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Abstract 

Underdogs Gallery has emerged as a major player in urban and contemporary art, combining 

creative innovation with social and commercial significance. In a context of increasing global 

competition and changing public behavior, this thesis explores how the gallery can strengthen 

its position through a strong strategy in the three main revenue streams of the company: 

Exhibitions, Editions and Projects. Based on internal analysis, interviews and market 

comparison, the work presents practical suggestions for enhancing economic stability, audience 

segmentation and digital interaction. Underdogs thus defines itself not only as a cultural 

institution, but also as a sustainable platform for artistic collaboration and long-term value 

creation. 
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0. Introduction  

 
Underdogs is a Lisbon-based urban and contemporary art gallery founded with a mission to 

democratize art and to foster social connection through artistic experimentation. The gallery 

presents three primary revenue streams: Exhibitions, Editions and commissioned Projects. 

Its business is founded on values such as accessibility, inclusiveness and social relevance, 

connecting both emerging and established artists with the public and urban environment.  

Despite its cultural significance and innovative approach, Underdogs faces financial pressures 

driven by the ongoing evolution in the art market, changes in collector behavior and digital 

disruption. In this challenging context, it is important for Underdogs to maintain its core 

mission and identity. This thesis explores the strategic challenges and opportunities facing 

Underdogs as it navigates the complexities of the art world, with a focus on enhancing the 

performance of its revenue streams through greater scalability and audience engagement. 

The research methodology is built on a combination of primary and secondary sources. Desk 

research drawing from authoritative market reports such as the Art Basel & UBS Art Market 

Report, Deloitte Art & Finance Report and Hiscox Online Art Trade Report, offers key insights 

into market dynamics, collector habits and the digital transition. In addition, internal data 

provided by Underdogs supports revenue analysis across Editions, Exhibitions and Projects. 

Qualitative insights were also gathered through exploratory discussions with Underdogs’ team 

members to deepen the understanding of the gallery’s strategic priorities, values and current 

constraints. This mixed-methods approach enables a comprehensive view of the gallery’s 

business dynamics and the formulation of tailored and evidence-based recommendations. 

Indeed, the objective of this work is to deliver a set of strategic recommendations tailored to 

each of Underdogs’ main revenue streams, with the aim of enhancing the gallery’s long-term 

financial sustainability and resilience.  
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1. Underdogs Business and Problem Introduction  

What are the challenges Underdogs is facing in today’s art market? 

1.1. Introduction to Underdogs  

Underdogs is a Lisbon-based contemporary art gallery focused on urban art, operating at the 

intersection of cultural expression and commercial sustainability. This cultural platform was 

founded in 2010 by the renowned contemporary artist Alexandre Faro, also known as Vhils, 

as an innovative idea to invite emerging artists with backgrounds in graffiti and urban art to 

participate in a group exhibition in a white cube gallery, which was unprecedented in Portugal 

at the time. The project resulted in two successful exhibitions: one in 2010 in Lisbon and the 

second one in 2011 in Porto. Both took place in third-party art galleries, as Underdogs did not 

yet have its own physical space at that time (Underdogs, n.d.). 

In 2012, Alexandre Faro met curator Pauline Foessel and, together, they began developing the 

business idea for Underdogs as a permanent cultural platform in Lisbon. As a result, in 2013, 

the art gallery was launched in its current space in the Marvilla neighborhood of Lisbon, 

featuring two exhibition areas. The business established itself as a multifaceted platform 

with a Public Art Program and three revenue streams: exhibitions, limited-edition works 

and commissioned projects (Underdogs, n.d.). 

The Public Art Program is a non-profit initiative that creates art interventions in public spaces 

through collaborations with local and international artists. Exhibitions are a key element of the 

company, presenting artworks from contemporary Portuguese and international artists at the art 

gallery. The limited-edition works, also called Editions, are artworks produced in multiple 

copies in collaboration with artists. The Editions include different formats, such as prints, 

photographs, books and 3D editions. Finally, the commissioned projects, also simply called 

Projects, refer to the revenue stream that serves B2B clients with different types of art 

interventions that include conceptualization, production, execution and documentation. 
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By combining these different business lines, Underdogs operates beyond the traditional art 

gallery model. The various facets of the company work together to disseminate the company's 

purpose of embracing the city as an extension of the exhibition space and extending the 

conversation between artists and the public.  

With this foundation established, the following chapter explores the mission, identity and core 

values that drive Underdogs and shape its presence in the contemporary art market.  

1.2.  Mission, Identity and Values  

From the outset, Underdogs has framed its mission around accessibility, social engagement 

and artistic integrity:  

“Our mission is to create meaningful connections between artists, the public and the urban 

environment. We strive to foster artistic experimentation, encourage research and promote 

creativity that challenges boundaries. By supporting both emerging and established talent, we 

aim to make art accessible and relevant to as broad an audience as possible. We believe in 

engaging the public with art that reflects contemporary issues and transforms public spaces, 

helping to bridge local and global cultures in a way that resonates with the city and its 

people.” (Underdogs, n.d.). 

Promoting meaningful connections between artists, communities and the urban environment 

is their core objective. The platform seeks to encourage experimentation and supports both 

established and emerging artists in the urban and contemporary art sector, with the goal of 

reaching as many people as possible with art that is relevant and accessible. Furthermore, 

Underdogs wants to be the connection of local and global cultures in a way that appeals to 

the city and its people, so they engage audiences with art that reflects contemporary issues by 

transforming public spaces. 

When it comes to their vision, Underdogs does not have a defined statement. However, 

regarding values, the gallery’s identity is grounded in five core values that shape its operations. 
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Firstly, experimentation is embraced to the fullest, with the aim of exploring new frontiers in 

urban art through bold and unconventional approaches. Secondly, fostering meaningful 

relationships between stakeholders plays a central role, as the platform seeks to cultivate an 

inclusive community where artists, collectors and the public comes together. Thirdly, 

inclusivity is equally vital, as reflected in its commitment to amplify diverse voices and 

democratize access to art, regardless of the audience’s social, economic or cultural background. 

Fourthly, the gallery embraces innovation, by continuously adopting and following new 

technologies and trends. Finally, Underdogs maintains its roots in urban culture while 

supporting artistic creations that represent unique and genuine stories for their artists, ensuring 

that authenticity remains as a distinguishing characteristic for them. (Underdogs, n.d.). 

Following this overview of Underdogs' business model, mission, identity and core values, the 

next chapter will explore the broader context in which the company operates and the key 

challenges arising from shifts in their industry. 

1.3. Contemporary Urban Art Market Context and Challenges 

Underdogs operates within a contemporary art market undergoing significant transformation. 

Furthermore, rapid shifts in collector behavior, digital innovation and cultural policies are 

redefining how art is produced, experienced and valued. Understanding this broader context is, 

therefore, essential for evaluating Underdogs’ strategic position in the market and looking for 

ways to enhance it. 

Regarding collectors, both profile and behavior are evolving significantly. One of the most 

influential buyer segments consists of the High-Net-Worth Individuals (HNWIs), who 

historically represent high-purchasing power collectors across generational groups, including 

Generation Z, Millennials, Generation X, Baby Boomers and the Silent Generation 

(McAndrew, 2024). This segment typically views art as an asset with long-term financial 

potential and as a relatively safe asset class. However, over the past two years, the portion of 
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wealth invested in arts by HNWIs has declined, dropping 19% in 2023 and 15% in 2024, 

suggesting a focus shift toward other investment types, as well as a more selective and cautious 

approach to art acquisition (McAndrew, 2025). 

On the other hand, the share of artworks sold to new collectors, that are individuals who 

recently purchased their first artwork, increased by 38% in 2023 (McAndrew, 2025). Thus, 

this group is generally characterized as younger individuals with greater digital engagement 

(McAndrew, 2025; Artsy, 2024). 

This new generation of collectors values different priorities than traditional buyers. Firstly, 

accessibility is crucial for these types of customers, as reflected in their interest in emerging 

artists, which thereby adds relevance to a new type of artworks in the market. Additionally, 

their purchasing decisions are being influenced by personal values, such as social issues and 

environmental concerns, but also by financial concerns. Their preferences are being shaped 

by broader global dynamics such as economic uncertainty and growing climate awareness. 

Moreover, they prioritize speed and flexibility, as they are accustomed to discovering and 

interacting with art across different time zones, digital formats and platforms, due to the new 

technological advancements (Hiscox, 2023; Deloitte Art & Finance Report, 2023). 

Therefore, this emphasis on digital engagement is part of a broader shift in how art is consumed 

and experienced. Consumers are increasingly interested in online interactions and digital 

experiences with art galleries and artists, facilitated by technologies such as Augmented 

Reality (AR) and Virtual Reality (VR). At the same time, digital platforms and online art 

marketplaces have become essential discovery and sales channels, especially for these first-

time collectors, who view online purchasing as an easy entry point to start collecting art. 

Many of these new consumers feel more comfortable in the online environment, as 90% do not 

consider the art world welcoming, 30% find it elitist and 19% describe it as intimidating 

(Avant Arte, 2024). As a result, these digital developments represent not only a strategic 
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growth area but also a necessary tool for reaching and retaining these emerging audiences, 

thereby calling into question the adequacy of traditional gallery business models. 

Meanwhile, Portugal, where Underdogs is based, has seen a surge in cultural activity, with 

Lisbon emerging as a hub for contemporary art. Therefore, this growth has been driven by 

significant demographic shifts, increased tourism and significant public investment. Since 

2016, the influx of expatriates had generated new demand for cultural offering, due to their 

different profile from the locals (Garcia, 2024). Additionally, in 2025, the Portuguese 

government increased the budget allocated for culture by €80 million compared to the previous 

year, allocating a total of €597.3 million (Gil, 2024), indicating better conditions and 

opportunities for art players in the country.  

In light of these developments, as the city consolidates its role as a global contemporary art 

hub, new galleries, both local and international, may start entering the market and make their 

presence felt, since these players can target the same audience segments as Underdogs, 

including new collectors seeking affordable and socially relevant art. In this crowded field, 

visibility, artist representation and collector loyalty become harder to secure. Therefore, 

Underdogs must find new ways to differentiate itself not just through curation, but through its 

overall value proposition and business structure.  

Given the contextual framework in which Underdogs operates and the significant 

transformations reshaping the contemporary art landscape, the following chapter will define the 

financial challenges Underdogs is currently facing internally. Furthermore, Chapter 2 presents 

an in-depth external analysis of the trends mentioned. 

1.4. Current Financial Challenges and Baseline Scenario  

 
In order to fully understand the challenges that Underdogs is facing, it is essential to examine 

the company’s current financial performance. Thus, the financial statements from the period 

between 2022 and 2024 provided by the company were analyzed. 
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Underdogs' revenue, reported in the income statements (Appendix 1), was €2,541,992 in 

2024, representing a 36% decrease compared to 2023, after significant growth of 60% from 

2022 to 2023, showing significant volatility. One of the key drivers for the significant growth 

in revenue in 2023 was the sale of a project sold for €900,000, substantially above the average 

price of projects, leading to an increase of 103% in projects revenue in 2023. Moreover, the 

general gross margin, including all revenue streams, stood at 38% in 2024, representing an 

improvement of 7.6 percentage points compared to 2022. 

The operating expenses (OPEX) increased continuously over the years, rising by 10% in 

2023 and 16% in 2024, reaching €947,001. The key driver for the growth in OPEX was the 

External Supplies and Services expenses, which increased by 57% from 2022 to 2024. 

Appendix 2 presents the components of this category and indicates that the most representative 

is the Group Professional Fees, accounting for 69% of the category. It refers to expenses with 

the transversal corporate areas of the collective that Underdogs belong to (Cultural Affairs), as 

well as the salaries for the Underdogs CEO and for the founder of Underdogs. Meanwhile, 

expenses with the Staff Costs category within OPEX decreased by 8% from 2022 to 2024, 

standing at €305,292. 

As a result of the oscillations presented, the overall EBITDA, including all revenue streams, 

presented extreme volatility, growing 2863% in 2023, reaching €357,202 and then dropping 

95% in 2024, standing at €17,518. The EBITDA margin of 0.5% in 2022 points a year with 

virtually no operating profit. In 2023, the EBITDA margin reached 9%, reflecting an 

improvement in operational efficiency due to the significant growth in revenue, which was 

mainly driven by the project’s revenue stream. In parallel, costs increased proportionally less 

than revenue, allowing the gross margin to remain stable at around 30%. In 2024, the 36% 

decline in revenue, along with the 16% growth in OPEX, caused the EBITDA margin to 

reduce to 0.7%, returning to a level similar to 2022, with almost no operating profit.  
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Following this overview of Underdogs’ financial performance, it is essential to examine the 

contribution of each revenue stream to the company’s overall financial results. Appendix 3 

details the company’s revenue historical evolution and breakdown per revenue stream.  

Editions is the main revenue stream, accounting for €1,661,797 and representing 65% of 

Underdogs’ total revenue in 2024. The same pattern has also been seen in previous years, with 

this revenue stream historically being the company’s main source of income. Regarding costs, 

this business line recorded a significant improvement in 2024, with costs representing 56.6% 

of editions revenue, the lower level since 2022. Thus, the gross margin in 2024 was also the 

best in the whole series, standing at 43.5% in 2024. Moreover, Exhibitions was the revenue 

stream with the higher gross margin in 2024. 

The Exhibitions revenue stream is historically the least representative segment for the 

company's total revenue, as illustrated in Appendix 3. In 2024, it generated €359,332 and 

corresponded to 14% of Underdogs total revenue. The costs of this segment increased 

significantly between 2022 and 2023, with their representativeness over the total Exhibitions 

revenue increasing from 61.7% to 95.2%. In 2024, it represented 72.6% of the segment’s total 

revenue, showing an improvement compared to the previous year, but still at a higher level than 

in 2022. Moreover, the gross margin experienced a significant turnaround, rising from 4.8% in 

2023 to 27.4% in 2024. However, it remains substantially below the 38.3% achieved in 2022.  

The Projects segment presented the greatest volatility in revenue among the three business 

lines during the period analyzed. As previously mentioned, the key driver for oscillation was 

the sale of a project at a substantially higher price compared to the average in 2023, resulting 

in a 103% increase in revenue in this segment. This punctual growth led to a 56% retraction in 

revenue in 2024, recording a revenue of €520,863, similar to the €577,907 reported in 2022. 

Moreover, the Projects revenue stream represented 20% of the company’s total revenue in 2024. 

Although total costs decreased by 45% from 2023 to 2024, their proportion relative to this 
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segment’s revenue increased from 58.6% to 72% over the same period. Furthermore, the 

highest gross margin was in 2023, at 41.4% and despite the decrease in revenue in 2024, the 

gross margin was higher than in 2022, being 28% and 19% respectively. 

In conclusion, Underdogs’ financial statements reveal a strong dependence on the Editions 

business line for generating revenue and financial consistency, while the Projects segment 

demonstrates volatility, with punctual peaks in revenue. This scenario underscores the need for 

sustainable growth strategies that provide greater predictability for the company. Therefore, 

this study aims to address this financial challenge by providing strategic recommendations that 

adapt Underdogs’ revenue streams to new market dynamics while fostering sustainable growth. 

The following chapter will define the strategic problem that guides this research.  

1.5. Defining the Strategic Problem 

The aim of this project is to obtain an in-depth understanding of Underdogs’ business and to 

devise strategies on how the company can achieve a stronger strategic position in the 

contemporary urban art market and ensure its long-term competitiveness and economic 

sustainability. The analysis focuses on addressing the central question: “How can Underdogs 

reimagine and revitalize its business model and gallery experience to attract and retain 

tomorrow’s art collectors while maintaining financial sustainability and cultural mission 

integrity?”. 

Underdogs is currently facing specific challenges that this analysis aims to overcome through 

the implementation of strategic recommendations. Firstly, the company has observed a decline 

in investment from collectors, affecting both high-priced, one-of-a-kind artworks, more 

affordable print editions and commissioned projects. This has made it imperative for Underdogs 

to reconsider how it generates revenue from its core activities (exhibitions, editions and 

projects) in order to remain competitive in the market. Secondly, the gallery must navigate the 

tensions between increasing their revenue while preserving their core values and mission, 
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particularly given its strong commitment to art democratization. Thirdly, Underdogs aims to 

identify and engage with emerging audiences, in response to recent market shifts and evolving 

collector profiles. Finally, these challenges underscore the broader need to align financial 

sustainability with cultural and social impact, balancing act that lies at the heart of the 

gallery’s long-term strategy. 

Having established an understanding of Underdogs' business, mission, identity, values and 

current financial situation, alongside a preliminary overview of the contemporary urban art 

market and the strategic challenges this study aims to address, the next chapter will provide an 

in-depth analysis of the external environment in which Underdogs operates. 
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2. External Environment Analysis 

How can Underdogs navigate and capitalize on the key shifts transforming the urban and 

contemporary art market? 

To identify opportunities for improvement and expansion and prepare for threats that the market 

may present, it is essential to explore the external environment in which Underdogs operates. 

Thus, this chapter will examine broader forces, both macro and industry-specific, that shape 

opportunities and pose risks for art galleries, particularly those operating in niche segments 

like urban art. 

2.1. PESTEL Analysis 

Firstly, this analysis begins with the PESTEL framework, covering Political, Economic, 

Social, Technological, Environmental and Legal factors. Given the hybrid nature of Underdogs, 

rooted in Lisbon yet active in global markets through online sales and international 

partnerships, this analysis draws on both Portuguese-specific developments, such as cultural 

related policies, economic conditions and legal frameworks as well as global art dynamics, 

including digital transformation, shifting consumer values and sustainability trends. Together 

these dimensions provide a comprehensive overview of the broader environment in which 

Underdogs operates, helping to clarify external influences that may affect strategic decision-

making. 

2.1.1 Political Factors  

Portugal's cultural budget for 2025 increased by €80 million over the previous year, reaching 

€597.3 million. Thus, part of this increase will be directed toward artistic creation and 

training, especially for youth and underprivileged communities (Gil, 2024). This investment 

strengthens the overall cultural sector, creating a more dynamic environment from which 

Underdogs can benefit indirectly. 
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In addition, initiatives like the Portugal Contemporary Art Guide, an app launched in 2023 

by DGArtes and the Ministry of Culture, enhance visibility for galleries, in this case, by 

consolidating information on exhibitions, artists and events into one platform that can be 

accessed by the public (Gonçalves, 2023). By establishing a connection with this platform, 

Underdogs can expand its reach among both local and international audiences. 

However, the current political uncertainty, brought on by early elections and potential shifts 

in leadership (Lusa, 2025), introduces risks to ongoing cultural programs. Changes in 

government priorities could lead to the revision or discontinuation of existing funding 

programs, affecting cultural investments. For Underdogs, which depends on both institutional 

recognition and public engagement, this volatility could jeopardize long-term planning for 

public art collaborations. 

While this section focuses on the Portuguese context, given Underdogs’ physical and 

operational base, it is important to note that international political events, such as trade relations, 

visa policies or EU-wide cultural initiatives, can also influence the mobility of its artists, ease 

of international collaborations and cross-border sales. However, these global dynamics 

currently exert a more indirect influence on the gallery’s operations compared to domestic 

political factors.  

2.1.2.  Economic Factors  

From an economic point-of-view, between late 2022 and early 2024, both Portugal and the 

Eurozone experienced elevated inflation rates, which often exceeded 5%, driven by energy 

costs, supply chain disruptions and post-pandemic demand. However, there has been a drop 

since the middle of 2024 as a result of the European Central Bank’s (ECB) successful monetary 

tightening and the stabilization of energy prices (De Grauwe & Ji, 2025).  Portugal's inflation 

rate was recorded at 1.9% in March 2025, the lowest since August 2024 (Aníbal, 2025), 

mirroring the Eurozone's inflation rate which also eased to 2.2% in March 2025, its lowest since 
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the beginning of the year (Trading Economics, 2025). Encouraged by this improvement, the 

ECB has expressed optimism that the Eurozone’s inflation could reach the 2% target sometime 

in 2025 (Aníbal, 2025). For Underdogs, this return to economic stability means higher 

consumer confidence and spending on discretionary goods, in this case, particularly among 

tourists and collectors. This improved climate supports sales of affordable limited editions and 

might boost attendance at gallery exhibitions and events, offering the gallery an opportunity to 

re-engage its audience and regain momentum following a challenging period. 

Finally, this growing stability in inflation rates has fueled expectations of potential cuts to key 

interest rates in upcoming ECB meetings (Aníbal, 2025). Such cuts would reduce the 

borrowing costs and increase liquidity, benefiting both galleries and potential buyers. 

Underdogs could leverage this environment, where financial terms are more favorable, to 

pursue strategic investments, such as expanding its digital infrastructure or entering in higher-

end art fairs. 

2.1.3.   Social Factors  

Social dynamics in Portugal have evolved significantly in recent years. Firstly, since 2016, 

Lisbon’s contemporary art scene has evolved from a primarily local market into one with 

growing international visibility. This change has been driven by a surge in tourism and, 

consequently, an influx of private investment, which transformed many formerly abandoned 

buildings into upscale housing, which were quickly purchased by a growing number of 

expatriates, such as digital nomads, tech professionals, wealthy retirees and foreign 

entrepreneurs. These new residents typically possess higher disposable income and a stronger 

interest in the arts compared to the local public, making them an important segment for 

galleries operating in the city (Garcia, 2024). For Underdogs, this evolving demographic 

presents a valuable opportunity to engage with a broader and more globally minded collector 

base, which is part of their goal. This reinforces the importance of tailoring outreach 
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strategies and curatorial choices to resonate with international audiences, while also 

preserving the gallery’s strong local roots and inclusive identity.  

Simultaneously, Lisbon’s cultural ecosystem has flourished. Therefore, the opening of Museu 

de Arte, Arquitetura e Tecnologia (MAAT) in 2016 marked a key turning point, followed by 

the launch or revitalization of several contemporary art institutions in Lisbon, such as the 

Gulbenkian Modern Art Center or the Armando Martins Museum of Contemporary Art. Over 

the past 6 years, the city has also seen the introduction of some contemporary art events such 

as Lisbon Art Weekend and ARCOLisboa, which is the Portuguese international 

contemporary art fair, suggesting that Portugal’s cultural influence in the contemporary art 

sector is likely to grow in the coming years (da Silva, 2024). This rising visibility benefits 

Underdogs by drawing more cultural tourists and collectors to its exhibitions and public art 

installations, while also positioning the gallery in the right place to collaborate with new 

institutional partners and gain access to wider networks.  

 At the same time, the influx of foreign audiences might introduce competitive pressure. As 

more galleries and art platforms notice this movement, they will enter Lisbon’s market to meet 

the growing demand. To make sure it stands out, Underdogs can deepen its commitment to 

accessibility and community engagement, differentiating itself and adopting strategic 

storytelling that resonates with both local and global public. 

2.1.4. Technological Factors 

Technological advancements such as online marketplaces, social media, blockchain and 

immersive experiences, are reshaping the art industry and altering how collectors discover, 

purchase and engage with art. Therefore, as digital tools and platforms become increasingly 

integrated into everyday life, industries across the globe are adapting to meet the demands of a 

more connected and tech-savvy population. For Underdogs, embracing these tools is essential 

to remain competitive and connect with their new audience. 
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For the art world, one of the most significant technological shifts has been the rise of online 

platforms, such as Artsy, Saatchi Art and Artnet. These marketplaces remove geographic 

barriers and lower operational costs to reach international markets, since they don’t imply 

the usual high fixed costs of rent and maintenance for example, enabling artists and galleries to 

reach global audiences with fewer resources. Beyond visibility, they offer personalized 

recommendations, user-friendly discovery features that enhance the buying process and 

access to buyers’ data, which would allow Underdogs to optimize pricing, marketing and 

inventory management for its Editions business line. Notably, online marketplaces are 

emerging as a growing source of artwork sales for many galleries, with 54% of large 

galleries1 citing them as a key area of growth, compared to 38% for art fairs (Artsy, 2024). 

For Underdogs, investing in these platforms presents a cost-effective and scalable way to 

connect with its digitally connected collectors while reinforcing its international presence. 

In parallel, immersive technologies such as Virtual and Augmented Reality are also gaining 

traction, by blurring the lines between physical and digital spaces and enabling new forms 

of storytelling, interactivity and participation in the art world (Astapciks, 2023). By eliminating 

the physical constraints of conventional galleries, VR allows users to experience virtual 

exhibitions, immersive environments or fully digital artworks from any location in the 

world. This movement is being spread by platforms such as VR-All-Art, Art Gate VR and 

VIVE Arts, which are hosting curated virtual exhibitions with interactive 3D viewing 

experiences. Meanwhile, AR enhances physical experiences by layering digital content onto 

the physical world through mobile apps or smart glasses (Astapciks, 2023). This allows artists 

to create immersive multidimensional experiences, as well as allows collectors to visualize 

artworks in own spaces before purchasing. 

 
1 In this case, larger galleries are the ones with 25 or more full-time employees. 
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This said, these innovations have become particularly attractive in a post-pandemic world, 

where audiences are more receptive to remote hybrid experiences (Astapciks, 2023). Notably, 

leading institutions such as The Louvre and the Smithsonian now offer VR-based immersive 

virtual tours (Richardson, 2024). Although AR is still less developed, institutions around the 

world have begun incorporating it into their exhibitions. For example, the Albertina Museum 

in Vienna created a street gallery in 2018 that was accessible to the public through AR (Artivive, 

2018). Thus, for Underdogs, integrating AR into its Editions sales or offering virtual 

exhibition tours could enhance customer experience and make the gallery’s programming 

more accessible to remote audiences.    

Building on the broader digital transformation of the art world, the emergence of blockchain 

technology and Non-Fungible Tokens (NFTs) has introduced new tools for ownership and 

authentication. While the NFT market has declined significantly, with auction values dropping 

from $110.5 million in 2021 to $9.3 million in 2024, a 92% decrease, forecasts suggest the 

market will continue to be active, but with lower prices than in 2021 (Artprice, 2024). Thus, 

NFTs, which are unique digital assets verified using blockchain technology, allow artists to 

tokenize their digital creations, establish verifiable ownership and sell directly to collectors 

without intermediaries (Sharma, 2024). Platforms like OpenSea and Foundation played a big 

role in the sector’s explosive growth between 2020 and 2021, including high-profile sales like 

Beeple’s $69.3 million auction (Kastrenakes, 2021).  

However, for galleries, the utility of blockchain extends beyond digital art. It enables 

provenance tracking, reduces forgery risk, fractional ownership through tokenization and 

smart-contract enabled royalties (Campus, 2024). As sustainability and transparency gain 

importance among collectors, these capabilities align with shifting consumer expectations, in 

particular when implemented via environmentally conscious platforms.  
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Despite market volatility, NFTs and blockchain applications are expected to become an 

integrated part of the future art ecosystem (WOW Summit, 2023). For Underdogs, piloting 

blockchain-based initiatives, such as digital certificates of authenticity, royalty-enforcing smart 

contracts or NFTs, could enhance trust, modernize its Exhibitions and Editions offering and 

engage a new generation of collectors that values innovation and accountability. 

2.1.5. Environmental Factors 

As sustainability becomes both a societal and regulatory priority, environmental concerns 

are reshaping operational expectations across the art world, including how galleries transport, 

produce and present art. Therefore, for Underdogs, aligning with these changes offers not only 

a chance to reduce its environmental impact but also strengthen its brand, access new funds and 

position itself as a forward-thinking institution. 

In the art world, this pressure is translating into operational scrutiny, particularly around areas 

such as transportation, packaging, material sourcing and energy consumption. For 

instance, many art galleries are shifting to sea freight, since this practice is 60 times less 

damaging to the environment than air shipping and adopting sustainable and reusable 

packaging which is both cost-saving and environmentally responsible. Moreover, art galleries 

also have an important role to play in promoting more sustainable practices throughout the 

supply chain, as they can persuade artists and partner carriers to use more sustainable materials 

and avoid waste (Rabb, 2024). Thus, Underdogs can take a leadership role by working closely 

with collaborators to embed environmental criteria in the production and distribution of its 

unique pieces and editions. 

One of the most significant developments in this domain is the rise of the Gallery Climate 

Coalition (GCC), established in 2020 with the goal of reducing the art sector's CO2 emissions 

by 50% by 2030 and promoting zero waste. While now the coalition includes over 900 

international members, commercial gallery participation in Portugal remains limited. As of 
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2025, 3+1 Arte Contemporânea, is the only Portuguese gallery affiliated with the GCC, a 

membership that signals a public commitment to measuring and reducing carbon emissions, 

promoting sustainability across the sector and aligning with international environmental 

standards (GCC, n.d.-a). However, a broader shift may be underway. Other Portuguese cultural 

institutions, such as the Calouste Gulbenkian Foundation (which just joined in 2025), 

Insights of an Eco Artist and PADA, have also become GCC members under the non-profit 

and institutional categories (GCC, 2025). This signals growing awareness of environmental 

responsibility in the national cultural sector, even if engagement among commercial galleries 

remains low.  

In this context, Underdogs has a unique opportunity to become a first mover among urban 

art galleries in Portugal, joining a rising sustainability movement while occupying a distinct 

position in the commercial art segment. This step would align closely with the gallery’s own 

stated mission of fostering artistic experimentation and promoting creativity that engages with 

contemporary issues. Since environmental sustainability is one of the defining concerns of our 

time, integrating it into the company’s strategy is a logical extension of its commitment to 

social relevance and cultural innovation.  

Beyond coalition participation, environmental criteria are also starting to influence 

government cultural policy and funding eligibility. Initiatives like Creative Europe have 

started integrating sustainability goals in alignment with the EU Green Deal (Tsimitakis, 2024) 

and access to grants and cross-border collaborations is increasingly tied to demonstrable 

environmental responsibility. At the national level, similar pressures are emerging, for example, 

in Porto, the 2030 Climate Neutrality Action Plan was launched in 2024, outlining ambitious 

goals for reducing emissions and promoting sustainable development. This includes 

collaborations between municipal and private stakeholders through the Porto Climate Pact, 

which may influence how cultural collaborations and funding are structured in the coming years 
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(Câmara Municipal do Porto, 2024). Finally, for Underdogs, this means that investing in low-

impact materials and sustainable logistics can improve environmental performance while 

also opening doors to new funding and partnerships with other members of this movement. 

It will also position the gallery as a relevant player in a shifting regulatory environment where 

environmental credentials are fast becoming a baseline rather than an bonus. 

2.1.6. Legal Factors 

The legal environment plays a significant role in shaping the operations and responsibilities of 

cultural institutions and creative businesses in Portugal and, in this case, the art market.  

Firstly, in Portugal, Law No. 61/2013 (August 23) criminalizes any unauthorized graffiti, street 

art or alteration of public buildings and infrastructure, with fines ranging from €100 to €25,000. 

In Lisbon, Gabinete de Arte Urbana (GAU) oversees the regulation of street art and requires 

artists to submit detailed proposals, including the intended location, materials and a mockup of 

the artwork for municipal approval. While this bureaucratic process can pose challenges, 

particularly for emerging or non-traditional artists, to balance regulation with creative 

freedom, GAU has also designated “free walls” throughout the city, where artists can paint 

without prior authorization or restrictions (Câmara Municipal de Lisboa, 2016). This dual 

framework encourages artistic expression while protecting public space integrity, a structure 

that Underdogs can leverage by maintaining formal partnerships and navigating legal 

requirements for its public art initiatives.  

From an investment perspective, Portugal’s Golden Visa program includes a provision for 

cultural investment, allowing residency for individuals who transfer a minimum of €250.000 

into artistic production. This legal incentive, outlined in clause (f) of the program, requires 

applicants to transfer funds to a Portuguese bank account and obtain certification from Gabinete 

de Estratégia, Planeamento e Avaliação Culturais (Casaburi, 2021). This legal framework 
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enhances Portugal’s appeal as a country that values and supports the arts, helping to position it 

as an attractive destination for international cultural investment. 

2.2. Industry Landscape and Dynamics  

Following the macro-level analysis presented through the PESTEL framework, which outlines 

the external factors influencing the contemporary art sector, this subchapter shifts focus on the 

internal landscape of the industry, in other words, its market structure and emerging 

dynamics. By zooming in from the broader environmental context to the specific characteristics 

of the global and Portuguese art markets, this section aims to provide a deeper understanding 

of how external forces are being reflected in real-time market behavior. 

An overview of the contemporary and urban art market is presented, providing insight into its 

size and key geographic hubs. From these, we explore the evolving trends that are shaping 

collector behavior and redefining the strategic priorities of galleries and market participants 

alike. This analysis lays the groundwork for understanding how players like Underdogs are 

positioning themselves within a rapidly transforming industry.    

2.2.1. Overview of the Contemporary and Urban Art Market 

In 2023, the global art market reached a value of $65 billion, reflecting a modest compound 

annual growth rate (CAGR) of 0.23% from 2019 to 2023 (Statista Research Department, 2024). 

In the same year, the contemporary art segment represented approximately 17% of this value 

or about $11 billion (Artprice, 2024). Furthermore, regarding the global size of the urban art 

market, comprehensive data on the value is unavailable. However, based on industry analyses, 

supplemented by logical inferences, it is possible to estimate that the urban art segment 

probably represents between 0.7% and 3.4% of the total art market value, therefore 

accounting between $475 million and $2.24 billion in 2023 (see Appendix 4 for estimation 

methodology). However, it should be noted that the global art market has experienced notable 

fluctuations over the past five years, with a significant drop in 2020 to $50 billion due to the 
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pandemic, followed by a sharp recovery in 2021 and a peak in 2022 at $68 billion, before 

declining again slightly in 2023 to the mentioned $65 billion (Statista Research Department, 

2024). 

In addition, at a global level, the market is highly concentrated. Thus, in 2023, the United States 

(42%), China (19%), the United Kingdom (17%) and France (17%) together accounted for 85% 

of the total value of the art market (McAndrew, 2024). While this reflects the dominance of 

well-established art hubs, it also presents a challenge for Lisbon-based galleries looking to 

gain international visibility. For Underdogs, breaking through this concentration will depend 

on its ability to differentiate through urban and contemporary art, cultural relevance and 

digital reach, rather than attempting to compete with legacy networks on their own terms. 

Finally, to better understand the competitive landscape in this thriving market, a competitive 

analysis was conducted to evaluate Underdogs’ positioning in the contemporary art scene. This 

analysis identified and categorized the relevant companies into three different groups: direct 

competitors, similar businesses and top performers. The direct competitors group includes 

businesses based in Portugal that compete for the same audience as Underdogs, namely 

Mistaker Maker and Circus Network, both from Porto. The similar businesses group covers 

players who have similar business models but do not compete directly with Underdogs. These 

include Station 16 Gallery (Montreal), Vertical Gallery (Chicago), Urban Spree Gallery 

(Berlin) and Stolen Space Gallery (London). Lastly, the top performers group features 

industry benchmarks, which are companies that are seen as leaders in the art world and serve 

as models for success. This group consists of Beyond the Streets, HENI, Avant Arte, 

Perrotin and the Saatchi Gallery. 

This segmentation of competitors allows for a deeper understanding of Underdogs’ distinct 

market position, locating possible growth or differentiation opportunities. By studying the best 

practices of their competitors, Underdogs can gain valuable insights into effective strategies 
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and revenue models, which will be explored in greater detail in the specific business lines 

chapters (Chapters 4, 5 and 6). Given that each competitor emphasizes different revenue models 

and strategic focuses, a more meaningful comparison can only be made in the context of the 

specific business lines where Underdogs directly competes or seeks to innovate. 

2.2.2. Key Industry Trends and Evolving Collector Behavior 

Building on the previous section’s overview of the contemporary and urban art markets, this 

part of the chapter turns to the forces that are actively reshaping the industry from within, 

namely, the evolving behaviors, expectations and motivations of art collectors. As external 

pressures and internal dynamics converge, a new generation of buyers is driving significant 

changes in what type of artworks are in demand and how they are discovered, purchased and 

valued. Therefore, this section outlines four key trends behind this shift: demand for affordable 

art, digital buying habits, investment motives and ethical collecting, reflecting a market 

evolving toward inclusivity, innovation and purpose.  

It is crucial to understand that these recent shifts in customer preferences and behaviors in the 

art market appear to be closely tied to a broader demographic transition within the art market. 

As mentioned in the previous chapter, HNWIs have traditionally constituted a dominant buyer 

segment, motivated by the long-term financial potential of art and its relative stability 

compared to other assets (McAndrew, 2024). However, their engagement has declined, as 

evidenced by a 19% drop in the share of wealth allocated to art in 2023 and a further 15% drop 

in 2024 (McAndrew, 2025). Conversely, the share of artworks sold to first-time buyers, often 

younger individuals, rose to 38% in 2023, with this figure reaching 50% in smaller galleries 

(McAndrew, 2025). Therefore, as traditional buyer activity diminishes and new collectors rise 

in influence, their impact on market preferences and dynamics is increasingly significant. 

A. Affordable art and the rise of emerging artists 



Teresa Carqueja Salgado Pereira Serra 

 26 

One of the most defining shifts in the contemporary art market today is the growing demand 

for affordable works, a movement that goes in hand with the rising interest in emerging 

artists. What initially appears to be a pricing trend is, in fact, the reflection of a cultural 

transformation driven by a younger generation of collectors who is actively reshaping the 

boundaries of which artists and works are entering art collections. 

According to Artprice, artworks priced under $5,000 accounted for 82% of the total value of 

all contemporary art sold in 2023, marking a 6% increase compared to 2022 (Artprice, 2024). 

These trends highlight how both collectors and galleries are aligning around more accessible 

price points, with galleries recognizing the evolving collector preferences.  

This transformation is especially visible in the rise of “ultra-contemporary” artists, typically 

those born in or after 1975. This group encompasses the great majority of today’s young and 

emerging artists, who not only bring fresh creative perspectives, but also tend to sell pieces at 

lower price points. Reflecting this, Artsy reports that 48% of galleries, representing the largest 

proportion of respondents, identified artists born between 1975 and 1989 as the most important 

to their business, followed by 32% for those born after 1990, which is a powerful indication 

of where momentum is building in the market (Artsy, 2024).  

In addition, it is important to note that this growing appeal of emerging artists extends across 

wealth levels. The UBS and Art Basel Survey of Global Collecting 2024 shows that HNWIs 

allocated approximately 52% of their annual art expenditure to pieces by new2 and 

emerging3 artists in 2023 and 2024, a rise of 8% compared to the previous edition of the survey 

(McAndrew, 2024). Thus, younger HNWIs are especially influential in driving this shift. In 

this survey, Gen Z collectors reported the highest share of new and emerging artists in their 

collections, at 55%. Supporting this, the Art Collector Insights 2024 report found that 53% of 

 
2 In the report in question, new artists are those not yet represented by a gallery or entirely new to the commercial 

market. 
3 In the report in question, emerging artists are those who have been exhibiting in galleries or museums for less 

than 10 years. 



Teresa Carqueja Salgado Pereira Serra 

 27 

collectors aged 36 or younger said that it was important to have emerging artists in their 

collection, compared to just 40% of older collectors (Kakar, 2024).  

Altogether, the general market trend is clear: the rise of ultra-contemporary art and emerging 

artists is closely linked with the growing influence of a younger collector base who is seeking 

affordability, accessibility and new visions in the works they acquire.  

Finally, for a mid-sized gallery like Underdogs, these trends represent a direct validation of its 

Editions and emerging artist strategy. By investing in limited editions that combine 

collectible art with accessible prices, the gallery is precisely aligned with the kind of products 

that resonate with today’s evolving collector base. At the same time, the growing interest in 

ultra-contemporary artists supports Underdogs’ mission to promote socially engaged urban 

and contemporary art that resonates across generations and geographies. However, this growing 

popularity also brings the threat of new competition. As more galleries enter the emerging 

artist space following this trend and making curatorial distinction and audience loyalty more 

critical than before.  

In sum, the strategic takeaway is that Underdogs is well positioned to lead in this space, but it 

must continue investing in artist development and global collector engagement to maintain 

visibility in a competitive and fast-moving market. 

B. Tech-savvy consumers 

As affordability and inclusivity reshape the artist landscape, the tools and channels through 

which collectors engage with art are evolving too, particularly in response to younger buyers’ 

digital habits. Millennials and Gen Z, now entering their prime purchasing years, have grown 

up in a digital-first world. Therefore, as they have a greater influence in the dynamics of the 

art market, their expectations for seamless and tech-enabled experiences, that fit with their 

connected lifestyles, are affecting the way art is discovered, purchased and shared. 
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A key factor in this evolution is the shift toward online transactions. According to Artsy’s Art 

Industry Trends 2024, over 40% of sales to Millennial and Gen Z buyers are now conducted 

through online channels, making digital platforms one of the go-to channels for these younger 

collectors (Artsy, 2024). These customers prefer simple and frictionless experiences that let 

them explore and purchase art from the comfort of their homes, which is indicative of a larger 

trend towards convenience and accessibility. As this demographic grows in purchasing power, 

their preference for digital transactions may become a dominant force in the market. 

For Underdogs, this shift presents several interconnected opportunities across its business 

model. The Editions line stands to benefit most directly, as its accessibly priced works suggest 

low-commitment browsing and straightforward online purchasing, matching the 

expectations of digital-first collectors. Optimizing the online store for mobile use, streamlining 

checkout and enhancing product storytelling are now critical tasks to remaining competitive. 

Exhibitions, too, must now operate within a hybrid framework. While physical visits retain 

cultural and experiential value, they can be increasingly supplemented by digital content, 

such as video previews, augmented reality previews, artist interviews or VR tours, that help to 

expand reach and deepen engagement beyond Lisbon. For a gallery like Underdogs, this 

means crafting exhibition strategies that are not just site-specific but also platform ready. 

It is also important to note that the growing influence of digital-first collectors is not only 

reshaping purchasing preferences, but also how galleries acquire new clients. While in-person 

walk-ins remain important (55% of galleries gaining new clients cited this method), online 

marketplaces are close behind at 42%, now surpassing art fairs (36%). Among larger 

galleries4, online marketplaces had an even greater impact, as 73% of respondents chose them 

as the most successful approach to meeting new clients, more than any other channel (for 

breakdown see Appendix 5) (Artsy, 2024).  

 
4 In the report in question, larger galleries are those that have 25 or more full-time employees. 
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In sum, for Underdogs, this reinforces the importance of investing in scalable digital outreach, 

but also of finding a balance. As discussed in the Technology Factors section (see PESTEL), 

combining strong online infrastructure with curated in-person experiences will be key to 

long-term growth in a hybrid market shaped by both access and transparency.  

C. Financial motivations and art as an investment 

Alongside digital fluency, many collectors, especially from the finance and tech industries, are 

beginning to view art as an investment asset. Traditionally, art was seen as a passion or a way 

to leave a legacy, especially by older HNWIs. However, in recent years, there has been a 

noticeable rise in the number of collectors who see art as a strategic investment.   

In the Art & Finance Report 2023 from Deloitte, emotional value remained the top driver for 

buying art, cited by 60% of collectors. However, in 2023, for the first time in twelve years, 

financial value replaced social value as the second most important motivation for buying art, 

cited by 41% of collectors compared to 36% for social value. This growing financial 

consciousness reflects a broader consumer mindset, as art is increasingly viewed as a potential 

source of safe return on investment (ROI), protection against inflation and a tool for 

portfolio diversification. 

This trend presents a strategic opportunity for Underdogs’ Editions business line. The editions 

offered serve as lower-risk and collectible assets, which are ideal for investors looking to enter 

the market without making significant commitments. By emphasizing scarcity, artist 

trajectory and archival quality, Underdogs can frame Editions not just as affordable, but as 

investment-worthy. 

At the same time, the emergence of financially motivated buyers introduces new competitive 

pressures. These collectors often prioritize artists with existing auction results or institutional 

recognition. As noted by art advisor Arushi Kapoor, many of these investment-focused 

collectors tend to prioritize works by established or mid-career artists with a proven track 
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record of success, aiming to build well curated collections of well-known artists’ works, 

particularly those whose creations are thought to have long-term financial value and the 

potential for significant price increases (The Editors of Artnews, 2025). This could put 

pressure on Underdogs to support and promote its roster of emerging artists in ways that build 

their credibility and perceived value in the eyes of ROI focused buyers. 

It should also be emphasized that this shift in customer preferences is also generational. Hence, 

compared to previous generations, today’s younger collectors are significantly more financially 

driven. In 2023, 83% of younger collectors5 stated that investment returns were a key 

motivation for purchasing art, up from 50% in 2021. Similarly, 51% of respondents saw art as 

a “safe haven” during uncertain economic times (up from 34% in 2021) and 61% said 

portfolio diversification was crucial (up from 51% in 2021) (Deloitte Private & ArtTactic, 

2023). These numbers show that younger audiences are starting to see art as a legitimate 

alternative capital asset. 

For Underdogs, this means that it should invest in elevating the visibility of its artists through 

media coverage and public exposure, in order to build their reputational capital, enhancing 

long-term market confidence in them. Additionally, the gallery could showcase how artists 

progress, exhibit internationally or collaborate with respected institutions, subtly reinforcing 

their investment appeal, without compromising artistic values. 

Still, it is important to add that for many of these buyers, accessibility in terms of price point 

still matters. So, as also noted by Kapoor, these new consumers will prefer paper and 

domestic-sized pieces, since they provide an accessible and lower-risk entry point for 

acquiring works by high-value artists (The Editors of Artnews, 2025). This trend overlaps 

perfectly with Underdogs’ existing model, suggesting that with the right framing, its Editions 

can bridge the gap between cultural access and financial strategy. 

 
5 In the report in question, younger collectors are those aged 35 or younger.  
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In conclusion, this evolving mindset is reshaping the dynamics of supply and demand in the 

market and emphasizes how crucial it is to offer artworks that are both investment-worthy and 

affordable. Given the rising interest in emerging artists noted in the previous subchapter and 

the preference among investment-driven collectors for well-known names with proven market 

value highlighted in this chapter, art market players will need to provide a broad and diverse 

range of offerings to meet these varied motivations and preferences of this new wave of 

purpose-driven buyers.  

D. Value-driven and ethical collecting 

Even as financial motives gain traction, a parallel movement is emerging, one defined by a 

growing emphasis on ethical, sustainable and value-driven collecting. This said, today’s 

collectors are not only acquiring art based on aesthetics or investment potential, but many are 

also guided by personal values such as environmental responsibility and social impact.  

This shift is most visible among Millennials and Gen Z, that as mentioned have already been 

instrumental in redefining affordability and investment priorities and are now extending that 

influence to environmental responsibility and social impact. According to a recent survey, 

73% of art buyers now say they prefer works produced according to sustainable principles 

and 83% of Millennial collectors cited positive environmental impact as a key factor 

influencing their purchasing decisions, in a recent UBS report (Costa, 2024). 

In this context, some artists are now incorporating recyclable materials and sustainable 

practices into their work, leading to the rise of certifications of sustainably for artworks, such 

as the Forest Stewardship Council (FSC) label, which help signal ecological responsibility to 

collectors. As provenance expands to include environmental credentials, one study noted that 

65% of HNWIs now consider ecological credentials as part of their acquisition strategy 

(Costa, 2024). Beyond purchases, sustainability also influences collector engagement. Data 
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from the Luxury Art & Environmental Responsibility Survey6 reveals that over 60% of 

collectors say they are more susceptible to visiting art galleries that show an environmentally 

responsible ethos (Costa, 2024). While this insight reflects the upper tier of the market, it 

points to a broader trend of values-driven engagement that is increasingly influencing collector 

behaviour across different segments of the contemporary art market. 

Therefore, for Underdogs, this presents as both a threat and an opportunity. While its mission 

is already culturally aligned with value-driven collectors, there is room for improvement on the 

environmental front. The gallery could consider adopting a clearly communicating low-

impact production, packaging and shipping methods, such as recycled or FSC-certified 

paper, sustainable framing and eco-conscious packaging for both Editions and Exhibitions. 

Doing so could enhance its appeal to buyers who treat sustainability as a baseline and not a 

bonus. 

Simultaneously, despite of the investment-driven behaviour mentioned before, we shouldn’t 

overlook the growing importance of art’s social impact. Thus, in 2023, 41% of the respondents 

to Deloitte’s survey cited social impact as an important consideration when purchasing art, up 

from 31% in 2021. This is part of a larger trend toward purpose-driven investments, as 

collectors are looking for assets that have cultural relevance and social value in addition to 

financial gain (Deloitte Private & ArtTactic, 2023). 

For Underdogs, this emphasis on purpose reinforces the value of its Public Art Program and 

the message it tries to voice through its exhibitions. Hence, artist collaborations that address 

pressing issues, such as urban life, climate change or inequality, are not only culturally timely 

but also strategically valuable. They offer collectors meaningful ways to support causes while 

acquiring works that reflect their values. 

 
6 This study focuses on high-end collectors within the luxury segment. 
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These evolving priorities also shift how galleries are evaluated. Increasingly, value-driven 

collectors want transparency and alignment in who a gallery works with, how art is produced 

and what its broader impact is. This redefines what makes a gallery relevant and trustworthy. 

Initiatives like community engagement, educational programming and partnerships with 

socially engaged artists could help Underdogs further distinguish itself in an increasingly 

value-conscious field. 

Looking ahead, if ethical and sustainability considerations continue to influence acquisition 

behaviour, as trends strongly suggest, then galleries that authentically integrate these 

principles into their mission and operations will not only attract a wider audience but also 

position themselves for long-term cultural relevance. For Underdogs, the path forward involves 

both deepening its existing commitments and closing the gap where environmental 

responsibility is concerned, to ensure its values align with those of the next generation of 

collectors. 

2.3. Opportunities and Threats 

In conclusion, the art market is going through a major transition, influenced by both changing 

collector habits and influences at the macro level. This environment offers galleries like 

Underdogs a complex yet promising set of opportunities and challenges that demand strategic 

awareness and flexibility. 

On the opportunities side, the shift toward affordability and accessibility is one of the most 

defining market trends. What initially seemed like a pricing adjustment has revealed itself to be 

a generational shift in how art is valued, favoring emerging voices. Underdogs is already 

strongly positioned to benefit from this movement. Hence, its Editions line, in particular, 

responds directly to growing demand for affordable works from new collectors. Moreover, its 

commitment to also showcasing emerging artists, instead of only established ones, resonates 

with the preferences of this new more diverse collector base. 
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However, there is a growing influence of investment-oriented collectors, who tend to favour 

established or mid-career artists, which highlights the importance of balance in Underdogs’ 

artist portfolio. By continuing to support new voices while also expanding its offer of 

investment-attractive works, the gallery can strengthen its appeal across a wider range of 

collectors and enhance revenue stability in a more competitive market. 

Additionally, the gallery’s identity, rooted in social engagement, is aligned with the growing 

emphasis on value-driven collecting. As more buyers seek out works that reflect social 

relevance, Underdogs’ curatorial focus stands as a competitive strength. However, the ethical 

dimension of this shift also includes rising environmental expectations, where Underdogs 

still have room to grow. Buyers increasingly factor in sustainability when making purchasing 

decisions, from materials to logistics. Adopting more eco-conscious practices, such as using 

recycled or certified materials, low-impact shipping or supporting environmentally conscious 

artists, could enhance Underdogs' appeal and access to environmentally focused funding 

streams. 

Simultaneously, technological transformation is rapidly reshaping how art is discovered, 

experienced and collected, particularly among Millennial and Gen Z audiences who prioritize 

seamless digital-first interactions. Online marketplaces are becoming key discovery and sales 

channels, offering new opportunities for galleries to expand their reach. In parallel, emerging 

technologies such as NFTs, blockchain authentication and immersive experiences using AR 

and VR are opening up innovative ways to present and distribute art. For a gallery like 

Underdogs, these shifts present a timely opportunity to explore curated online platforms, 

strengthen narrative-driven digital content and pilot experimental formats like blockchain-

backed digital unique pieces or AR previews. While such developments require a thoughtful 

investment, they represent a dynamic frontier for reaching new audiences, diversifying revenue 

streams and staying culturally relevant in a fast-evolving art landscape.  
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Furthermore, Portugal’s national platforms like the Portugal Contemporary Art Guide app 

offer Underdogs greater visibility. At the same time, Lisbon’s evolving demographic creates a 

promising new customer base for the gallery. Lastly, Lisbon’s expanding contemporary art 

scene (e.g. MAAT, ARCOlisboa) opens new institutional collaboration opportunities for 

Underdogs. 

On the threat side, Lisbon's growing visibility as a cultural centre may attract new players, 

intensifying rivalry for collaborations, artists, media exposure and collector interest. Therefore, 

standing out in this increasingly crowded market will require Underdogs to articulate and 

communicate a sharper value proposition, particularly as new entrants compete in similar 

price segments and artist demographics. Additionally, this competitive pressure might be 

particularly intense in the affordable and emerging artist segments where more players are 

now entering the market to meet shifting collector preferences. At the same time, the growing 

influence of investment-focused collectors, who often prioritize artists with institutional 

recognition or proven secondary market results, may pose a challenge for emerging talents 

without that visibility, requiring additional efforts to build reputational credibility. 

In addition, economic and political uncertainty are also threats. While inflation is stabilizing, 

lower price points do not eliminate risk and affordable art is still discretionary spending, so 

downturns in consumer confidence could impact even mid-sized galleries. Combined with 

political uncertainty, this creates a challenging environment for long-term planning. 

Moreover, rising expectations around environmental compliance and digital fluency are no 

longer optional, so galleries that lag behind in these areas risk exclusion from funding, 

partnerships and new collector networks. 

At the same time, regulatory frameworks around public art, such as municipal approval for 

urban interventions, might pose logistical and creative hurdles, especially for galleries working 

in public spaces like Underdogs. 
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3. Financial Plan 

What will be the financial impact of the recommendations? 

3.1. Financial Projection 

To understand the financial impact of the recommendations for Underdogs across its three 

revenue streams, two projected income statements were developed. The first, presented in 

Appendix 30, assumes a base scenario, in which Underdogs maintains its current operations. 

The second, shown in Appendix 31, considers a scenario in which the company adopts the 

strategic recommendations proposed in this project. 

The implementation of the recommendations significantly increases Underdogs’ revenue 

potential, especially from 2027 onwards, due to a strong contribution from the initiatives for 

the Projects revenue stream. Additionally, the performance in 2030 reflects the full impact of 

all implemented initiatives. In 2027, Underdogs has a 23.3% higher revenue in the scenario that 

considers the initiatives than in the one that considers only organic growth and in 2030, 34.5% 

higher. Moreover, considering the projected revenue for the last year, 2034, the scenario in 

which the recommendations are implemented outperforms the base scenario across all revenue 

streams, being 9% higher in Editions, 41% in Exhibitions and 104% in Projects. 

Although costs are higher in the scenario with recommendations, the absolute growth in gross 

profit compensates it. The same applies to gross margin, which shows a slight reduction in the 

scenario that considers the initiatives, but which is outweighed by the absolute increase in gross 

profit. Moreover, OPEX were projected at a constant level in both scenarios, which was 

assumed to represent 18% of the revenue for the Supplies and External Services category and 

11% of the revenue for the Staff Costs category. 

Regarding EBITDA, the base scenario shows negative results from 2027 onwards, 

underscoring operational unsustainability in the long term. In contrast, the scenario 

incorporating the recommendations maintains positive EBITDA throughout the forecast period, 
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with the highest historical value in 2026, representing €105,304. The peak is followed by a 

decline as cost increases due to the implementation of the initiatives. This pattern suggests that 

while the strategic recommendations successfully drive revenue growth, they also entail higher 

costs in the short to medium term.  

In conclusion, the financial projections highlight that implementing the proposed 

recommendations positions Underdogs for sustained growth and improved financial health. 

Despite higher costs, the long-term benefits justify the strategy. In this sense, the 

recommendations not only strengthen the revenue streams, but also ensure that the company 

can scale more sustainably. 

3.2. Timeline of Recommendations 

This section outlines the financial rationale and strategic timeline for implementing the 

recommendations developed throughout the previous chapters. The approach integrates 

financial return with operational feasibility, ensuring that decisions are both value-driven and 

realistically actionable within the gallery’s current and projected capabilities, as well as a well-

structured and realistic roadmap for Underdogs’ growth over the next six years. 

To determine the optimal sequence for implementation, a matrix was built in order to evaluate 

each recommendation along two key dimensions: the ease of implementation and the expected 

return on investment (see the Matrix in Appendix 34). Thus, the ease of implementation was 

assessed based on the estimated cost and the complexity of the execution, including the 

number of required steps. On the other hand, the ROI dimension was already computed in 

previous chapters and is considered with the intent of reflecting the financial and strategic 

value the recommendation is expected to bring to the gallery. For analytical purposes, higher 

ROI was defined as any recommendation with a return above the average ROI of all proposed 

initiatives, calculated at 29%, while lower ROI refers to any initiative falling below this 

threshold. 
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The matrix groups recommendations into four broad categories: high ROI and simple 

implementation (Quadrant B); high ROI but complex implementation (Quadrant D); simple 

implementation but low ROI (Quadrant A); and, finally, low ROI and complex implementation 

(Quadrant C). This way, a six-year timeline balancing quick wins with long-term initiatives 

was created. 

In the short term, covering the years 2026 and 2027, the focus is on initiatives that promise high 

returns and are relatively easy to implement. Notably, the Eco Fundamental Sustainable T-

Shirts Project, scheduled for 2026, represents a straightforward and cost-efficient initiative, 

requiring only €8,285 and expecting a ROI of 45%. Alongside this, introducing blockchain-

based certificates of authenticity for exhibitions, also planned for 2026, stands out with the 

highest projected ROI of 88%. With a modest cost of €3,200, it presents a highly attractive 

early-stage investment. These two initiatives serve as strategic “quick wins,” enabling the 

organization to generate immediate value while building financial momentum. Simultaneously, 

during this initial period, groundwork will begin on more complex recommendations, ensuring 

sufficient preparation time for their future implementation. 

These more complex recommendations, but still with high return, will be implemented in 2027. 

Therefore, the community engagement workshops are planned for this year, offering a strong 

return of 57% on a small investment of €4,368. In the same year, the outbound reach strategy 

will be launched. Although significantly more complex and costly, requiring an investment of 

€535,624, it is expected to deliver a solid ROI of 35%. It is important to underline that the high 

cost is primarily attributed to the substantial expenses involved in delivering a project tailored 

to B2B clients, that is balanced with a strong return.  

Following these, in the mid-term, the initiatives to be executed will generally offer more modest 

returns. Therefore, priority will be given to the simpler ones, which are easier to implement and 

help maintain operational momentum. Due to the simplicity of these initiatives, in 2029, three 
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will be integrated into the gallery’s operations. Namely, the Azulejos de Fachada ceramic tiles, 

which involve a modest cost of €3,906 and a manageable implementation process. Though its 

ROI is more moderate at 15%, it contributes meaningfully to the diversification of revenue 

streams. Another key project during this phase is the post-exhibition package initiative, 

expected to cost €121,283 and yield a respectable ROI of 20%. Additionally, the adoption of 

sustainable practices, while offering a lower ROI of 11.8%, supports the organization’s 

sustainability strategy and longer-term brand positioning and doesn’t imply very significant 

extra costs. 

Finally, the long-term phase, covering 2029 and 2030, is reserved for projects that are more 

complex and offer lower financial returns, but may provide strategic value and could potentially 

yield greater benefits under future market conditions or once the gallery has gained more 

exposure. In 2029, the organization plans to expand digitally through online marketplaces such 

as Artsy. This initiative requires an investment of €83,882 and is projected to return a ROI of 

only 3%. However, its potential to enhance visibility and access to broader markets may justify 

the investment from a non-financial perspective. Also scheduled for 2029 is the exploration of 

creating NFT editions. With a total cost of €92,318, this initiative offers a moderate ROI of 

13% and aligns with the growing digitalization of the art sector. In 2030, the gallery may 

consider implementing an AR initiative to allow clients to visualize artworks in their own 

spaces. Despite its innovative potential, this project entails a significant investment of €64,213 

and has a projected ROI of only 0.2%. Nonetheless, it may contribute to the gallery’s 

positioning as an early adopter of digital tools in the art market, which could translate into long-

term reputational and experiential value. 

This phased approach enables the company to begin with achievable, high-impact projects, 

build internal capabilities over time and progressively take on more ambitious initiatives. It 

ensures that resources are allocated efficiently, risk is minimized and the return on investment 
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is maximized throughout the implementation period. The plan remains flexible, allowing for 

periodic reassessment of each initiative based on changing internal priorities or external market 

conditions. 

3.3. Summary of Financial Implications by Revenue Stream 

To sum up, this section provides an analysis of the projected financial benefits associated with 

the implementation of the targeted strategic recommendations across the three revenue streams: 

Exhibitions, Editions and Projects. This analysis, therefore, focuses on the incremental profit 

generated by each initiative over a nine-year period (2026-2034), thereby isolating the added 

value of the recommendations from baseline operations (for the breakdown of these values 

consult Appendix 35).  

In the first place, the Editions stream stands to benefit from a series of initiatives aimed at 

enhancing scalability and digital engagement. These include expansion into online 

marketplaces, the development of sustainable merchandise (T-shirt project), the introduction of 

artist collaborations (e.g., ceramic tile editions) and the integration of AR tools to support buyer 

decision-making. The financial impact of these measures begins in 2026, with full 

implementation achieved by 2029. The Editions initiatives are projected to contribute €18,215 

in annual profit to the company’s overall EBITDA. While modest in size, this contribution 

confirms Editions as a reasonably high-margin and strategically vital component of the business 

model, particularly due to its alignment with digital trends and accessible pricing. 

In the Exhibitions revenue stream, proposed interventions include the implementation of 

blockchain-based certificates of authenticity, sustainability advancements and the provision of 

post-exhibition packages. These initiatives begin generating returns in 2026 and are fully 

implemented by 2028. From that point onward, the gallery can expect an annual profit 

increase of €30,858 attributable to these interventions. Although the margin is comparatively 
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modest, the reputational benefits and potential for increased audience engagement reinforce the 

strategic relevance of these initiatives. 

Finally, the Projects stream demonstrates the most substantial financial impact resulting from 

the proposed strategic actions. Specifically, the recommendations include the development of 

outbound reach strategies and the establishment of community engagement workshops. These 

initiatives both begin in 2027 and are fully operational starting that year. Therefore, from 2027 

onward, the Projects stream is expected to deliver an annual added value of €190,269. This 

substantial contribution highlights the latent potential of Projects as a scalable and profitable 

revenue stream. However, it is important to note that this segment is inherently volatile due to 

the variability in project size and frequency, an element that must be factored into long-term 

financial planning. 

In summary, if all recommendations are fully implemented by 2029, from that year forward 

Underdogs is projected to achieve a total increase of €239,484 in annual profit derived solely 

from these strategic interventions. It is also important to consider the qualitative and 

synergistic effects of these initiatives, such as enhanced brand positioning, stronger artist 

partnerships and deeper community engagement, which, although not quantifiable in this 

financial model, are likely to further reinforce the gallery’s long-term sustainability and cultural 

impact. 
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5. Appendix  

Appendix 1: Underdogs Historical Income Statements (2022 – 2024) 

 

Source: Underdogs Annual Reports 
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Appendix 2: Detailed OPEX Breakdown of Underdogs (2022-2024) 

 

Source: Underdogs Annual Reports 



 

 

 51 

Appendix 3: Revenues Historical Evolution and Breakdown (2022 – 2024) 

 Appendix 3.1: Revenues Historical Evolution 

 

 Appendix 3.2: Revenues Breakdown per Revenue Stream 

 

Source: Underdogs Annual Reports 
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Appendix 4: Estimation methodology followed to compute the size of the urban art 

market 

The estimate relies on the following proxies. The global art market size is $65 billion. Within 

this market, 40% of the total sales value comes from auctions, representing $26.1 billion in 

2023 and 60% of the total sales value comes from dealer transactions, accounting for $39.1 

billion in 2023 (McAndrew, 2024). In the auction segment, artworks from the famous urban 

artist Banksy represented as much as 7% of contemporary art sales (Deodato Arte, 2021). 

However, it is essential to consider that this artist is an outlier and the majority of urban artists 

represent smaller shares. Thus, for the estimation, it is conservatively assumed that urban art 

represents from 0.5% to 1.5% of total auction sales, representing a range from $162.5 million 

to $487.5 million. Regarding sales via dealers, while specific segmentation data is lacking, a 

share of 0.5% to 2% of this channel is attributed to urban art, resulting in an estimated value of 

$162.5 million to $1.3 billion. In the online channel, which accounted for 23% of total industry 

sales in 2023, thus representing $15 billion (McAndrew, 2024), urban art has expanded 

considerably. Thus, for the purpose of this estimation, it is assumed that urban arts accounted 

for 1% to 3% of the online sales share, corresponding to a range of $150 million to $450 million. 

Finally, combining these three channels, the estimated market size for urban art ranges from 

approximately $475 million to $2.24 billion, corresponding to 0.7% to 3.4% of the global art 

market in 2023.  
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Appendix 5: What are the three most impactful ways for your gallery to meet new clients? 

(exclusive to large galleries) 

Source: Art Industry Trends 2024 (Artsy, 2024)
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Appendix 30: Projected Profit & Loss considering all Revenue Streams – Without the Implementation of Recommendations 

This income statement considers all the revenue streams, projecting a baseline scenario without the implementation of the recommendations   
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Appendix 31: Projected Profit & Loss considering all Revenue Streams – With the Implementation of Recommendations 

This income statement considers all the revenue streams, projecting a scenario in which Underdogs implement the initiatives from the plan 

 



 

 57 

 
Appendix 34: Evaluation Matrix: ROI vs Ease of Implementation 

 

 

 

 

 

 

 

 

Appendix 35: Revenue Stream’s Breakdown of Added Profit 
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