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1. Case 

 

team and started from scratch. Between 2015 and 2023, Nuno’s team implemented a profound 
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cultures together, Gulbenkian was above all a <business architect=. Due to his vision, his 
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–

by the Foundation’s resident artistic groups: the Gulbenkian Orchestra, which was founded in 

consisting of around 100 singers. Gulbenkian Música’s mission also included the 

incentive and the dissemination of Portugal’s musical heritage. As part of this mission, the 
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Music. In 2015, ticket sales accounted for only 13% (1.5M€) of a budget of around 11.3M€, 

) and prices starting as low as 6€, contrasted with 

was close to zero, and the Foundation’s website was fractured between different departments, 

working mostly as a content depository and an online calendar. One of Nuno’s first missions 
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The Foundation’s broad scope of activity and heavy programming schedule required a 

– –

Foundation’s main channel, which quickly grew to 100.000 followers (Exhibit 1

follower base needed to be frequently fed with new engaging and interesting content. Nuno’s 

<Read, watch, listen= (Exhibit 1

1.4 <Classical music is not boring=
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screening of Stanley Kubrick’s <2001: A Space Odyssey= while the Gulbenkian Orchestra 

choosing highly popular film saga like <Lord of the Rings= and <Star Wars=. 

One of Nuno’s missions was also to rethink the repertoire played in family concerts (Sunday 

Concerts Cycle), which served as <entry level= performances, playing a crucial role in 

Nuno’s arrival, Paul McCreesh would end his tenure as the Principal Conductor of the 
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were more attractive than a <standard= classical music concert. Concerts conducted by 

developing the orchestra’s international reputation. Between 2020 and 2023, the Foundation’s 

The multifaceted approach of Nuno and Risto’s strategy, and its implementation over a period 



12 

–

–

week after week, a reality that clashed with the Foundation’s willingness to diversify 

mandatory regulation regarding rest periods for the orchestra musicians, Nuno’s team decided 

prices in general excessively low for the type of audiences the Foundation served? If we do 

increase prices significantly, are we still fulfilling our philanthropic mission as a foundation? 

Should we continue to offer free admission concerts, open rehearsals, and open days? 

One thing was clear – 2024 was the year when things had to change. 
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The Gulbenkian Foundation’s Main Building.

The Gulbenkian Orchestra and Choir. 

Exhibit 3 
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– Gulbenkian Música’s Facebook page in 2023.

– YouTube playlist of the video series <Conhecer um instrumento da Orquestra=.
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– The <Read, watch, listen= section of Foundation’s
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2. Literature Review 

The main goal of this chapter is to review concepts and ideas from the academic literature that 

are relevant for the subjects raised by the Case Study. In order to shed some light on the 

challenges and opportunities faced by the Calouste Gulbenkian Foundation, the first part of 

the chapter will present ideas from literature on how to manage non-profit organizations in the 

cultural sector. The second part will address digital transformation in cultural institutions, 

namely in classical music concert halls. Finally, the third part proposes best practices and 

examples of marketing strategies for audience development and attracting young people to 

classical music. 

 

2.1 Managing Non-Profit Organizations in the Cultural Sector 

Operating in an inherently dynamic cultural landscape, non-profit organizations in this sector 

face a unique set of management challenges. Unlike their counterparts in the commercial 

sector, these institutions often rely heavily on donations, government funding, and 

philanthropy to sustain their activity. According to Pick & Andriessen (2016), leadership 

within these organizations should balance artistic vision and integrity with financial and 

operational sustainability, ensuring that it remains financially viable and relevant to its 

community. Rentschler (2002) argues that this can only be achieved through strategic 

planning, with clear and mission-aligned objectives that guide the organization through 

fluctuating economic scenarios and shifting audience demographics. Stakeholder management 

is therefore a critical dimension, as these organizations typically navigate a complex web of 

relationships with donors, government entities, artists, and the public. According to Ostrower 

(2005), successful concert halls like the Carnegie Hall in New York engage stakeholders not 

merely as donors or audience members but as active participants in shaping the institution's 

artistic and educational missions. This engagement is facilitated through regular 

communication, special events, and inclusive decision-making processes that align 

stakeholders' interests with the goals of the concert hall. 

Financial management in these organizations involves sophisticated fundraising techniques 

and the management of diverse revenue streams, from ticket sales to sponsorships, private 

donations, and endowments (Toepler & Dewees, 2005). When compared to other European 

countries such as the United Kingdom, fundraising and private donations within the cultural 

sector in Portugal are still in their early stages, particularly due to the absence of legislation 
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regulating this practice and offering tax incentives for donors. This is one of the reasons why 

the Calouste Gulbenkian relies almost exclusively on the revenues generated through its 

endowment fund (Gulbenkian Foundation’s Annual Report, 2023). 

Tschirhart and Bielefeld (2012) emphasize the importance of endowment funds, which 

provide a stable financial cushion and reduce dependency on unpredictable revenue sources. 

When well-managed, these funds generate interest income that can support operational 

expenses and fund special projects which could never be covered entirely by ticket sales. In 

the United States, where public funding for culture is less predominant when compared to 

Europe, orchestras still rely heavily on their endowment funds to support ambitious 

programming and educational outreach efforts, ensuring artistic excellence while maintaining 

financial stability. 

However, McCarthy and Jinnett (2001) warn that non-profits should not rely solely on single 

funding sources, defending a diversification of revenue streams as a crucial strategy employed 

by successful organizations like the Metropolitan Opera, which has adopted a multi-faceted 

approach that includes membership programs, licensing deals, merchandise sales, and live HD 

broadcasts to cinemas globally, significantly broadening their revenue base. Another example, 

the Sydney Opera House, has developed multiple revenue streams that include not only 

traditional funding sources but also commercial activities such as hosting events and licensing 

its space and brand, which contribute to its financial health without compromising its artistic 

integrity (Radbourne et al., 2013). 

Additionally, the governance structure of non-profit cultural organizations is critical to their 

sustainability and success. Oster (1995) emphasizes that effective governance goes beyond 

meeting regulatory requirements; it involves creating a transparent and clear decision-making 

process. Key components include regular board meetings, thorough financial oversight, and 

active board member participation in fundraising activities. The board should be composed of 

individuals with diverse skills and backgrounds, capable of offering strategic guidance and 

ensuring the organization's activities align with its mission and values. 

Furthermore, leadership development within these organizations is essential. Leaders need not 

only artistic and cultural expertise but also strong business knowledge. Rentschler (2002) 

suggests that training programs and professional development opportunities for leaders and 

staff can greatly enhance the organization's ability to navigate complex challenges and 
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capitalize on new opportunities. Leadership in non-profit cultural organizations should 

cultivate a collaborative and inclusive culture, fostering innovation and adaptability. 

Effective management of volunteers is a key aspect of operating non-profit cultural 

organizations. Volunteers provide essential support in many areas, such as front-of-house 

operations, educational programs, and fundraising events (Brudney & Meijs, 2009). 

Successful volunteer management involves recruiting individuals who are enthusiastic about 

the organization's mission, offering them proper training, and acknowledging their 

contributions. A strong volunteer base can enhance community engagement and support the 

organization's activities in a cost-efficient manner. 

Furthermore, audience development and community engagement are critical for the longevity 

of non-profit cultural organizations. Gaining a thorough understanding of the audience's needs 

and preferences through market research and audience analysis can shape programming and 

marketing strategies (Brown & Ratzkin, 2011). Engaging with the community through 

outreach programs, educational initiatives, and partnerships with local organizations can build 

strong relationships and foster a sense of ownership and support among community members. 

Non-profit cultural organizations also need to address the challenges posed by technology and 

digital transformation. Utilizing digital tools for marketing, fundraising, and program delivery 

can enhance operational efficiency and broaden audience reach. For example, customer 

relationship management (CRM) systems can streamline donor management and improve 

communication with supporters (Kotler & Scheff, 1997). Social media and online platforms 

can boost visibility and engagement, while virtual programming and digital content can make 

cultural experiences accessible beyond geographical boundaries. 

Moreover, assessing and evaluating the impact of the organization's activities is crucial for 

ongoing improvement and accountability. Developing comprehensive evaluation frameworks 

and gathering data on program outcomes can provide insights into the effectiveness of various 

initiatives and guide strategic planning. Transparent reporting of results to stakeholders, 

including funders and the community, can build trust and highlight the organization's value 

and impact (Herman & Renz, 2008). 

In summary, managing non-profit cultural organizations requires a multifaceted approach that 

balances artistic and financial considerations, engages diverse stakeholders, and embraces 

innovation and adaptability (Moore, 2000). By implementing effective governance, 

leadership, volunteer management, audience development, and digital transformation 
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strategies, these organizations can overcome challenges, seize opportunities, and achieve 

sustainable success. 

 

2.2 Digital Transformation in Cultural Institutions 

Digital transformation in cultural institutions refers to the integration of digital technology 

into all aspects of an organization's operations and services. This transformative process is 

crucial as it extends the reach and accessibility of cultural offerings, allowing institutions to 

engage broader and more diverse audiences. Bakhshi and Throsby (2012) outline how digital 

technologies such as streaming services, virtual tours, and public digital archives break down 

geographical and physical barriers, making cultural content accessible to a global audience. 

The importance of digital transformation extends beyond accessibility, significantly 

enhancing audience engagement. According to Nesta's report (2015) on digital culture, 

interactive platforms, and social media have transformed the way audiences interact with 

cultural content, enabling personalized experiences and fostering deeper connections between 

the institution and its visitors. These digital interactions not only enrich the audience's 

experience but also provide valuable data that can be used to tailor future offerings and 

improve marketing strategies. Moreover, this digital interaction creates opportunities for user-

generated content and peer-to-peer engagement, further deepening the audience's connection 

to the institution and fostering a sense of community. 

Operational efficiency is another critical area improved by digital transformation. As noted by 

Smit (2017), advanced data analytics and management systems streamline various 

administrative and operational processes, from ticketing to customer relationship 

management. The use of digital ticketing systems not only reduces the physical logistics of 

ticket sales but also allows for real-time tracking of sales and attendance patterns. Customer 

relationship management (CRM) systems enable institutions to maintain detailed records of 

patron interactions, preferences, and feedback, facilitating more personalized and effective 

communication. These technologies can also automate routine tasks, such as membership 

renewals and donation processing, freeing up staff time for more strategic initiatives. 

Furthermore, digital transformation supports enhanced security measures, protecting sensitive 

patron data and ensuring compliance with privacy regulations. 
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Digital transformation in cultural institutions like classical music concert halls is not merely a 

trend but a strategic imperative that enhances accessibility, boosts audience engagement, and 

improves operational efficiency by reducing costs and freeing up resources for creative and 

programmatic activities, ensuring these institutions remain relevant and resilient in a rapidly 

evolving cultural landscape. Many concert halls around the world are in fact actively 

embracing digital transformation through the adoption of various innovative technologies, 

each significantly expanding their audience reach and enhancing operational practices. 

Virtual Reality (VR) experiences, for example, are being utilized to create immersive 

performances, allowing audiences from around the globe to experience concerts as if they 

were seated in the hall. According to a study by Guttentag (2010), VR can dramatically 

enhance the user's experience, providing a sensory-rich engagement that traditional media 

cannot offer. VR technology also enhances educational programs by enabling students to 

virtually explore concert halls and engage with musicians, thereby broadening educational 

outreach beyond local communities (Gutiérrez et al., 2008). 

Live streaming services have also been pivotal. As outlined in the MIT Technology Review 

(2018), live streaming allows concert halls to broadcast performances in real-time, reaching 

an audience that extends well beyond the physical limits of the venue. This technology not 

only increases accessibility but also democratizes the consumption of <high-culture,= which 

traditionally has been limited by geographical and socio-economic barriers (Kay, 2018). 

Recent research published after the Covid-19 pandemic suggests that digital experiences can 

also affect audience behaviour and future cultural participation (Leguina, A., Manninen, K., & 

Misek, R. E., 2023). This study highlights that while digital platforms increase accessibility, 

particularly for disabled or remotely dispersed audiences, they could also enhance future in-

person cultural engagement, suggesting that people who participate in high-quality online 

experiences may be persuaded to attend live concerts.  

The Berliner Philharmoniker's Digital Concert Hall is one such example, which has pioneered 

the use of digital streaming. Since its inception in 2008, this initiative has allowed global 

audiences to experience concerts live, significantly expanding the hall's reach. According to a 

report by the Digital Concert Hall team (2020), the platform has attracted viewers from over 

40 countries, demonstrating the potential of digital tools to transcend geographical boundaries 

and democratize access to classical music. 
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Another notable example is the Royal Concertgebouw in Amsterdam, which launched the 

RCO Editions app, an innovative approach to digital archives and educational content. The 

app not only provides access to live recordings but also integrates musician interviews and 

conductor insights, enriching the listening experience. According to Vervoorn (2018), this 

strategy has not only enhanced user engagement but has also fostered a deeper understanding 

and appreciation of classical music among audiences. The app includes curated playlists and 

thematic collections, enabling users to discover music in an organized yet adaptable way. It 

also offers educational modules that teachers and students can use to enhance their 

understanding of classical music, making it a versatile resource for both casual listeners and 

serious music students. 

The Metropolitan Opera in New York has also leveraged digital streaming through its 'Met 

Opera on Demand' service, which streams performances across various devices. This service 

has reported a substantial increase in subscriptions, particularly from younger demographics, 

indicating a successful expansion in its audience base. As noted in their annual report (2019), 

the service has helped maintain a steady revenue stream, even as traditional box office sales 

have fluctuated. The success of 'Met Opera on Demand' demonstrates the critical role of 

providing access across multiple platforms, allowing users to enjoy performances on 

smartphones, tablets, smart TVs, and computers. This adaptability aligns with the viewing 

habits of today's audiences, who frequently consume media on the go and on various devices 

(Johnson, 2020). 

Additionally, digital archives play a critical role in preserving and providing access to past 

performances. These archives, as discussed by Rothenberg (1999), not only safeguard the 

cultural heritage but also serve as valuable resources for education and outreach, allowing 

students, researchers, and enthusiasts access to historical performances that would otherwise 

be inaccessible. Converting these archives to digital formats protects them from physical wear 

and loss, ensuring their availability for future generations to appreciate and learn from 

(Lavoie, 2014). Moreover, advanced search features and metadata tagging in digital archives 

simplify the process of locating specific performances, composers, or historical periods, thus 

enhancing their usability and educational significance. 

Together, these digital advancements are transforming classical music concert halls into more 

accessible, efficient, and globally connected institutions, by broadening their reach and 

engaging with new audience segments, while also streamlining operational practices and 
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financial sustainability, ensuring these institutions remain relevant and continue to thrive in 

the digital age. By embracing these technologies, concert halls can provide more varied and 

enriching cultural experiences, cultivating a deeper appreciation for classical music in today's 

digital environment (Walmsley, 2019). Incorporating digital tools not only aids in preserving 

and sharing classical music but also drives innovation within the cultural sector, prompting 

institutions to experiment with new formats and methods of audience engagement.  

It is nonetheless important to note that digital experiences also present challenges such as high 

production costs and the inability to replicate the social aspects and unique experience of live 

performances (Colotti, 2023). Therefore, further research is needed to explore the long-term 

effects of digital engagement on live attendance and audience demographics. 

 

2.3 Marketing Strategies for Audience Development – Attracting young people  

Audience development is a critical factor in ensuring the sustainability and continued 

relevance of classical music halls in today's modern cultural economy. As cultural preferences 

shift and new entertainment options emerge, these institutions must actively engage and 

expand their audiences to thrive. According to Colbert, Beauregard, and Vallée (2016), 

attracting a younger demographic is particularly vital as this group brings new energy and 

perspectives that can invigorate classical music and ensure its future legacy. 

The need to attract younger audiences is not just about filling seats but also about fostering an 

appreciation of classical music among the next generation. Research by Walmsley (2013) 

emphasizes that younger audiences are more likely to experiment with different cultural 

experiences and can be engaged through innovative marketing strategies tailored to their 

interests and media habits. These strategies are essential for the long-term financial health and 

artistic vibrancy of music halls. 

Successful case studies, such as the San Francisco Symphony's "SoundBox" series, 

demonstrate the effectiveness of targeted marketing campaigns in attracting younger 

demographics. The series introduced a casual, immersive concert experience with mixed 

media and social elements, which significantly appealed to younger concertgoers. As reported 

by the Symphony's marketing department (2018), this approach not only increased ticket sales 

but also enhanced the institution's relevance among a demographic traditionally perceived as 

disengaged from classical music.  
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Social media platforms are at the forefront of strategies used to engage younger audiences. 

Orchestras like the London Symphony Orchestra utilize platforms such as Instagram, TikTok, 

and YouTube to stream live performances and share behind-the-scenes content, which 

resonates well with a younger audience. Colbert, Beauregard, and Vallée (2016) highlight the 

effectiveness of these platforms in creating interactive and personal experiences that attract 

younger viewers, who value authenticity and immediacy in their digital interactions. 

Collaborating with artists from other music genres is another successful strategy. For instance, 

the Los Angeles Philharmonic's collaboration with popular artists like John Legend has drawn 

considerable attention from younger crowds, creating a bridge between different musical 

tastes and cultures. These collaborations often receive extensive coverage in digital and 

traditional media, thereby broadening the institution's reach and appeal, as discussed in the 

Journal of Cultural Management and Policy (2015). 

Educational initiatives are crucial for cultivating a deeper understanding and appreciation of 

classical music. Programs aimed at schools and universities can introduce classical music to 

young people in engaging ways. Furthermore, event diversification, such as combining 

classical music performances with an audiovisual component or interactive digital 

installations, offers a richer cultural experience. 

Retaining young audiences involves more than initial attraction; it requires the development 

of loyalty and community engagement. Loyalty programs that offer discounts, exclusive 

content, and special event invitations can help maintain interest and attendance. A successful 

example, the "Young Barbican" program, hosted by the Barbican Centre in London, is 

designed to attract young audiences aged 14-25 by offering discounted access to a wide 

variety of arts and entertainment. Membership in the program is free, and members can 

purchase tickets to events like art exhibitions, films, music concerts, and theater performances 

for as little as £5, £10, or £15. Notably, the program also allows members to bring a friend 

within the same age range for the same ticket price, which helps to encourage group 

participation and a shared cultural experience. In addition to ticket discounts, Young Barbican 

members are offered unique opportunities to engage with the arts through workshops, 

backstage experiences, and mentorship programs. These initiatives not only provide 

entertainment but also foster educational growth and professional development in the creative 

sectors. The program also incorporates a Youth Panel, which includes members aged 14-18, 

allowing young people to have a say in the decision-making processes at the Barbican, thus 
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actively involving them in the cultural dialogue and operations of a major arts institution. The 

success of the program is evident in its popularity, with a large number of young people 

taking advantage of the discounted ticket scheme and participating in the various offered 

activities, highlighting the effectiveness of such initiatives in making the arts more accessible 

to younger audiences. 

Ensuring the engagement of young audiences is vital for the longevity of classical music 

institutions. Initiatives such as the "Young Barbican" program illustrate that focusing on 

accessibility and active participation can significantly boost audience development. These 

programs emphasize the need to integrate educational and interactive components into events 

to cultivate a lasting appreciation for classical music (Walmsley, 2013). By consistently 

adapting to the interests and lifestyles of younger generations, classical music institutions can 

secure their ongoing relevance and success in the cultural landscape. 

Additionally, forming partnerships with educational institutions can greatly extend the 

influence and reach of classical music. Collaborations with schools and universities can lead 

to the creation of curriculum-based programs that introduce classical music to students in 

engaging and educational ways. These initiatives not only improve students' cultural 

knowledge but also help in nurturing future patrons of classical music (Hallam, 2011). 

Activities like open rehearsals, masterclasses with well-known musicians, and interactive 

workshops offer students unique and enriching experiences, fostering a stronger connection to 

the art form. 

Moreover, leveraging technology in marketing strategies can enhance outreach efforts. 

Utilizing data analytics to gain insights into audience preferences and behaviours enables 

more targeted and effective marketing campaigns. Personalized marketing, informed by data, 

can boost engagement and attendance by providing relevant content to specific audience 

segments (Kotler & Scheff, 1997). Examples include customized email campaigns, targeted 

social media advertisements, and interactive online content, all contributing to a more 

engaging marketing approach. 

The creation of mobile apps that offer exclusive content, ticket purchasing, and real-time 

event updates can also enhance the audience's experience. These apps provide a convenient 

platform for users to interact with the institution, discover upcoming events, and access 

multimedia content such as interviews, behind-the-scenes footage, and educational materials 
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(Anderson, 2012). Using technology in this way creates a more interactive and immersive 

experience for audiences, fostering greater engagement and loyalty. 

Finally, developing inclusive and diverse programming that mirrors the interests and 

backgrounds of a wider audience can draw a broader range of attendees. Including works by 

contemporary composers, incorporating diverse voices in programming decisions, and hosting 

events that celebrate various cultural traditions can make classical music more relatable and 

appealing to a diverse audience (DiMaggio & Mukhtar, 2004). By embracing inclusivity and 

diversity, classical music institutions can enhance their appeal and significance in today's 

multicultural society. 

Conclusion 

This literature review underscores the multifaceted challenges and opportunities that non-

profit cultural organizations face. Managing these organizations requires a delicate balance 

between artistic vision and financial sustainability, effective stakeholder engagement, and 

innovative financial strategies, including the diversification of revenue streams and robust 

endowment fund management. Digital transformation emerges as a critical strategic 

imperative, enhancing accessibility, audience engagement, and operational efficiency. The 

literature suggests that digital experiences such as livestreamings and VR seem to be an 

effective way to engage and diversify audiences, but further research is needed to explore the 

long-term effects of digital engagement on live attendance and audience demographics. 

Furthermore, targeted marketing strategies, particularly those aimed at attracting and retaining 

younger audiences, are essential for ensuring the long-term viability and relevance of classical 

music institutions. By embracing educational initiatives, leveraging technology, and fostering 

inclusivity, these organizations can navigate the dynamic cultural landscape, expand their 

reach, and cultivate a deeper appreciation for classical music across diverse audience 

segments. 
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3.  Teaching note 

Focusing on the digital transformation of a cultural institution, this case could be suitable for 

students in arts management or business administration, fitting well in courses on strategic 

management, marketing, non-profit management, and cultural policy. It can also be beneficial 

for executive education participants working in cultural, artistic, or non-profit sectors, serving 

as a starting point for discussions. 

3.1  Synopsis 

3.2  Suggested assignment questions 

1. What are the main characteristics of the market where Gulbenkian Music operates? 

2. What is your assessment of Gulbenkian Music’s strategic shift? 

3. What recommendations would you make to the Gulbenkian Foundation’s Music 

Department? 
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3.3  Statement of Learning Objectives 

• To understand the challenges faced by cultural institutions in maintaining relevance and 

financial stability. 

• To explore strategic marketing and audience development practices in the non-profit 

cultural sector. 

• To analyse the implications of digital transformation in traditional cultural institutions. 

• To develop strategic recommendations for similar institutions facing digital transformation 

challenges. 

 

3.4  Class plan 

1. How do you evaluate the strategic situation of the Music Department of the 

Gulbenkian Foundation before 2015? 

2. What are the main characteristics of the competitive and economic environment of the 

market/industry in which the Gulbenkian Foundation operates? 

3. Evaluate Gulbenkian Música’s strategic shift towards digital marketing. What were the 

key factors that contributed to its success? 

4. Discuss the potential risks and rewards of targeting younger audiences for classical 

music. How can other institutions replicate this strategy? 

5. Analyse the impact of digital transformation on the Gulbenkian Foundation's Music 

Department. What lessons can be learned about integrating new technologies in 

traditional settings? 

6. What are Gulbenkian Música’s main strengths, weaknesses, opportunities and threats? 

7. How can cultural institutions balance the need for financial stability with their mission 

to promote culture and education? 

8. What are the main alternative future paths for Gulbenkian Música? 

9. What are your recommendations for the management team of Gulbenkian Música? 
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3.5 Analysis 

3.5.1 How do you evaluate the strategic situation of the Music Department of the 

Gulbenkian Foundation before 2015? 

Before 2015, Gulbenkian Music was facing low occupancy rates, declining revenues, and an 

aging audience. The artistic programming was mainly centered around traditional concert 

music settings, with guest artists often consisting of older conductors or soloists, and a near-

absence of different concert formats or initiatives tailored to younger people. For many years, 

Gulbenkian Música served mostly an older, loyal, and more traditional audience that 

purchased subscriptions (season tickets) which filled nearly two-thirds of the hall. Relying on 

an audience with such a limited demographic diversity was probably the main cause of 

Gulbenkian Música’s problem up to 2015. There was a heavy reliance on traditional 

marketing methods, such as printed advertising and outdoor ads, with minimal investment in 

digital platforms and tools such as Analytics and Marketing Intelligence to inform decisions. 

Moreover, Gulbenkian Música’s website was fragmented and primarily served as a content 

repository rather than an interactive platform for audience engagement. Social media presence 

was also fragmented and unstructured, with little investment in content creation, leading to 

limited reach and engagement. Moreover, the use of outdated marketing efforts, heavily 

dependent on traditional media and with almost no investment in digital platforms, only made 

it harder to renew and develop its audience. Regarding operational efficiency, the absence of 

data analytics or marketing intelligence to inform decisions, led to less effective and targeted 

communication efforts. Finally, a more traditional and conservative approach to programming 

was also making it harder to diversify the audience, particularly among younger people. 

 

3.5.2  What are the main characteristics of the competitive and economic environment of 

the market/industry in which the Gulbenkian Foundation operates? 

Porter's Five Forces can be applied to the case of the Gulbenkian Music Department to 

analyse the competitive environment and understand the various forces that impact its 

operations. Porter's framework includes the threat of new entrants, the bargaining power of 

suppliers, the bargaining power of buyers, the threat of substitute products or services, and the 

intensity of competitive rivalry. 
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Threat of New Entrants 

The threat of new entrants in the classical music and cultural institution sector is relatively 

low but not entirely absent. Establishing a reputable classical music institution demands 

significant investment in infrastructure, talent, marketing efforts and a capacity to raise 

funding through public subsidies or private sponsorship, which creates high barriers to entry. 

The Gulbenkian Music Department benefits from its long-standing reputation, substantial 

financial endowment, and a well-established audience base, all of which act as deterrents to 

new entrants. Additionally, the department's strong brand loyalty and reputation make it 

challenging for new entrants to attract a comparable level of patronage. Moreover, the ability 

to leverage economies of scale in marketing, talent acquisition, and event production further 

consolidates the department's competitive position, making it difficult for new players to 

compete effectively. 

Bargaining Power of Suppliers 

The bargaining power of suppliers for the Gulbenkian Music Department varies, ranging from 

moderate to high. Renowned conductors, soloists, and orchestras, who are crucial for 

attracting audiences, possess significant bargaining power due to their specialized skills and 

reputation. Similarly, suppliers of digital platforms, streaming services, and technical 

equipment hold considerable power, as the department's digital transformation relies heavily 

on these technologies. Furthermore, suppliers involved in venue maintenance, production 

services, and other operational needs also have a moderate level of bargaining power. 

However, the department's established relationships with these suppliers may mitigate some 

of this power, ensuring a more balanced dynamic. 

Bargaining Power of Buyers 

The bargaining power of buyers, or audience members, is relatively high for the Gulbenkian 

Music Department. Audience expectations have risen with the increasing availability of 

digital content and alternative entertainment options, compelling the department to meet high 

standards of quality and engagement to retain their interest. Additionally, there is a significant 

degree of price sensitivity among audience members. Despite offering various discounts, 

particularly for younger audiences, the department must carefully balance ticket prices to 

ensure accessibility while also maintaining financial stability. The abundance of alternative 

entertainment options, both in-person and online, further enhances the bargaining power of 

buyers, making it essential for the department to offer unique and compelling experiences to 
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attract and retain its audience. By selling a significant number of seats with subscription 

tickets, Gulbenkian Música is also reducing the bargaining power of buyers. While these 

subscriptions may include several discounts and a fixed seat throughout the season, they limit 

flexibility and choice because subscribers are less likely to negotiate prices or demand 

changes since they have already committed to a package deal. 

Threat of Substitute Products or Services 

The threat of substitute products or services for the Gulbenkian Music Department is high, 

given Lisbon's growing offer of entertainment and cultural activities. Alternative cultural 

experiences, such as those offered by other cultural institutions, museums, theatres, and 

concert venues, compete for similar audiences. Additionally, digital entertainment options, 

including streaming services, online concerts, and virtual reality experiences, provide 

accessible and often more convenient alternatives to live classical music performances. 

Moreover, general recreational activities like movies, sporting events, and social media also 

serve as substitutes, vying for the audience's time and financial resources. This high threat of 

substitutes necessitates continual innovation and differentiation by the department to maintain 

its competitive edge. 

Intensity of Competitive Rivalry 

The intensity of competitive rivalry in the cultural and classical music sectors is high. 

However, unlike other European countries, the number of professional orchestras and 

classical music seasons is still quite low in Portugal and the Gulbenkian Orchestra faces very 

limited competition from them.  The Gulbenkian Music Department faces competition from 

other prestigious concert halls and cultural institutions both locally and internationally. 

Competitors are continually innovating and differentiating their offerings to attract audiences, 

which requires the department to do the same to sustain its competitive advantage. The market 

can become saturated with various events and performances, leading to intense competition 

for audience attention and financial support. This competitive pressure underscores the need 

for the department to consistently offer high-quality, unique experiences and to effectively 

engage with its audience through both traditional and digital means. 

Overall Industry Attractiveness 

We can conclude that while classical music and the cultural market are quite attractive 

industries that offer many opportunities for growth through digital transformation and 
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audience diversification, they also pose significant challenges that require innovative 

programming and strategic management to maintain relevance, competitiveness and 

profitability. 

3.5.3  Evaluate the Gulbenkian Music Department's strategic shift towards digital 

marketing. What were the key factors that contributed to its success? 

The key factors contributing to the success of the Gulbenkian Music Department's strategic 

shift towards digital marketing include a comprehensive overhaul of their digital presence, 

which involved the creation of a unified and engaging website, active use of social media 

platforms, and targeted digital campaigns. Hiring Nuno Prego, who brought extensive 

experience in digital transformation from the telecom industry, was pivotal. His expertise 

helped to align digital marketing strategies with the department’s objectives such as audience 

development and enhanced engagement. Additionally, investments in content creation like 

educational videos and behind-the-scenes interviews enriched the digital experience and 

attracted a broader, younger audience. Furthermore, the implementation of data analytics and 

marketing intelligence tools allowed for personalized interactions with the audience and 

informed decision-making based on real-time data. This analytical approach enabled the 

Music Department to cross-sell different types of concerts, tickets or cycles, narrow the 

audience segments (demographically and geographically) in targeted campaigns, and adapt to 

the preferences and behaviours of different customers. Another critical factor was the strategic 

use of paid advertising on digital platforms, which extended the reach of their campaigns 

beyond the traditional audience base. 

 

3.5.4  Discuss the potential risks and rewards of targeting younger audiences for 

classical music. How can other institutions replicate this strategy? 

Targeting younger audiences can rejuvenate the audience base and ensure long-term 

sustainability. Younger generations bring new energy and can help perpetuate the appreciation 

of classical music through contemporary means such as digital media and modernized 

programming. Engaging younger audiences also creates opportunities for innovative 

programming and collaborations, leading to creative and diverse concert experiences that can 

appeal to a wider demographic. Additionally, cultivating young audiences can lead to the 

development of lifelong patrons who will continue to support the institution financially and 

culturally. The primary risk is alienating traditional audiences who may prefer conventional 
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programming. There's also the challenge of ensuring that the content remains true to classical 

music's artistic integrity while appealing to younger demographics. Moreover, significant 

investments in marketing and programming tailored to younger audiences might not yield 

immediate returns, requiring patience and sustained effort. There is also the risk of over-

reliance on digital engagement, potentially neglecting in-person experiences that some 

audiences may still value highly. Other institutions can replicate this strategy by introducing 

innovative programming that resonates with younger people, such as film-concert series and 

family-friendly concerts. It is also crucial to leverage digital tools to engage these audiences 

where they are most active, such as on social media and streaming platforms. Institutions can 

also collaborate with influencers and contemporary artists to bridge the gap between classical 

music and popular culture. Offering educational programs and interactive experiences tailored 

to younger audiences can further enhance engagement and appreciation. Implementing 

discounts for younger attendees can make classical music more accessible. Additionally, 

developing mobile apps and digital platforms that provide exclusive content, behind-the-

scenes access, and interactive features can help maintain ongoing engagement. 

 

3.5.5  Analyse the impact of digital transformation on the Gulbenkian Foundation's 

operations. What lessons can be learned about integrating new technologies in 

traditional settings? 

The digital transformation at the Gulbenkian Foundation significantly enhanced operational 

efficiency, audience reach, and engagement. Key lessons include the importance of leadership 

vision and commitment to digital integration, the necessity of investing in skilled personnel 

and technology infrastructure, and the value of a strategic approach that aligns digital 

initiatives with overall organizational goals. Additionally, it is crucial to maintain flexibility 

and adaptability in processes to accommodate evolving technological trends and audience 

expectations. The Foundation's experience shows that embracing digital tools can lead to cost 

savings and more efficient resource allocation, enabling organizations to redirect funds 

towards creative and programmatic activities. Another important lesson is the significance of 

data-driven decision-making. By utilizing advanced data analytics, the Foundation gained 

insights into audience behaviours and preferences, which informed their marketing strategies 

and programming choices. This approach can help other institutions better understand their 

audiences and tailor their offerings accordingly. Furthermore, the success of livestreaming 
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initiatives at the Gulbenkian Foundation highlights the potential of these technologies to 

enhance the cultural experience and reach global audiences. Institutions should consider 

incorporating these technologies to expand their reach and provide immersive experiences. 

 

3.5.6 What are Gulbenkian Música’s main strengths, weaknesses, opportunities and 
threats? 

Performing a SWOT analysis is helpful in this situation as it provides a structured framework 

to evaluate the Gulbenkian Foundation’s strategic position, identifying its strengths, 

weaknesses, opportunities, and threats, which are crucial for informed decision-making and 

future planning. 

Strengths 

The Gulbenkian Music Department boasts several significant strengths that have contributed 

to its success. Under the visionary leadership of Nuno Prego, and through Risto Nieminen’s 

bold programming, the department has undergone a comprehensive digital transformation, 

creating a unified and engaging online presence. The new website, active social media 

engagement, and targeted digital campaigns have significantly enhanced visibility and 

audience interaction. The strategic use of educational videos, behind-the-scenes content, and 

interviews enriched the audience experience, attracting a broader, younger demographic. The 

implementation of data analytics and marketing intelligence tools enabled personalized 

audience interactions and informed decision-making, further fine-tuning their strategies to 

cater to different segments. Additionally, innovative programming, such as film-concert series 

and family-friendly concerts, along with the appointment of charismatic young conductor 

Lorenzo Viotti, known for his strong social media presence, boosted audience engagement 

and significantly improved occupancy rates, achieving a notable 98% by 2023. 

Weaknesses 

Despite these strengths, the Gulbenkian Music Department faces several internal weaknesses. 

There is a high dependence on traditional audiences, with a significant portion of the 

subscription base consisting of older, highly educated individuals. This reliance limits broader 

demographic engagement and poses challenges in diversifying the audience. The limited 

physical capacity of the Grand Auditorium, with only 1200 seats, restricts the ability to 

accommodate growing demand, leading to frustration among potential audience members 
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who struggle to obtain tickets. Furthermore, there are ongoing concerns about the pricing 

strategy, with debates on whether ticket prices are too low given the high purchasing power of 

a substantial part of the audience. Balancing this without compromising the foundation's 

philanthropic mission is challenging. Additionally, awareness of the available discounts for 

younger audiences remains inadequate, indicating a gap in effective communication and 

outreach. 

Opportunities 

The Gulbenkian Music Department has several promising opportunities to leverage. 

Expanding digital platforms through live streaming and virtual reality technologies can extend 

the reach of performances to global audiences, attracting more viewers from remote areas and 

international markets. Forming collaborations and partnerships with contemporary artists and 

influencers can bridge the gap between classical music and popular culture, appealing to 

younger demographics. Developing educational initiatives aimed at schools and universities 

can cultivate a deeper appreciation for classical music among younger audiences, potentially 

creating lifelong patrons. Continued investment in cutting-edge technology for digital content 

creation and delivery can enhance audience experience and engagement, positioning the 

department at the forefront of innovation in the cultural sector. Exploring diverse revenue 

streams, such as sponsors or private donations, licensing deals, and hosting events, can 

improve financial stability while maintaining the foundation’s artistic and cultural mission. 

Threats 

However, the department must navigate several external threats to sustain its success. Market 

competition from other cultural institutions and entertainment options is intense, particularly 

in attracting younger demographics. Staying competitive requires constant innovation and 

adaptation. Rapid technological changes necessitate ongoing investment and adaptation to 

maintain a cutting-edge digital presence, with the risk of losing audience engagement if they 

fall behind. Economic uncertainty, including potential downturns or changes in funding 

priorities, could impact the foundation’s financial stability, especially given its reliance on 

endowment funds and donations. Shifts in audience preferences and consumption habits, 

particularly among younger generations who may prefer digital over live experiences, could 

affect traditional concert attendance. Additionally, potential changes in cultural funding 

policies or regulations could impact the foundation’s operations and financial health, 

necessitating adaptability to new regulatory environments for continued success.~ 
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Competitive Advantage 

The Gulbenkian Foundation’s long-standing and prestigious reputation as a major cultural 

player, both nationally and internationally, is among its strongest competitive advantages. 

Loyalty from an already consolidated audience base, which consistently attends the 

Foundation’s activities, is also a competitive advantage. Being one of the largest Foundations 

in Europe, with a public endowment fund of 3.72 billion euros, also sets it apart from the 

majority of cultural institutions in Portugal, where public and private funding for culture is 

very low. A larger budget and strong financial sustainability explain the Foundation’s 

significant investments in digital transformation, which would be nearly impossible for 

smaller institutions with less funding. 

 

3.5.7  How can cultural institutions balance the need for financial stability with their 

mission to promote culture and education? 

Balancing financial stability with the mission to promote culture and education involves 

diversifying revenue streams through ticket sales, subscriptions, donations, and, in some cases 

public funds. Implementing dynamic pricing models and offering tiered membership options 

can also help maximize revenue while maintaining accessibility. Cultivating relationships 

with stakeholders through regular engagement and demonstrating the value of cultural and 

educational programs is crucial for sustained support. Finally, leveraging digital platforms to 

extend reach and develop new audiences can contribute to both enhanced visibility and 

increased funding opportunities. Cultural institutions can also explore partnerships with 

corporate sponsors and philanthropic organizations to secure additional funding. Developing 

merchandise and licensing deals can also provide supplementary income while promoting the 

institution's brand. Additionally, these institutions can consider hosting fundraising events and 

benefit concerts that not only generate revenue but also raise awareness about their mission 

and programs. Pursuing funding from other foundations and government agencies dedicated 

to arts and culture can further bolster financial stability. Maintaining transparency and 

accountability in financial management can also build trust with donors and stakeholders, 

ensuring continued support. 
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3.5.8  What are the main alternative future paths for Gulbenkian Música? 

The main alternative future paths for Gulbenkian Música include expanding their digital offer 

by building on the success of their livestreamings, investing further in virtual reality 

experiences and enhancing their digital content to reach a global audience. Audience 

diversification is another path, where Gulbenkian Música could implement even more 

targeted artistic programming and marketing strategies to attract younger and more diverse 

audiences. This could be also achieved through collaborations with contemporary artists and 

influencers that are closer to people of the current generation. Increasing the number of tours 

and concerts in other halls outside Lisbon – even if with a smaller orchestra – would also help 

in diversifying audiences and fulfilling one of the Foundations core missions – providing 

more people with access to culture by decentralizing its activity. Enhanced use of data 

analytics is also crucial, as it can help them better understand audience preferences and 

behaviours, enabling even more personalized interactions with customers. Forming strategic 

partnerships and collaborations with other cultural institutions, educational entities, and 

individual or corporate sponsors could broaden their reach and community engagement. 

Lastly, exploring new revenue streams such as sponsorships and private individual donations 

would help reduce a heavy dependence on its endowment fund. 

 

3.5.9 What are your recommendations for the management team of Gulbenkian Música? 

Considering the physical constraints of the auditorium’s capacity and a demand that largely 

surpasses supply - as demonstrated by an occupancy rate of 98% -, price increases could be a 

first approach. However, there are a few considerations regarding this strategy. Firstly, a large 

portion of the audience has a high purchasing power, making it less price-sensitive and very 

likely to keep buying tickets despite price increases. Secondly, as the Gulbenkian Foundation 

is a non-profit institution with a philanthropic mission, it is crucial to keep prices affordable 

for people with more fragile economic capabilities, especially younger people. Therefore, I 

would recommend that price increases should be applied first and foremost to subscription 

tickets, which should have a lower share of the auditorium seats. An excessive number of 

subscription tickets – purchased precisely by audience members with higher purchasing 

power – reduces the number of available seats (individual tickets) for people who cannot 

afford such an investment and is the root cause of a less diversified audience. Regarding the 

Foundation’s digital strategy, I recommend investing in digital marketing and content 
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creation, virtual reality experiences and especially livestreamings, which helps decentralize 

access to culture and create international audiences. The reach of livestreamings (and even 

deferred broadcasts) could be widened through partnerships with movie theatres around the 

country and the National Public Television (RTP). Annual concerts with accessible prices in 

other venues such as arenas – which might have poorer acoustics but a much larger capacity – 

could be a way to address the physical constraint of their 1200-seat auditorium. Alternatively, 

outdoor concerts in public parks, squares or other unusual and original venues could be 

considered.  Innovative programming designed for younger audiences could also start 

including collaborations with contemporary and well-known artists, even if outside the 

classical music realm. Increasing the offer of educational activities, and strengthening 

community engagement through partnerships with schools, universities, and local 

organizations can also foster a deeper connection with the audience. Lastly, when the 

legislation is further consolidated, expanding revenue streams by accepting private donations 

from individuals and sponsorships could help the Foundation to be less dependent on its 

endowment fund. 
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4.  Conclusion 

Writing this thesis offered me vital insights into the management and sustainability of cultural 

institutions and the critical importance of adaptability in sustaining their relevance. The case 

of the Calouste Gulbenkian Foundation and its strategic evolution within the Music 

Department provides a compelling narrative about the challenges and opportunities faced by 

cultural institutions today. 

When the Foundation was created in 1956, Portugal was much poorer and the cultural offer 

much smaller. For this reason, the Gulbenkian Foundation was often nicknamed the <Ministry 

of Culture=, and most of their initiatives – from scholarships and subsidies to concerts, 

exhibitions, and itinerary libraries (Bibliotecas Itinerantes) – had a very strong impact across 

the Portuguese society. Almost 70 years later, Portugal is now a much more developed 

country, and the Government replaced the Foundation in addressing most of these needs. As 

the cultural offer also significantly increased in Lisbon during the last decade, the Foundation 

had to reinvent itself to remain relevant among the competition. Since 2015, and under the 

leadership of Nuno Prego and the strategic vision of Risto Nieminen, the Music Department 

has not only preserved its rich legacy but has also innovatively expanded its reach and 

relevance, setting a benchmark for other institutions facing similar issues. 

The strategic decisions made by the Gulbenkian Foundation reflect a deep understanding of 

the evolving cultural ecosystem and the need for continuous innovation in audience 

engagement strategies. Having more access to detailed audience data – which is often 

protected by GDPR legislation – would have enriched this case study.  As cultural institutions 

worldwide continue to face pressures from changing audience demographics and an 

increasingly digital world, I am quite interested in seeing whether the Gulbenkian Foundation 

continues to embrace change and innovate while keeping relevance in the cultural sector and 

fulfilling its philanthropic mission.
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