tools to perform activities Level of relevance 
3
 

Intranet 8,0 

e-mail communications 7,3 

Infomail (press clipping) 6,7 

Newsletters 5,9 

Magazine 5,7 

sms communications 5,4 

                                                 
3
 Level of relevance: 1 - low relevance; 10 - high relevance 
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4.7.1.2 Alignment 

Company Intranets are among the mechanisms of communication programs to create 

strategic awareness and to measure if employees are aware of high-level strategic 

objectives, organizations should use employee surveys (Kaplan, et al., 2004). 

Alignment requires that all employees are empowered in the same direction. Leaders must 

create awareness of the high-level strategic objectives and then they must ensure that 

individuals and teams have local objectives and rewards that contribute to achieving targets 

for high-level strategic objectives (Kaplan, et al., 2004). 

Most leaders will agree, the degree by which their vision is communicated effectively to 

each member of the organization in order that their contribution is aligned with the 

financial outcomes determines the success of that organization and this process of strategy 

alignment requires the creation of a “strategic culture” which is often the primary function 

of strategy alignment initiatives (Estes, 2007). For Dalila Ribeiro Martins, corporate culture 

is essential to promote alignment (see link A1 in Figure 31). 

Table 9: Alignment related indicators (Portugal Telecom, 2002-2011) 

Indicator analysed First year 

considered 

Last year 

considered 

Growth (+) or 

Reduction (-) 
4
 

There is a good communication between 

the company and its employees 

2002 2005 +5 

Management discusses and disseminates 

polices and business objectives 

2002 2005 +6 

Business strategies are published in an 

understandable way with employees 

2002 2006 +8 

My company informs me of the relevant 

business events before any other source 

2002 2005 +9 

My company informs me of the relevant 

business events before any other source 

2005 2011 +19 

I know PT strategy 2008 2011 +11 

My team knows what is their contribution 

to achieving PT strategic objectives 

2002 2005 +1 

Acknowledgement of my contribution to 

the achievement of PT strategic 

objectives 

2005 2011 +6 

                                                 
4
 Considering a scale of 0 to 100 
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In another evaluated indicator in 2004 and 2005, PT employees strongly believe (with an 

evaluation above 70%) that “The topics covered in the internal communication media 

promote inner values and objectives of the Group”. In 2011 employees recognize that 

“through various media's corporate (intranet; clipping, email, sms, etc.), they have timely 

and useful information about PT” and they rate it over 80% (Portugal Telecom, 2002-2011) 

(see links A3 and SP2 in Figure 31).  

We believe that the general increase of all alignment related indicators (see table above), 

aligned with the implementation of employee portal communication functionalities (in 

2003) and the settlement of éPT! as unique intranet (in 2011) are strong evidences that the 

employee portal can be seen as a tool to promote “alignment between internal 

communication and corporate strategy” (Martins, 2002) (see link A3 in Figure 31). 

For Dalila Ribeiro Martins the employee portal had an important role towards the creation 

of corporate alignment (see link A3 in Figure 31). The employee portal impersonated “the 

voice in command”, aggregated functionalities to enable employees to recognize corporate 

objectives and understand the structure of the group and enabled teams to know each other 

enabling teamwork. Today éPT! is the official internal spokesperson of the group. It has all 

relevant corporate information, tools and services and aggregates common corporate 

policies and guidelines. éPT! has became so essential to all employees that the phase-out of 

company intranets happened softly and with almost no impact in business activities. 

When speaking about “alignment”, Dalila Ribeiro Martins, underlines that corporate culture 

is as essential to enable alignment as corporate initiatives and cascade communication (see 

links A3 and SP2 in Figure 31). 

4.7.1.3 Teamwork and knowledge sharing 

Companies must generate, organize, develop and distribute knowledge (either through a 

“push system” or by providing easy access when people are searching information relevant 

to their immediate needs). And there’s no greater waste than a good idea used only once 

(Kaplan, et al., 2004). 

To measure the effectiveness of teamwork and knowledge sharing, Kaplan et al. (2004) 

affirm that “organizations can do better at measuring outputs, such as number of ideas 

transferred or adopted or number of new ideas and practices shared with other teams and 

organization units” (Kaplan, et al., 2004 p. 306). And Portugal Telecom OPEN innovation 

platform registered more than 9 thousand ideas between 2009 and 2012). 

Speaking about teamwork and the importance of the distinct aspects to promote it, Ana 

Allen Lima recognizes commitment and sponsorship of top management as essential 

aspects to promote collaboration (creating a culture of sharing) and therefore 

communicating it to employees is of major relevance (see link SP1 in Figure 31). If there’s 
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not a sharing culture there’s no relevance in implementing innovation processes and 

procedures (see links A2 in Figure 31).  

Considering the relevance of interrelationship between different organization units of the 

company and the mechanisms for knowledge distribution, we analysed the following 

indicators that were evaluated by employees under the Employee Satisfaction 

Questionnaires performed between 2002 and 2011.  

 

Table 10: Teamwork related indicators (Portugal Telecom, 2002-2011) 

Indicator analysed First year 

considered 

Last year 

considered 

increase (+) or 

decrease (-) 
5
 

There is a good functional 

interrelationship between different areas 

of the company where I work 

2002 2005 +7 

I can rely on the cooperation and 

involvement of other directions with 

whom I interact  

2008 2011 +5 

I am able to get the information I need to 

perform my job well  

2002 2005 +4 

I am able to get the information I need to 

perform my job well  

2005 2011 +11 

 

The increasing of the climate of cooperation and good functional interrelationship can be 

related with éPT! Teams project implementation and other collaboration functionalities (see 

link A4 in Figure 31). We can read in the article published in éPT! magazine that the 

objectives surrounding this new area consider promoting interrelationship between 

companies, teams and employees, with the final goal of promoting group culture (Annex 12 

– Launching Equipas éPT!, éPT! magazine nº 4 – Christmas special, 2003) (see links A4 

and A6 in Figure 31).  

Ana Allen Lima argues that before éPT!, there was lack of knowledge on each units’ 

responsibilities and performed activities. Now everyone knows what each other do. 

About getting the information needed to perform well each employee’s job, the increase in 

the evaluated indicator is consistent with the creation of the employee portal (in 2003) and 

latter on with the launch of Sabio (in 2005) and the phase-out of other company intranets 

(see links A4 in Figure 31). 

                                                 
5
 Considering a scale of 0 to 100 
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4.7.2 Enabling Changes 

The Enabling Changes tier of the framework was mapped with the identified enabling 

changes in BDN, which are related with the selected communication and collaboration 

Employee Portal areas and functionalities: 

a) E1 - Implement corporate communication functionalities  

b) E2 - Implement collaboration functionalities  

c) E3 - Perform Innovation change management program (OPEN)  

d) E5 - Content Management training 

e) E6 - Plan and implement communication plan  

We found plenty of evidences in the reviewed corporate documentation (Annex 3 – 

Editorial, éPT! magazine, nº 1, April-May 2003; Annex 5 – Launching Employee Portal 

inSapo in 2003; Annex 12 – Launching Equipas éPT!, éPT! magazine nº 4 – Christmas 

special, 2003; Annex 14 – Visão magazine, 29
th

 January, 2004; Annex 20 – Article about 

the launch of OPEN, éPT! news, 2009) about the involvement of top management 

commitment and sponsorship on employee portal implementation. Ana Allen Lima also 

identified some initiatives to manage change, namely OPEN training, identified in BDN 

and the appointment of OPEN team members and Dalila Martins highlights the importance 

of managing change and empowerment of internal communication team. 

4.7.3 Internal perspective 

The Internal Perspective tier of the framework considers the Business Changes identified in 

the BDN that match the selected processes: 

a) Identification of opportunities for new products and services innovation process 

(IP1): C4 - Improve and enlarge PT offer; 

b) Internal communication support process (SP1): C1 – Create Corporate 

Communication Unit with all inherent communication processes and procedures. 

4.7.3.1 Innovation Processes 

True innovation is virtually impossible without collaboration and to achieve it, “companies 

must make data available to more people in the organization; change the corporate culture 

to one of collaboration and trust; and implement tools to harness collective knowledge, 

experience and communities” (IBM, 2008 p. 3). Some of these are functionalities made 

available by employee portal. In the analysed period the main employee portal events were 

the launching of éPT! Teams in November of 2003 and the innovation program “OPEN” in 

July of 2009. 

In 2005, PT introduces a new group of indicators related with Innovation. This block had 

an excellent debut demonstrating the recognition of employees that their companies are - in 
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fact - encouraging the use of creativity to innovate and customer satisfaction (Portugal 

Telecom, 2002-2011). Ana Allen Lima refers that the OPEN program showed the company 

dynamic, once evidences the motivation of employees who want to contribute to improve 

processes, products and services. And it’s very exciting to see how the ideas market auto 

regulates due to a sort of “company collective conscience” present in employees.  

In 2008 the indicator “PT invests in developing innovative products and services” is 

introduced in the corporate employee satisfaction questionnaire. And from this year until 

2011, this indicator had an increase of 16 points in the employee appraisal. 

This increase together with the innovation program “OPEN”, released in 2009 is consistent 

with the literature that refers to use of collaboration practices as the starting point to create 

innovative processes, products or services IBM (2008). This is also evidenced in Ana Allen 

Lima interview. 

Once the development of a corporate culture is essential to promote collaboration, sharing 

knowledge and innovation (Marr, et al., 2004), we might be witnessing a cause-effect of the 

change performed in corporate culture. This is also evidenced in Ana Allen Lima and 

Dalila Ribeiro Martins’ interviews. 

Table 11: Innovation related indicator (Portugal Telecom, 2002-2011) 

Indicator analysed First year 

considered 

Last year 

considered 

increase (+) or 

decrease (-) 
6
 

PT invests in developing innovative 

products and services 

2008 2011 +16 

 

Ana Allen Lima refers to a large number of employee ideas that ended up impacting PT 

commercial portfolio (see links IP1, IP2 and IP3 in Figure 31). 

But there was also a major improvement in internal processes. The great number of 

employees’ ideas in this area was especially affected by the change in mindset (that 

innovation is reserved for products and services only) for which corporate communication 

was essential. Some of processes and behaviours improvements include, for example: (i) 

the encouragement of employees to use the stairs instead of the elevators allowed great 

energy consumption reductions; (ii) internal auctions of discontinued equipment allowed 

releasing large areas of warehouse space; (iii) implementing a concept of copy-points with 

network printers improved employee convenience, resulting in greater satisfaction and 

productivity increase; (iv) creating corporate printing profiles to print “by default” on both 

sides allowed great cost reductions. 

                                                 
6
 Considering a scale of 0 to 100 
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4.7.3.2 Support Processes 

As said before, it’s obvious that communication systems like Intranets play an important 

role in the social process of organizational change (Bharadwaj, 2000) and in the corporation 

strategy when used effectively (Armitage, et al., 2006). 

Ana Allen Lima and Dalila Ribeiro Martins agree that communicating objectives and 

strategic initiatives, showing top management commitment and sponsorship as well as 

empowering communication team is essential to success. Dalila Ribeiro Martins adds that 

to be used effectively, information must be consistent, aligned with strategy, up-to-the-

minute and with quality although this is only relevant when common processes are 

established and the organization perceives the importance of change. 

In the corporate information reviewed we found a large amount of news and articles 

showing sponsorship of top management and communicating change associated with new 

projects (see annexes). 

To Dalila Ribeiro Martins “Corporate Culture”, “Alignment” and “Teamwork” are affected 

by corporate communication practices in the way that it’s a tool that communicates (“to 

tell”) a way of being but must reflect corporate policies, cross organization management 

actions and corporate initiatives (“to do”) . 

4.8 Discussion 

This chapter discusses the validity of the results and whether they could be generalized to 

other domains than Portugal Telecom Employee Portal. The discussion serves as the basis 

to our conclusions that will give answer to the applicability of the theoretical framework in 

practice. 

The framework combined Strategy Map and Benefits Dependency Network to illustrate the 

path and flows of value-creation, the relationships between “intangible assets” and the 

representation of “enabling changes projects”.  

With literature review of corporate documents, we developed the theoretical BDN 

framework that helped filling in the framework and after that we validated the information 

through interviews. Both of these tasks resulted in validating the initial literature review. 

We cross-checked the information, triangulating with the Employee Satisfaction 

Questionnaire results, that together with the employee portal projects timeline, confirmed 

the previous statements. 

But although all the validation and triangulation, we understood that Portugal Telecom 

went through a big cultural transformation with multiple initiatives and a big technological 

transformation with various distinct projects. And this scenario of change could have 

affected the results. 
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From the case study data analysis, we’ve collected some evidences to sustain the following 

statements:  

a) The introduction of internal support processes might only be of relevance for 

internal projects like knowledge  management, quality, internal communication, 

business process improvement, i.e.; 

b) The framework might be more applicable to longer complex projects and programs 

where strategic systems are considered; 

c) The addition of internal support processes to the framework and the consequent 

value-fluxes towards intangible assets are only possible in (“internal”) projects like 

Quality, Communication and Knowledge Management, i.e.; 

d) When addressing corporate alignment and corporate culture, communication seems 

to be essential to promote it. Therefore the quality, coherence and frequency of 

communication should be subject of analysis and our framework doesn’t address 

this thematic. 
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5 Conclusion 

This chapter presents the conclusions of the research thesis, addressing the issues raised. It 

also presents some limitations to the study carried out, recommendations and suggestions 

for future work. 

Employee portals are relevant information capital assets that perform an important role in 

the organization strategy and it’s essential to understand the role performed by the 

employee portal in the organization strategy. 

We performed a preliminary study comprising a literature review and data collection 

followed by semi-structured interviews and employee satisfaction questionnaire results 

analysis to triangulate and confirm all the data gathered. To help understanding the cause-

effect relationships that generates business value, as well as providing top management and 

decision makers the information needed for a suitable top-down commitment and 

sponsorship, we developed a framework combining Strategy Map and Benefits 

Dependency Network (BDN). 

5.1 Answering the research question 

The major intention of this thesis was to understand how does employee portal contributes 

for the intangible assets value creation. We found several evidences corroborating literature 

review establishing that Employee Portal works as a strategic tool that promotes corporate 

culture and alignment through information and communication fluxes and teamwork 

through collaborative functionalities. These findings were identified in corporate literature 

and interviews and validated through employee satisfaction questionnaires results. 

From the case study we could also confirm that communication processes and practices are 

essential to the implementation of corporate culture, alignment and teamwork and that 

corporate culture is very important in creating alignment and promoting collaboration, 

sharing knowledge and innovation and teamwork can help to reinforce corporate culture. 

These findings allow us to conclude that although “promoting corporate culture” and 

“company alignment” are not among managers’ most frequent expected outcomes or 

business drivers on Employee Portal implementations it should be strongly considered. 

Looking into Employee Portal implementations and Employee Satisfaction Questionnaires 

we’ve concluded that Corporate Communication that has positively impacted on alignment 

which became even more evident when all company intranets were phased-out between 

2009 and 2011. 

We developed a framework illustrates the path and flows of value-creation. The literature 

review chapter helped us identifying some relevant aspects we took into consideration 

when combining Strategy Map and Benefits Dependency Network. This case study allowed 
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us to validate the importance of identifying strategic projects and change management 

initiatives (“enabling changes”). The case study also allowed validating the importance of 

integrating internal support processes that generate value to intangible assets – mainly 

organizational capital – into the strategy map and the representation of flows of value-

creation between the “intangible assets”. 

5.2 Contributions 

The Employee portal is one of the internal communication channels created to guarantee 

the following strategic objectives: (a) alignment between internal communication and 

corporate strategy, to (b) promote shared culture within the group and to (c) promote a fluid 

communication allowing the integration and exploitation of synergies between companies 

and employees of PT (Martins, 2002). 

In a survey carried on with 261 US employers that planned to have an employee portal, 

Forrester Research identified top Business Drivers and Outcomes from Employee Portal 

Implementations. We noticed that promoting corporate culture and company alignment is 

not among the frequent answers obtained. 

Therefore, we understand that our study contributes to the body of knowledge surrounding 

leadership and organizational behaviour by revealing a successful Employee Portal 

implementation as a strategic tool with a relevant role in corporate culture and alignment.  

Evidence in this study suggests that implementations of employee portals must consider 

transformational changes within organizations in order to implement new support processes 

and communication fluxes that guarantee cohesion and quality of information. This concern 

is addressed by the developed framework. 

This framework combines Strategy Map and Benefits Dependency Network introducing 

new elements to Strategy Map that show the synergies between intangible assets, identifies 

support processes and their impact on intangible assets (“virtuous process feedback”) and 

enabling changes, essential to manage change.  

We believe that this framework may contribute to the discussion and possible evolution of 

strategy maps and will help organizations enhancing their strategy knowledge, to reduce the 

risk of projects failure, and to capture real value from their investments. However, the 

theoretical framework should be used and applied in other case studies in order to be 

generalized. 
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5.3 Limitations 

We must acknowledge some limitations to the study. Portugal Telecom faced a great 

cultural and technological transformation in the last years and there were other projects we 

did not took into account due to time restrictions. As an example, the unification of 

networks and the unification core information systems could also have contributed to the 

creation of a unique identity and therefore introducing some bias in our analysis of the 

Employee Satisfaction Questionnaire indicators. There were also multiple initiatives 

implemented since 2008 (such as transversal business units, realization of unique Christmas 

party and standardization of employee children Christmas gifts and parties and 

implementation of single career model) that were not technological but could have affected 

positively corporate culture (Portugal Telecom, 2008)(Portugal Telecom, 2009). 

For the thesis purpose we focused on communication support processes and didn’t consider 

the validation of the framework with knowledge management support processes which we 

believe are also relevant to the creation of value process and have a direct contribution to 

organization innovativeness and to human capital valorisation. 

The Benefits Dependency Network was developed with the objective of contributing to the 

framework. The identification of all BDN components was based on existing corporate 

information and, although it was validated by the major stakeholders, it was made post 

project implementation. We believe that in a conceptual approach this doesn’t affect the 

framework but can introduce some bias in the benefits identification. 

5.4 Future work 

We developed a framework that combined Strategy Map and Benefits Dependency 

Network to help organizations addressing concerns related with value creation and change 

management and applied it to this Employee Portal case study, as a means to understand 

how a corporate employee portal contributes for the intangible assets value creation 

process, and how can we predict, measure and evaluate the impacts generated by those 

assets. 

Our research unfolds the application and validation of the framework in the case study 

above, and should be extended to other cases. 

This would include applying the framework to similar projects in the company or to similar 

projects in other companies of the same and distinct industry (e.g. industry and 

manufacturing, banking, or public sector). Another possibility is to evaluate completely 

different investment projects related to areas such as knowledge management, human 

resources, marketing or customer relationship management. Future work should also 

consider quantitative approach towards the statistical validation of results and performing 

workshops to develop the BDN.   
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Annexes 

Annex 1 – Context of thesis delivered in interviews  

To build the information foundations needed to perform the interview, this document 

makes an introduction to the thesis theme, to Benefits Management and to the usage of 

Benefits Dependency Network.  

a) Short introduction to the study  

Employee portals are relevant information capital assets that perform an important 

role in the organization strategy. But justifying investments in these solutions it’s 

not an easy task and their implementation, demands for great changes in culture, 

behaviour and processes. Therefore it’s essential to understand employee portals 

business value and build adequate change management programs. 

The main and unique research question is directly related with the difficulties to 

understand the role performed by the employee portal in the organization strategy: 

“How employee portal contributes for the intangible assets value creation?” 

This thesis considers an employee portal case study performed as a means to 

understand how a corporate employee portal contributes for the intangible assets 

value creation process.  

The case study concerns the demonstration of potential linkages between 

organization’s Culture (OC1), Alignment (OC2), Teamwork (OC3) and 

Employee Portal (IC1) Intangible assets, Internal communication support 

process (SP1), Identification of opportunities for new products and services 

innovation process (IP1) and the associated enabling changes (ECn) performed in 

the organization. 

 

b) Benefits Management  

The need to carefully justify, measure and control benefits of ICT investments 

should lead to the need of understanding them. Actually, “not all investments will 

be able to be justified financially”. However, the ability to explicitly measure the 

benefits is essential to their delivery. Additionally it is essential to review the 

benefits that are, and are not, realized from each investment, allowing an 

organization to increase the value it obtains from all its ICT investments (Ward, et 

al., 2006 p. 356). 

“The benefits management approach was developed to enable organizations to 

improve the value realized from specific investments” but it can also be used “to 
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formulate, manage and implement strategic change programmes” and to “help 

formulate and implement business strategies” (Ward, et al., 2006 p. 383). Lin & 

Pervan agree that “the process model of benefits management developed by the 

Cranfield research program can be used as the basis for guidelines on best practice 

in benefits management” (Lin, et al., 2001 p. 15). 

The following picture represents Cranfields’ benefits management model. In the 

first phase (Identify and structure benefits) it’s used the tool Benefits Dependency 

Network to identify benefits.   

 

Figure 32: A process model for benefits management (Ward, et al., 2006) 

 

 

c) Benefits Dependency Network  

The benefits dependency network is a key output from the activity of determining 

the changes required for the delivery of each benefit and how the ICT development 

will enable these to occur (Ward, et al., 2006), (Peppard, et al., 2007). 
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Figure 33: The benefits dependency network (Ward, et al., 2006) 

 

 

 

The development of the Benefits Dependency Network varies, depending on 

whether a problem-based or innovation-based investment is being considered. 

Whether the case, the “development of the Benefits Dependency Network not only 

enables the knowledge and experience of business managers to be applied more 

coherently to planning the investment, but it also creates a clearer understanding of 

how different groups need to work together to achieve the benefits they and the 

organization wish to gain” (Peppard, et al., 2007 p. 20) and of the changes needed to 

deliver those benefits (Peppard, et al., 2007). 

 

d) Building the Benefits Dependency Network 

According to Ward, et al. (2006), while constructing the network for problem-based 

investments it is first necessary to define with precision the improvement targets 

that can be achieved if the problems or constraints are removed. These form the 

objectives for the investment. The benefits that achieving the objectives will deliver 

are also identified. Current processes and ways of working are then analyzed to 

identify possible combinations of business changes and IT functionality that could 

deliver the benefits. The objectives and benefits are then finalized for the preferred 

option. With this information a full business case will be developed, by quantifying 

the expected levels of improvement and their financial values (Ward, et al., 2006). 
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Figure 34: BDN construction for problem-based investments (Peppard, et al., 2007) 

 

 

Hereafter we’ll present an hypothetical BDN, constructed based on corporate 

documentation, literature reviewing (namely Seruya’s Thesis “La marque interne 

éPT! au service du management de l’identité organisationnelle du Groupe Portugal 

Telecom”, Seruya, 2008 and his book “éPT! A marca interna da Portugal Telecom”, 

Seruya, 2009) and the authors’ experience and knowledge of the company.  

The objectives of this interview are (a) to validate the linkages between the various 

components of the hypothetical BDN and (b) to identify other components that 

weren’t obvious in the evidences gathered but are still relevant.   

 

e) Employee portal implementation timeline 

In the following image we identify the major milestones related to the projects that 

implemented the distinct employee portal areas and functionalities.  
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Figure 35: Employee portal implementation timeline 
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f) Developed Benefits Dependency Network  

 

Figure 36: Developed BDN based on literature review of corporate documents 
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Annex 2 – List of questions of semi-structured interviews 

 

I. Questions addressed to Corporate Communication and Image 

 

Q1: Do you agree with the links considered in the RDB to connect the distinct 

elements (business drivers, business objectives, business benefits, enablers, enabling 

changes and business changes)? 

 

Q2: Was there any relevant Enabler (major functionality or system) or Enabling 

Change (project or major activity) that we didn’t identify in the Benefits Dependency 

Network? 

 

Q3: Do you agree with the business changes identified? Did we fail to see some 

relevant business change? 

 

Q4: Do you agree with the business benefits identified? Do you think we left any 

relevant business benefit out?  

 

Q5: Was there any other business benefit realized and not planned?  

 

Q6: Considering “Corporate culture”, organize the following issues according to the 

relevance to promote it:  

a) Corporate Intranet functionalities;  

b) Existence of a dedicated team to communicate with the organization;  

c) Quality of the information published;  

d) Processes and procedures implemented. 

 

Q7: In your opinion is there any relationship between “Corporate Culture”, 

“Alignment”, “Teamwork”, “Employee Portal” and “Information”? 

 

Q8: Do you think “Corporate Culture”, “Alignment” or “Teamwork” can be directly 

affected by the existence of corporate communication practices? 

 

Communication is essential to guarantee that employee understand top management 

commitment and sponsorship (Jassim, 2002) and can promote a networking, information 

sharing culture, which has to be a part of organizational culture (Stancich, et al., 2000). 

 

The importance of developing an adequate corporate culture to promote collaboration, 

sharing knowledge and innovation is consensus among academics and practitioners. In 

fact Bharadwaj (2000) describes knowledge management as a “social process that 

requires tremendous organizational change” and he says that creating a culture for 

knowledge management involves both technological and social aspects like changing the 

organization structure, control and communication systems and reward structures. 
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Q9: In your opinion what was the role of the employee portal towards the creation of a 

unique corporate culture? 

 

Corporate Communication as an essential tool to perform adequate change when 

implementing Corporate Culture and the influence that communication has on culture 

and vice-versa (White, et al., 2010). This data is also relevant in the benefits monitoring 

once evidences the achievement of one of the business objectives. 

 

Q10: do you agree that “the development of a corporate culture is essential to 

promote collaboration, sharing knowledge and innovation” (Marr, et al., 2004)? 

 

Alignment requires that all employees are empowered in the same direction. Leaders 

must create awareness of the high-level strategic objectives and then they must ensure 

that individuals and teams have local objectives and rewards that contribute to 

achieving targets for high-level strategic objectives (Kaplan, et al., 2004). 

 

Most leaders will agree, the degree by which their vision is communicated effectively to 

each member of the organization in order that their contribution is aligned with the 

financial outcomes determines the success of that organization and this process of 

strategy alignment requires the creation of a “strategic culture” which is often the 

primary function of strategy alignment initiatives (Estes, 2007). 

 

Q11: In your opinion what was the role of the employee portal towards the creation of 

corporate alignment? 

 

Q12: Considering “Alignment”, organize the following issues according to the 

relevance to promote it:  

a) Corporate Intranet functionalities;  

b) Existence of a dedicated team to communicate with the organization;  

c) Quality of the information published;  

d) Processes and procedures implemented. 

 

II. Questions addressed to Human Resources and Leadership Management 

 

Q1: Do you agree with the links considered in the RDB to connect the distinct 

elements (business drivers, business objectives, business benefits, enablers, enabling 

changes and business changes) in the scope of the Employee self service Portal (I5)? 

 

Q2: Was there any relevant Enabler (major functionality or system) or Enabling 

Change (project or major activity) related with HR that we didn’t identify in the 

Benefits Dependency Network? 

 

Q3: Do you agree with the business changes identified? Did we fail to see some 

relevant business change related with employee portal? 
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Q4: Do you agree with the business benefits related to human capital that we identified 

(B2 - Increase employee motivation, B6 - Valuation of human capital, B9 - Productivity 

increase)? Do you think we left any relevant business benefit out?  

 

Q5: Was there any other business benefit realized and not planned?  

 

Q6: In your opinion what was the role of the employee portal towards the creation of 

a unique corporate culture? 

 

Q7: do you agree that “the development of a corporate culture is essential to promote 

collaboration, sharing knowledge and innovation” (Marr, et al., 2004)? 

 

III. Questions addressed to Innovation Factories Management 

 

Q1: Do you agree with the links considered in the RDB to connect the distinct 

elements (business drivers, business objectives, business benefits, enablers, enabling 

changes and business changes) in the scope of the Open Innovation platform (I3)? 

 

Q2: Was there any relevant Enabler (major functionality or system) or Enabling 

Change (project or major activity) that we didn’t identify in the Benefits Dependency 

Network? 

 

Q3: Do you agree with the business changes identified? Did we fail to see some 

relevant business change? 

 

Q4: Do you agree with the business benefits identified? Do you think we left any 

relevant business benefit out?  

 

Q5: Was there any other business benefit realized and not planned?  

 

Q6: In your opinion is there any relationship between “Corporate Culture”, 

“Alignment”, “Teamwork”, “Employee Portal” and “Information”? 

 

According to IBM (2008), to achieve true innovation, “companies must make data 

available to more people in the organization; change the corporate culture to one of 

collaboration and trust; and implement tools to harness collective knowledge, 

experience and communities” (IBM, 2008 p. 3).  

 

Q7: Do you agree that “the development of a corporate culture is essential to promote 

collaboration, sharing knowledge and innovation” (Marr, et al., 2004)? 

 

Q8: Do you agree that “The use of collaboration practices is the starting point to 

create innovative processes, products or services” IBM (2008) 

 

Communication is essential to guarantee that employee understand top management 

commitment and sponsorship (Jassim, 2002) and can promote a networking, 
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information sharing culture, which has to be a part of organizational culture (Stancich, 

et al., 2000). 

 

Q9: Considering “Teamwork”, organize the following issues according to the relevance 

to promote it:  

a) Employee Portal collaboration functionalities;  

b) Existence of a dedicated team to manage the process of innovation;  

c) Commitment and sponsorship of top management communicated in the 

intranet;  

d) Processes and procedures implemented. 

 

Kaplan states that “organizations can do better at measuring outputs, such as number of 

ideas transferred or adopted or number of new ideas and practices shared with other 

teams and organization units” (Kaplan, et al., 2004 p. 306). 

 

Q10: Can you share some information on the number of ideas, in terms of growth 

and the number of ideas (coming from the market or from workshops) that resulted in 

commercial products and services and those which resulted in internal processes and 

procedures improvement? Can you share de website usage statistics over the years? 

 

Q11: Do you think that the increase of Employee Satisfaction Questionnaire indicator 

“PT invests in developing innovative products and services” from 2008 to 2011 is 

related with the employee portal?  
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Annex 3 – Editorial, éPT! magazine, nº 1, April-May 2003 
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Annex 4 – Editorial, éPT! magazine, nº 3, September-October 2003 
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Annex 5 – Launching Employee Portal inSapo in 2003 
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Annex 6 – éPT! first anniversary 
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Annex 7 – Launching Employee self service portal 
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Annex 8 – Unique corporate intranet 
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Annex 9 – Timeline of Employee Portal related projects, until 2010 
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Annex 10 – Ninth anniversary of the corporate intranet 
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Annex 11 – First anniversary of the Employee self service portal 
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Annex 12 – Launching Equipas éPT!, éPT! magazine nº 4 – Christmas special, 

2003 
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Annex 13 – éPT! magazine, nº 5, 2004  
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Annex 14 – Visão magazine, 29
th

 January, 2004  
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Annex 15 – Sabio launch, éPT! magazine nº 11, 2005  
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Annex 16 – Sábio, éPT! magazine nº 12, 2006  
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Annex 17 – The new éPT!, éPT! magazine nº 12, 2006  
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Annex 18 – Group Culture, éPT! magazine, special number “Inovar, mudar, 

melhorar”, 2005 
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Annex 19 – Article about PRO UNO, éPT! magazine, nº 3, September-October, 

2003 
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Annex 20 – Article about the launch of OPEN, éPT! news, 2009 
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Annex 21 – Article about éPT! card, éPT! magazine, nº 1, April-May, 2003  
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Annex 22 – Article about the launch of OPEN star, May of 2011 
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Annex 23 – Article about the launch of OPEN awards, May of 2011 
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Annex 24 – Benefits Dependency Network data 

 

Table 12: Business Drivers  

ID Driver Type Justification 

D1 Commercial 

Brands Mosaic 

External In the history of PT Group companies and their brands 

are built over the years, especially through the 

acquisition, which are not merged thereafter remaining 

independent (Seruya, 2008 p. 55).  

The PT Group presents with a mosaic of unrelated 

distinct brands (TV Cabo, Sapo, Telepac, TMN, PT 

Comunicações, PT Wi-Fi). Most designations do not 

even allow disclosing membership PT (Seruya, 2008 

pp. 55-56). 

Each of these brands is supported by distinct groups of 

employees who live their own brands in a special way. 

They feel solely responsible for their success and these 

brands mean to them the commitment to an 

organizational reality with clear and even physical 

boundaries, sometimes (the organization's 

headquarters) and not to PT Group (Seruya, 2008 p. 

56). 

D2 Cultural mosaic 

(distinct stories and 

businesses) 

Internal The PT Group is defined as a mosaic, an adequate 

metaphor for an organization that was created and has 

evolved as an assembly of several parts (activities, 

enterprises, strategic goals, brands, technological 

know-how and commercial, etc.). Is a cultural mosaic 

and output in particular the assembly of disparate 

activities and companies with disparate stories 

(Seruya, 2008 p. 57). 

Great heterogeneity of firms, in terms of objectives, 

stories, professional groups, business cultures. 

Because of their origins and contexts of market 

maturity levels and their activities are of particular 

identities, clearly distinct from each other (Seruya, 

2008 p. 61). 
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ID Driver Type Justification 

D3 Heritage 

Monopoly, 

"Fixed", State 

External At its foundation, the PT Group inherits a traditional 

activity, fixed, which is still a monopoly but will 

disappear in the short term (Seruya, 2008 p. 47). 

The idea that fixed cannot survive anchored in the 

traditional paradigm of activity can increase its 

importance if "reinvented" and associated with other 

telecom activities (Seruya, 2008 p. 48).  

"Reinventing fixed" is part of the "official voice" of 

internal documents of the holding company shall refer 

to changes in the telecom sector, and in particular the 

role that is attributed to PT. This “Reinvention” also 

means the development of new activities that the 

company has never touched and this rejuvenation of 

activity, change positioning, is evident in the 

technological dynamism of the market that is fixed on 

his own in the 2000s (Seruya, 2008 pp. 48-49). 

D4 Privatization 

scenario, multiple 

shareholders 

External The admission to Exchange Markets enhances the 

visibility of the Group and contributes to the pressure 

on the administration of the holding company and the 

expectations of shareholders. Media exposure is in the 

last ten years an important factor in the construction of 

perceptions of the identity of the Portugal Telecom 

Group (Seruya, 2008 p. 51). 

Increasing and expected pressure from investors 

around dividend distribution to shareholders will be an 

important lever in driving strategy and activity of the 

company. While revealing an attitude of shareholders 

whenever most influential and interventionist, which 

requires greater flexibility in the management of the 

company (Seruya, 2008 p. 50).  

Capital distribution by geographic origin confirms the 

identity as dispersion characteristic of the shareholder, 

suggests a portfolio of interests in various positions in 

terms of the investment strategy (Seruya, 2008 p. 50). 
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ID Driver Type Justification 

D5 Internationalization 

scenario (Brazil 

and Africa) 

Internal It’s the launch of 'VIVO' (the brand has become 

synonymous, at the time, to the largest mobile 

company in South America) that pushes the inner 

consciousness, in Portugal, on the extent of the Group. 

The act of creating a brand, with the investments and 

risks, to strengthen the ability to compete in a huge 

market like the Brazilian market, provides all the 

Group an idea of size and power, which is not 

comparable to the organization in Portugal although 

used to be a leader and making one of the largest 

economic groups in the country (Seruya, 2008 p. 53). 

At the international level, PT Group also advances to 

Africa and Asia. This increased experience in terms of 

internationalization challenges PT Group abilities to 

manage in the system of joint ventures, social, 

technological and commercial realities distinct from 

that the Group has in Portugal (Seruya, 2008 p. 53). 

D6 Diversification of 

activities 

Internal The diversification of activities and organizational 

matrix (considering the PT holding, 6 instrumental 

enterprises, 4 enterprises related to Wireline, 2 

enterprises related to Wireless, 1 holding and 4 

enterprises related to Multimedia and 10 international 

enterprises) highlights the strategic positioning and 

organizational profile which helps to further define the 

identity PT, and contextualize the emergence of 

internal brand (Seruya, 2008 p. 54). 

 

Table 13: Business Objectives  

ID Description Justification 

O1 Group synergies – 

integrated view of the 

customer with cross 

opportunities  

New goals, a new attitude: an integrated perspective of the 

customer is a pillar of the new strategy of Portugal Telecom 

Group. Because PT is only one, a new attitude is important. 

The official brochure "éPT! Investor Day 2003" concludes 

that integrating for market leadership (means that) the future 
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ID Description Justification 

of Portugal Telecom is in maximizing the synergies 

between all Group companies (Seruya, 2008 p. 69), (Annex 

18 – Group Culture, éPT! magazine, special number 

“Inovar, mudar, melhorar”, 2005). 

O2 New corporate culture Focus on customers, established by the new administration 

of the Group as strategy involves a whole new 

organizational culture, cross the Group (Seruya, 2008 p. 

67). 

Miguel Horta e Costa refers that “More important than 

finishing the dispersion of cultures was to create a new 

culture, young, dynamic, of a company determined to lead 

and that wants to affirm itself both nationally and 

internationally” (Seruya, 2009 pp. 5, 7). 

With the new model in place, communication was changed 

into a management tool that generates cohesion, adds value 

and contributes decisively to the creation of a strong group 

culture. – Zeinal Bava in the preface of “éPT! a marca 

interna da Portugal Telecom” (Seruya, 2009 p. 6). 

Miguel Horta e Costa refers to the éPT! brand as a result of 

a strategic option based on transversality and sharing 

knowledge, competences and resources (Seruya, 2009 p. 7). 

(Annex 18 – Group Culture, éPT! magazine, special number 

“Inovar, mudar, melhorar”, 2005) 

O3 Internal coherence and 

cohesion 

In strategic terms, upon his appointment in 2002, the aim of 

the new administration of the PT Group is primarily 

coherence: must clear the "confusion" (Miguel Horta e 

Costa) on the concept of Group recorded internally. In their 

view, the idea of group among employees is "blurred" 

(Miguel Horta e Costa) (Seruya, 2008 p. 71).  

In the strategic plan is also cohesion: it is to build the 

"union" employees around the Group's strategy, which 

strategies inherent in each business activity and must report. 

Diversification is a striking feature of the history of the PT 

Group. Cohesion between its various activities and services, 

distributed between organizational "silos" employees, must 
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ID Description Justification 

manage to create more positive results of the entire Group 

(Seruya, 2008 p. 72). 

With the new model in place, communication was changed 

into a management tool that generates cohesion, adds value 

and contributes decisively to the creation of a strong group 

culture. – Zeinal Bava in the preface of “éPT! a marca 

interna da Portugal Telecom” (Seruya, 2009 p. 6). 

(Annex 18 – Group Culture, éPT! magazine, special number 

“Inovar, mudar, melhorar”, 2005) 

O4 Strategic alignment of 

each company with the 

group 

“PT is one” and “transform the group commercial machine” 

are guidelines involving alignment and total cooperation 

strategies of each company, customer strategies (...), with 

consequences for the commercial work (Seruya, 2008 p. 

68). 

The choice of an "internal brand" is actually based on a 

single goal: to contribute to the entrenchment of 

organizational identity group, which is managed with the 

ultimate intention to align employees on the Group Policy 

(Seruya, 2008 p. 87). 

(…) involving alignment and total cooperation strategies of 

each company, customer strategies (...), with consequences 

for the commercial work (Seruya, 2008 p. 68). 

O5 Group operational 

synergies  

Miguel Horta e Costa refers in “the group has the objective 

of moving decisively capturing operational synergies 

between companies” (page 26, Annex 13 – éPT! magazine, 

nº 5, 2004). 

(Annex 18 – Group Culture, éPT! magazine, special number 

“Inovar, mudar, melhorar”, 2005)  

 

Table 14: Business Benefits 

ID Description Justification 

B1 Increase results  Transform the group into a “commercial machine” (…) 
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ID Description Justification 

Cohesion between the various activities, services and 

employees of distinct organizational "silos" must be created 

in order to generate more positive results of the entire Group 

(Seruya, 2008 pp. 68, 72). 

B2 Increase employee 

motivation 

“motivation is one of the major gains” Miguel Horta e Costa 

in Visão magazine, 29th January, 2004 (Annex 14 – Visão 

magazine, 29th January, 2004). 

B3 More and better 

services 

“The internal brand allowed the re-found corporate rites and 

the opening to a new era, also of communication, where 

technology allows, everyday more, shortening distances, 

moving people near to management, potentiate ideas and the 

process of ideas generation to develop more and better 

services to our customers.” – Zeinal Bava in the preface of 

“éPT! a marca interna da Portugal Telecom” (Seruya, 2009 

p. 6). 

B4 Up-to-the minute 

corporate 

communication 

(…) we built an online communication platform that, for the 

first time, has put the whole group in contact up-to-the-

minute (...), Miguel Horta e Costa in the editorial of the first 

magazine éPT! (Annex 3 – Editorial, éPT! magazine, nº 1, 

April-May 2003) 

B5 Consistent 

communication 

In internal document “A Comunicação como Ferramenta de 

Gestão”, Abílio Martins refers to Corporate Communication 

as a tool based on consistent, clear and ethical values 

(Martins, 2002).  

B6 Valuation of human 

capital 

In the Editorial of the 3rd number of éPT! Magazine, 

Miguel Horta e Costa refers: It’s the cooperation – between 

teams, between companies and between employees – that 

allows Portugal Telecom to achieve the excellence levels 

that received awards make evident (Annex 4 – Editorial, 

éPT! magazine, nº 3, September-October 2003). 

B7 Cost reduction  PT PRO and PT Compras are two transverse Group 'back-

office' companies, created in 2003 to support the Group and 

growing synergies and to reduce structural costs (Seruya, 



How employee portal contributes for the intangible assets value creation 

124 

 

ID Description Justification 

2008 p. 157). 

B8 Productivity increase  PT PRO and PT Compras exist for the PT companies 

involved in the market to focus on business and customers 

without spending their energies with the organizational 

processes that are not "core." (Seruya, 2008 p. 157). 

“Continuous improvement of productivity made through 

optimization of processes” (Portugal Telecom, 2003).  

“Redesign and standardization of all back office processes 

and procedures increasing its efficiency, verifiability and 

reliability” (Portugal Telecom, 2003). 

 

Table 15: Business Benefits relationship with objectives and changes 

ID Description Benefit 

Type  

Benefit owner Related 

objectives 

Related 

changes 

B1 Increase results  Financial Commercial Units O1, O2, 

O4 

C4 

B2 Increase employee 

motivation 

Quantifiable Corporative Human 

Resource 

Management  

O2, O3 C8, C10 

B3 More and better 

services 

Measurable Product Management 

Units 

O2 C3, C4, 

C9 

B4 Up-to-the minute 

corporate 

communication 

Measurable Corporate 

Communication 

O2, O3 C1 

B5 Consistent 

communications 

Observable Corporate 

Communication 

O1, O3, 

O4 

C1, C2 

B6 Valuation of 

human capital 

Measurable Corporative Human 

Resource 

Management  

O2 C3, C9 
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ID Description Benefit 

Type  

Benefit owner Related 

objectives 

Related 

changes 

B7 Unification of 

processes 

Measurable Distinct Support Units 

(HR, Finance, etc.) 

O3, O5 C6, C10 

B8 Cost reduction Financial Human Resources, PT 

PRO 

O5 C5, C6 

B9 Productivity 

increase 

Quantifiable Corporative Human 

Resource 

Management, Each 

Business Unit 

O5 C6, C7 

 

Table 16: Business Changes  

ID Description Justification 

C1 Create corporate 

communication unit 

In the end of 2002 the Group approved the creation of a 

"Central Office of Communications - CCC".  

The CCC will evolve rapidly to the creation of a "Central 

Communication Unit", in the beginning of 2003, which 

will seat of the launch of the éPT! brand amidst profound 

changes in the governance of Portugal Telecom Group.  

According to the initial definition of its role, the CCC is the 

"internal team responsible for coordinating network 

communication and a cohesive team, fast and aligned with 

the administration, capable of manage the information 

produced or to be produced within the PT Group”. This 

office assigns tasks of the "collection of information from 

all sources of the Group, production editorial daily and 

continuous updating of the intranet.  

(Seruya, 2008 p. 152) (Martins, 2002) 

C2 Create communication 

network and 

information circuits  

The CCC is the "internal team responsible for coordinating 

network communication and a cohesive team, fast and 

aligned with the administration, capable of manage the 

information produced or to be produced within the PT 

Group”. This office assigns tasks of the "collection of 
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information from all sources of the Group, production 

editorial daily and continuous updating of the intranet.  

(Seruya, 2008 p. 152) (Martins, 2002) 

C3 Promote collaboration 

and information  

sharing culture  

Equipas éPT! promotes a group culture and sharing best 

practices (Annex 6 – éPT! first anniversary). 

The sharing of information and knowledge and the 

applications and services in the employee portal promote a 

common culture (Annex 10 – Ninth anniversary of the 

corporate intranet). 

Abílio Martins says “we want to change the corporate 

culture, going from ‘save’, where each one keeps the 

information to himself to ‘upload’, where practices are 

shared achieving knowledge broadcast and sharing” 

(Annex 12 – Launching Equipas éPT!, éPT! magazine nº 4 

– Christmas special, 2003).  

C4 Use ideas to improve 

and enlarge PT offer  

“The internal brand allowed the re-found corporate rites 

and the opening to a new era, also of communication, 

where technology allows, everyday more, shortening 

distances, moving people near to management, potentiate 

ideas and the process of ideas generation to develop more 

and better services to our customers.” – Zeinal Bava in the 

preface of “éPT! a marca interna da Portugal Telecom” 

(Seruya, 2009 p. 6). 

“In order to continue to surprise the market consistently 

with innovative services, we took important steps to 

reinforce our internal culture of innovation and risk–taking, 

as one of the main drivers of growth and performance at 

PT. We thus created the conditions for the development 

and sharing of new and differentiating ideas, involving the 

whole organisation in the innovation process of new 

products and services, business concepts, customer 

experience levers and operational efficiency 

improvements.” (Portugal Telecom, 2008 p. 12) 

C5 Improve internal “Continuous improvement of productivity made through 
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processes optimization of processes” (Portugal Telecom, 2003).  

“Redesign and standardization of all back office processes 

and procedures increasing its efficiency, verifiability and 

reliability” (Portugal Telecom, 2003). 

C6 Create common 

services enterprises 

(PT PRO and PT 

Compras)  

In the 2002 Investor day, PT presented as underway 

initiatives related with organization and human resources, 

the creation of shared services, focusing on functional 

areas (finance, accounting, wages’ processing, etc.) and 

purchasing (Portugal Telecom, 2002). 

C7 Develop and promote 

self-service culture  

Besides the creation of shared services and the 

convergence of information systems, employees will 

experience changes in a progressive way. With Employee 

Portal self service functionalities, employees will be able to 

perform several operations (related with wages’ 

processing, holydays and absences, personal data, etc.) in a 

full self-service way (Annex 19 – Article about PRO UNO, 

éPT! magazine, nº 3, September-October, 2003). 

C8 Promote culture of 

recognition 

Ana Allen Lima identified OPEN star and OPEN awards as 

enablers that promotion a recognition culture which awards 

those who are great performers and show distinctive 

behaviours.  

C9 Create Corporate 

Innovation 

Management team 

The Corporate Innovation Management team was gathered 

in 2009, with the objective of leading the Innovation 

program OPEN and managing innovation processes. 

C10 Promote equal rights Dalila Ribeiro Martins identified éPT! card project as a 

relevant area in the Corporate Intranet with the objective of 

promoting equal benefits to all PT employees. 
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Table 17: Enabling changes 

ID Description Justification 

E1 Implement corporate 

communication 

functionalities  

Employee portal communication functionalities started 

with inSapo released in February of 2003 to support the 

Central Office of Communications – CCC. inSapo became 

éPT! in February of 2004, integrating the éPT! brand and 

assuming the main communication vehicle with 

employees. In November of 2009 éPT! assumed the role of 

unique corporate intranet with the phase out of remaining 

company intranets that ended in November of 2011. 

E2 Implement 

collaboration 

functionalities  

Employee portal collaboration functionalities started with 

the implementation of “Equipas éPT!” in November 2003 

with main objectives of sharing knowledge (Annex 12 – 

Launching Equipas éPT!, éPT! magazine nº 4 – Christmas 

special, 2003). In May of 2005, Sábio was launched and 

considered the sharing of PT employee knowledge (Annex 

16 – Sábio, éPT! magazine nº 12, 2006). Finally, in July of 

2009 another big step towards collaboration. This time 

with the OPEN program which promoted the sharing of 

ideas by employees to improve internal processes and 

better and new services (Annex 20 – Article about the 

launch of OPEN).  

E3 Perform innovation 

change management 

program (OPEN) 

While the Innovation Management Unit launches the first 

challenges to collect employee ideas, an extensive change 

management program is performed. This change 

management program considers the involvement of top 

management (the first challenge is presented in March, 

2009 by PT CEO, Zeinal Bava to the group administrators, 

directors and trainees) and training plan involving all 

employees (Annex 20 – Article about the launch of 

OPEN).   

E4 Implement knowledge 

management 

functionalities  

Employee portal collaboration functionalities became 

available with the implementation of Sábio website in May 

2005 (Annex 15 – Sabio launch, éPT! magazine nº 11, 

2005). There were other collaboration projects within the 

PT Group but we didn’t considered them because they 
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were company initiatives and not corporate projects.  

E5 Content Management 

training  

inSapo, éPT!, SABIO and OPEN projects considered Web 

Content Management functionalities. Therefore all these 

project implementations were followed by training to the 

supporting teams. 

E6 Plan and implement 

communication plan 

(manage change) 

Seruya (2008, 2009) describes some of the change 

management initiatives preceding the launch of the 

employee portal. Some of these initiatives consider the 

usage of a mascot, distribution of stickers, the placement of 

banners in all internal websites and the involvement of top 

management in the portal itself (right after launch) but also 

in the magazine and through sms and video.  

E7 Implement HR 

Employee self service 

Portal 

Employee portal HR self service functionalities were 

implemented in September of 2004 (Annex 7 – Launching 

Employee self service portal). This project was included in 

the major program of unification of HR systems. 

E8 Implement OPEN star 

and OPEN awards 

project 

OPEN star and OPEN awards functionalities were 

implemented in May of 2011. This project considered 

implementing a badge system integrated with corporate 

active directory and content publishing and voting 

functionalities. 

E9 Implement éPT! card 

website 

éPT! card website was launched in April of 2003, along 

with the éPT! brand.  

 

Table 18: ICT enablers 

ID Description Justification 

I1 Corporate Portal (now 

éPT!, formerly inSapo) 

Corporate Intranet (formerly named inSapo and then éPT!) 

– acts as the entry gate for all employees in PT Group and 

considers functionalities of corporate communications and 

applications and tools. This corporate intranet was 

launched in February of 2003 under the name of inSapo 

and changed to éPT! in February of 2004. In November of 
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2009 éPT! assumed the role of unique corporate intranet 

with the phase out of remaining company intranets that 

ended in November of 2011 (Annex 5 – Launching 

Employee Portal inSapo in 2003, Annex 6 – éPT! first 

anniversary, Annex 8 – Unique corporate intranet, Annex 9 

– Timeline of Employee Portal related projects, until 2010, 

Annex 10 – Ninth anniversary of the corporate intranet, 

Annex 17 – The new éPT!, éPT! magazine nº 12, 2006). 

I2 Teams éPT! Employee portal collaboration functionalities started with 

the implementation of “Equipas éPT!” in November 2003. 

With main objectives of sharing knowledge (Annex 12 – 

Launching Equipas éPT!, éPT! magazine nº 4 – Christmas 

special, 2003) this website considers collaboration 

functionalities based on web content management and 

interaction capabilities like blogs, forums, document 

sharing, etc.. 

I3 OPEN – innovation 

platform 

The ideas market was the visible contact point of the 

extensive OPEN program with employees. Its main goal 

was to promote ideas sharing, supporting the innovation 

processes. 

The ideas submitted are commented and rated by all 

employees and the approved ones are analysed by the 

innovation management team and product areas. 

OPEN star consists on a recognition system where great 

performances and distinctive employee behaviours are 

acknowledged through the credit of a star badge (Annex 22 

– Article about the launch of OPEN star, May of 2011). 

OPEN awards consists on content publishing and voting 

functionalities that will enable the annual championship 

between the relevant projects implemented in the ending 

year. These projects are submitted by the teams that 

worked on them and are voted by all employees (Annex 23 

– Article about the launch of OPEN awards, May of 2011). 

I4 Sabio Employee portal collaboration functionalities became 

available with the implementation of Sabio website in May 
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2005. There were other collaboration projects within the 

PT Group but we didn’t consider them because they were 

isolated company initiatives.  

Knowledge Management and collaboration functionalities, 

gives access to market information, business and 

technology reports and trends. Latter allowed the sharing 

of contents produced by employees to all (Annex 15 – 

Sabio launch, éPT! magazine nº 11, 2005, Annex 16 – 

Sábio, éPT! magazine nº 12, 2006); 

I5 Employee self service 

portal 

This site provides access to HR approval processes (such 

as vacations, expenses and training), accessing salary 

payment details and updating personal information. 

These employee portal HR self service functionalities were 

implemented in September of 2004 (Annex 7 – Launching 

Employee self service portal, Annex 11 – First anniversary 

of the Employee self service portal). This project was part 

of a major program of unification of HR systems. 

I6 éPT! card website This website considers presenting the portfolio of products 

and services that integrate corporate benefits package 

(Annex 9 – Timeline of Employee Portal related projects, 

until 2010, Annex 10 – Ninth anniversary of the corporate 

intranet, Annex 6 – éPT! first anniversary, Annex 21 – 

Article about éPT! card, éPT! magazine, nº 1, April-May, 

2003). 

 



 

 

 


