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Executive Summary

The Arts, Entertainment & Recreation sector encompasses live performance venues, movie theaters,
amusement and recreation parks, sports and gambling operations, and the artistic workforce that produces
the content these venues present. A single company controls 80% of major venue ticketing and promotion.
Performing arts revenue fell 30% in a single year with 44% of organizations reporting operating deficits.
The conventional assessment of this sector focuses on operational metrics: attendance recovery, revenue
per seat, attendance trends by subsector. Those metrics describe performance. They do not describe the
structural conditions that determine whether the sector can absorb the next disruption.

The Four Frequencies framework examines a different layer. Market control has consolidated to the point
where a single firm’s pricing decisions cascade across an entire ecosystem. Regulatory architectures
fragment across 50 states while the platforms they attempt to govern operate nationally. The workforce
model that sustained this sector has eroded to the point where experienced workers choose permanent
exit over continued precarity. The departure of public funding, physical infrastructure, and institutional
knowledge has created gaps that no market mechanism will fill.

Arts, Entertainment & Recreation is the first Tier 3 sector assessed with Severe severity across all four
frequencies simultaneously. This does not mean the sector is collapsing uniformly. Sports franchise
valuations climbing 22% annually demonstrate that commercially viable entertainment is thriving. The
structural exposure concentrates in organizations that cannot access monopoly pricing power, cannot
attract commercial investment, cannot compete with adjacent industries for labor, and depend on public
funding that is systematically withdrawing. The sector is fracturing, not failing.

A note on sector structure and measurement: the Arts, Entertainment & Recreation sector encompasses
subsectors with fundamentally different economic models. Commercially viable entertainment (sports
franchises, major studio productions, theme parks) operates under abundance. Everything else operates
under scarcity. The Thinness, Permission, Management, and Absence conditions documented here
describe the structural reality that produces this fracture. One dominant company controls venue access.
Regulatory fragmentation produces compliance complexity while failing to prevent monopoly
concentration. The workforce model that functioned until workers gained alternatives has collapsed. And
the infrastructure that was never commercially viable on its own is disappearing because the public
subsidy that sustained it has withdrawn. These conditions interact through specific structural pathways: the
people closest to audiences and artistic production have the least structural authority, the thinnest
margins, the worst information, and the strongest incentive to leave.

Arts, Entertainment & Recreation represents the deepest structural exposure of any Tier 3 sector
measured: 9 public dimensions with actual federal data measurement, covering Thinness concentration
and venue collapse, Permission fragmentation across venue safety and sports betting regulation,
Management workforce precarity and creative labor agency, and Absence across workforce, infrastructure,
and public funding. The sector's structural conditions are measurable across all four frequencies
simultaneously, and the interaction patterns between them point to compounding rather than independent
deterioration. No recovery mechanism is visible.




Arts, Entertainment & Recreation is structurally configured to consume the cultural
infrastructure it depends on. The sector has simultaneously concentrated market power into
a single company (Thinness), fragmented regulatory authority across 50 states (Permission),
externalized the cost of workforce maintenance (Management), and lost the public funding
and physical infrastructure that sustained non-commercial entertainment (Absence). These
four conditions interact through specific structural pathways: the organizations closest to
audiences and artistic production have the least market authority, the thinnest margins, the
worst information about sector viability, and the strongest incentive to close. This
configuration produces infrastructure loss that manifests as organization closures but
originates in the interaction between those four structural conditions.

THINNESS PERMISSION MANAGEMENT ABSENCE

MINIMAL. No dangerous dependencies
MODERATE. Visible but not load-bearing
ELEVATED. Something finite absorbing extra load

SEVERE. Damage spreads when something breaks

CRITICAL. Multiple failures compounding

Sector Structural Profile

Arts, Entertainment & Recreation is structurally configured to consume the cultural infrastructure it
depends on. The sector has simultaneously concentrated market power into a single company that
controls 80% of major venue ticketing (Thinness), fragmented regulatory authority across 50 states with
nine states maintaining zero amusement ride safety regulation (Permission), externalized the cost of
workforce maintenance through part-time and seasonal employment models that leave organizations
vulnerable when workers gain alternatives (Management), and lost the public funding and physical
infrastructure that sustained non-commercial entertainment at every scale (Absence). These four
conditions interact through specific structural pathways: the organizations closest to audiences and artistic
production have the least market authority to negotiate with a monopoly intermediary, the thinnest margins
because they cannot raise prices without losing audiences, the worst information about their own sector
viability because funding collapse obscures whether crisis is organizational or systemic, and the strongest
incentive to close because deferred maintenance and declining reserves eventually reach irreversible
thresholds. This configuration produces infrastructure loss that manifests as organization closures but
originates in the interaction between those four structural conditions.

Four Frequency Severity Assessment
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T Thinness SEVERE

Where safety margins have eroded below recoverable thresholds. The Arts, Entertainment & Recreation
sector carries concentration risk at levels that exceed federal regulatory thresholds in the live venue
market. Live Nation Entertainment controls approximately 80% of major venue ticketing and promotion
through Ticketmaster, with exclusive contracts at 86% of major amphitheaters. The Department of Justice
filed a comprehensive antitrust lawsuit in May 2024. A proposed settlement in March 2026 would require
divestiture of the Ticketmaster platform. But 36 state attorneys general rejected the settlement as
insufficient, arguing it fails to address the vertical integration of venues, promotion, artist management, and
ticketing that constitutes the actual structural dominance. This is not a market share question. When a
single company controls venue access, ticket distribution, and artist promotion simultaneously, the
competitive infrastructure that would produce price discipline and service quality has been structurally
absorbed.

The Cedar Fair/Six Flags merger further consolidated theme park operations, and Disney’s continued
expansion of its park ecosystem demonstrates how venue concentration operates at the experiential level
as well. The structural problem is not that enforcement is absent. It is that 36 state attorneys general
needed to reject the proposed settlement because the structural position was already too concentrated to
restore through negotiated remedy. By the time enforcement acts, the concentration has already trained
audiences, venues, and artists into dependency relationships that competition law cannot easily undo. The
5,700 movie screens lost during the strike period do not reopen at theatrical box office recovery. That is
capital destruction that structural concentration enabled and enforcement arrived too late to prevent.

Performing arts revenue declined approximately 30% between 2023 and 2024, with 44% of organizations
reporting operating deficits. Working capital dropped from 6.75 months to 4.25 months. Ticket prices
across live entertainment increased 45% since 2019, yet independent venues cannot translate higher
prices into profitability. Sixty-four percent of independent venues remain unprofitable because production
costs (venue rental, insurance, technical equipment, labor) increased 30% post-pandemic while audience
volume has not recovered. The structural reading: the sector is simultaneously charging more and earning
less because the cost structure has shifted permanently while the audience base has contracted.

P Permission SEVERE

The architecture of authority and constraint governing how venues, artists, and entertainment operators
can act. The Permission frequency in Arts, Entertainment & Recreation operates at a level the framework
classifies as Severe: regulatory structures exist, but the gap between formal authority and operational
reality is measurable across multiple domains.

Sports betting legalization is the sector’'s most structurally significant Permission condition. Since the
Supreme Court struck down the Professional and Amateur Sports Protection Act in 2018, 39 states have




legalized sports betting, generating over 120 billion dollars in cumulative handle. But the regulatory
framework fragments across every jurisdiction: tax rates range from 6.75% (Nevada) to 51% (New York
online), licensing requirements differ materially, and consumer protection standards vary from
comprehensive to minimal. Tribal gaming operations, historically protected by sovereign immunity, now
face a 2.5 billion dollar threat from prediction markets (Kalshi, Polymarket) that operate outside traditional
gaming regulatory frameworks entirely. The Sports Broadcasting Act antitrust exemption, which has
governed how professional sports distribute media rights since 1961, faces congressional scrutiny as
streaming reshapes distribution.

Safety regulation provides the second Permission dimension. Nine states maintain zero statutory
framework for amusement ride safety inspection. No state-level authority exists to inspect, certify, or shut
down amusement rides. Fixed-site amusement parks are exempt from CPSC jurisdiction under federal
law, creating a regulatory gap where the most capital-intensive entertainment infrastructure operates under
either fragmented state authority or no authority at all. The FTC's junk fee transparency rule (effective May
2025) addresses ticket pricing disclosure but does not address the underlying structural concentration that
produces the pricing power. Ticketmaster's 86% exclusive venue contracts represent a Permission
condition where venue operators have granted exclusive ticketing authority to a single firm, and the
regulatory framework designed to prevent this concentration has failed to prevent it.

M Management SEVERE

The integrity of information and workforce structures the sector uses to operate. Arts, Entertainment &
Recreation’s Management frequency operates in a condition the framework identifies as workforce
precarity: the measurements leadership acts on diverge from the operational reality creative workers and
venue operators experience.

The workforce structure is the sector’'s primary Management condition. Between 40% and 50% of
entertainment workers are part-time or seasonal. Amusement parks swing 35 to 40% in seasonal
employment. Seasonal hiring brings thousands of workers for summer operations who are released in fall,
with the institutional knowledge they accumulated departing with them each cycle. Only 14% of Equity
actors earn a living wage from theater alone. The structural reading is that the sector has externalized the
cost of maintaining a skilled workforce. Workers subsidize the sector through secondary employment,
unpaid development time, and acceptance of economic instability that would produce labor shortages in
any sector where workers had alternatives. COVID revealed the fragility of this model: when workers
gained alternatives, 16% departed permanently.

The 2023 WGA and SAG-AFTRA strikes provide the Management frequency's forensic case. One
hundred forty-eight days of writer strikes and 118 days of actor strikes produced 10.5 billion dollars in GDP
impact. The strikes demonstrated that creative labor possesses structural agency that the sector’s
management model had not priced in: when the workforce that creates the content exercises collective




bargaining power, the entire production pipeline stops because there is no substitute for creative labor.
Working capital reserves across performing arts organizations dropped from 6.75 to 4.25 months, and
venue operating costs increased 30% post-pandemic. The management structures that previously
absorbed these pressures through workforce precarity and deferred maintenance are running out of
margin to absorb further stress.

A Absence SEVERE

Where critical knowledge, infrastructure, and funding have departed or concentrated in too few places. The
Absence frequency in Arts, Entertainment & Recreation, as of this assessment, reflects the combination of
pandemic-driven departures, infrastructure closures, and systematic public funding collapse.

Workforce departure is the primary Absence condition. Employment in NAICS 71 remains approximately
16% below 2019 levels. The workers who left during pandemic shutdowns (technical crew, stage
managers, production specialists, venue operators, experienced seasonal staff) found employment in
adjacent industries and chose not to return to the economic instability of entertainment work. This is not a
hiring challenge. It is a structural departure of experienced labor from a sector whose compensation model
cannot compete with the alternatives those workers discovered. The departure concentrates in technical
and production roles where institutional knowledge accumulates over years of venue-specific experience,
knowledge that cannot be replaced through hiring alone.

Physical infrastructure loss compounds the workforce departure. Approximately 5,700 movie screens were
permanently closed, representing 12% of the national footprint. Each closed screen removes not just a
venue but the exhibition infrastructure (projection equipment, sound systems, seating, accessibility
modifications) and the audience relationships built over decades. The performing arts sector faces parallel
infrastructure loss: when organizations in deficit exhaust their reserves, closures remove rehearsal space,
technical equipment, and community audience relationships that took generations to build. Public funding
collapse accelerates this process. State and local arts funding declined 22%. The NEA budget remains
effectively flat. Foundation grants to arts organizations declined 25%. Sports franchise valuations,
meanwhile, continue appreciating at approximately 22% annually. This represents a structural divergence
where commercially viable entertainment concentrates capital while culturally significant entertainment
loses the funding architecture that sustains it.

Rural entertainment deserts are expanding as the economics of live performance become viable only in
metropolitan markets with sufficient population density to fill venues at prices that cover costs. The
structural condition: the pipeline that trains and sustains entertainment workers has contracted so severely
that experienced practitioners cannot supervise the next generation. The community venues where
regional entertainment occurred are closing faster than replacements open. And the public subsidy that
once made up the gap between what communities value and what markets will price has systematically
withdrawn. Absence in this sector is not temporary. It is becoming permanent.




Federal data anchors: Federal data anchors: BLS CES (NAICS 71 employment vs. 2019 baseline, —16%); National Association of
Theatre Owners (5,700 screens lost, 12% of footprint); NEA (federal arts funding flat); National Assembly of State Arts Agencies
(state/local —22%); Foundation Center/Candid (grants to arts —25%); Forbes/Sportico (franchise valuations +22% annually); BEA
(GDP contribution, arts & entertainment subsector).

Revision conditions. This assessment reflects structural conditions measured as of April
2026 using the federal data sources cited above. Thinness would be revised from SEVERE
to ELEVATED if Live Nation’s venue ticketing control fell below 60%, or if performing arts
revenue recovered to within 15% of 2019 levels. Permission would be revised if amusement
ride safety regulation existed in all 50 states and sports betting tax rate variation narrowed to
within 10 percentage points. Management would be revised if part-time/seasonal
employment in NAICS 71 fell below 25%, or if Equity actor living wage earnings exceeded
30%. Absence would be revised if NAICS 71 employment recovered to within 5% of 2019
levels and public arts funding increased 15% from 2024 baseline. Reassessment is
recommended if any of these conditions change or after 18 months.

Federal Data Metrics

DOJ/RAND Live Nation/Ticketmaster venue ticketing market share 80% of major venues
DOJ/RAND Exclusive venue contracts (Ticketmaster) 86% of major amphitheaters
DOJ State attorneys general rejecting settlement 36+ of 50 states

Census Performing arts revenue change (2023-2024) —30%

Bureau

TCG Organizations in operating deficit 44%

TCG Working capital (months of operations) 4.25 months (from 6.75)
BLS CPI Entertainment ticket price increase (2019-2024) +45%

INIAVZS Independent venues unprofitable 64%

N[AYZAN Production cost increase post-pandemic +30%

AGA States with legalized sports betting 39 of 50

AGA Sports betting cumulative handle 120 billion dollars+

State Sports betting tax rate range 6.75% (Nevada) to 51% (New York online)
commissions

CPSC States with zero amusement ride safety statute 9 states

BLS CES NAICS 71 employment vs. 2019 -16%

BLS CES Part-time or seasonal entertainment workers 40-50%

NATA Amusement park seasonal employment swing 35-40%
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Equity Equity actors with living wage from theater 14%

WGA/SAG Writer strike duration (2023) 148 days

WGA/SAG Actor strike duration (2023) 118 days

WGA/SAG GDP impact (writer + actor strikes) 10.5 billion dollars
NATA Movie screens permanently lost 5,700 (12% of footprint)
NASAA State and local arts funding change —22%

Foundation Foundation grants to arts (decline) —25%

Center

Forbes/Sportic ~ Sports franchise valuations (annual appreciation) +22%

o

This assessment draws on structural data from five primary federal and quasi-federal sources. Arts, Entertainment & Recreation is a
Tier 3 baseline coverage sector with 9 public dimensions across multiple agencies. Census Bureau (Service Annual Survey /
Economic Census): Performing arts revenue trends, establishment counts by subsector (NAICS 711,712, 713), amusement and
recreation revenue 330 billion dollars+, movie theater establishment counts and screen inventory. BLS (Bureau of Labor Statistics):
NAICS 71 employment 2.6 million (2024), —16% vs. 2019 baseline, seasonal employment variation 35-40% (amusement parks), CPI
entertainment admissions +45% since 2019, QCEW quarterly wage detail. BEA (Bureau of Economic Analysis): GDP contribution
from arts, entertainment, and recreation subsectors. Industry value added trends. Real output growth measurement. NEA (National
Endowment for the Arts) / NASAA (National Assembly of State Arts Agencies): Federal arts funding levels (NEA budget flat), state
arts agency funding (-22%), Survey of Public Participation in the Arts (attendance trends), Artists in the Workforce reports. DOJ
(Department of Justice) / FTC: DOJ v. Live Nation Entertainment (antitrust complaint May 2024, proposed settlement March 2026,
state AG responses); FTC Junk Fee Rule (May 2025); CPSC amusement ride jurisdiction exclusion documentation. Additional data
from: Theatre Communications Group (44% in deficit, working capital trends, 2024 Fiscal Survey); National Independent Venue
Association (64% unprofitable, membership surveys); Actors’ Equity Association (14% living wage from theater); WGA/SAG-AFTRA
(strike duration and economic impact); National Association of Theatre Owners (5,700 screens lost); Forbes/Sportico (sports
franchise valuations +22% annually); Foundation Center/Candid (grants to arts —25%); American Gaming Association (39 states
legal, 120 billion dollars+ handle).

The 12 Public Dimensions

Twelve of the twenty Four Frequencies dimensions are measurable from publicly available federal data.
These dimensions describe the structural environment every organization in Arts, Entertainment &
Recreation inherits.

T1 - Venue and Ticketing Monopoly Concentration

Live Nation/Ticketmaster controls 80% of major venue ticketing and promotion. Exclusive contracts at 86% of major
amphitheaters. DOJ antitrust action filed; proposed settlement rejected by 36+ state AGs. Cedar Fair/Six Flags
consolidated theme parks. Structural alternatives to monopoly pricing are disappearing.

T2 - Performing Arts Revenue Collapse and Venue Viability

Revenue declined 30% (2023—-2024). 44% of organizations in deficit. Working capital 6.75 to 4.25 months. Ticket
prices +45% since 2019 but 64% of independent venues unprofitable. Production costs +30% post-pandemic.
Charging more, earning less.

T3 - Margin Erosion in Independent Operations
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Independent venues cannot operate profitably despite price increases. Production costs (venue rental, insurance,
technical equipment, labor) increased 30% post-pandemic. Audience volume has not recovered. Structural cost
shift has made historical pricing models unsustainable.

P1 - Sports Betting Regulatory Fragmentation

39 states legalized since PASPA (2018). Tax rates 6.75%—-51%. 120 billion dollars+ cumulative handle. Tribal
gaming sovereignty under 2.5 billion dollar prediction market threat. Sports Broadcasting Act exemption under
congressional review. Regulatory architecture designed for physical venues governing mobile platforms.

P2 .- Safety and Consumer Protection Gaps

9 states have zero amusement ride safety regulation. Fixed-site parks exempt from CPSC jurisdiction. FTC junk fee
rule (May 2025) addresses disclosure not concentration. Ticketmaster 86% exclusive contracts represent delegated
monopoly permission. Regulatory authority fragmented across levels and jurisdictions.

P3 - Vertical Integration Authority Concentration

Single company controls venue access, ticket distribution, and artist promotion simultaneously. Anticompetitive
infrastructure absorbed through integration, not market share alone. Venue operators granted exclusive ticketing
authority contractually. Regulatory framework designed to prevent concentration failed to prevent it.

M1 - Structural Workforce Precarity

40-50% part-time or seasonal. Amusement parks swing 35—40% seasonally. Only 14% of Equity actors earn living
wage from theater. Sector externalizes workforce maintenance cost. Model functioned until workers gained
alternatives; 16% departed permanently.

M2 - Creative Labor Structural Agency

WGA strike 148 days. SAG-AFTRA strike 118 days. Combined GDP impact 10.5 billion dollars. No substitute for
creative labor. Working capital 4.25 months. Venue costs +30%. Management model had not priced in collective
bargaining power of creative workforce.

M3 - Deferred Maintenance and Cost Absorption

Working capital reserves depleted from 6.75 to 4.25 months. Organizations burning through decades of
accumulated reserves. Deferred maintenance now structural constraint. Capacity to absorb further stress
exhausted.

A1l - Permanent Workforce Departure

Employment —16% vs. 2019 baseline. Technical crew, stage managers, production specialists departed to adjacent
industries permanently. Compensation model cannot compete with alternatives workers discovered during
shutdowns. Knowledge loss concentrates in venue-specific technical roles.

A2 - Physical Infrastructure Loss

5,700 movie screens permanently closed (12% of national footprint). Performing arts organizations exhausting
reserves before closure. Each closure removes exhibition infrastructure, technical equipment, audience
relationships, and community cultural access that cannot be rebuilt.

A3 - Public Funding Architecture Collapse

State and local arts funding —22%. NEA budget flat. Foundation grants —25%. Sports franchise valuations +22%
annually. Commercial entertainment concentrates capital while cultural infrastructure loses funding. Rural
entertainment deserts expanding as live performance economics require metropolitan density.

The 8 Diagnostic-Only Dimensions
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The following eight dimensions can only be scored through the Four Frequencies diagnostic engagement
using behavioral intelligence data from inside the organization. Federal data reveals the sector-level
structural conditions above. These dimensions reveal the organization-specific structural dynamics that
determine whether your organization is absorbing compensatory load for the sector-level weaknesses, or
compounding them.

T4 - Substitution Readiness

Whether critical operations continue if a key venue operator, artist management relationship, or distribution platform
encounters disruption or changes terms.

T5 - Revenue Source Concentration

What percentage of your revenue depends on a single venue contract, a single sponsor, a single grant source, or a
single ticket platform? When that source changes terms, reduces funding, or exits, what percentage of your
operating budget disappears?

P4 - Licensing and Compliance Exposure

How many jurisdictions do you operate across, and how many separate regulatory regimes govern your
operations? Where does compliance authority concentrate in your organization, and what happens when that
person departs? How quickly can you adapt when a state changes licensing requirements?

P5 - Boundary Enforcement

Whether limits on pricing power, seasonal staffing decisions, or monopoly intermediary demands hold when
revenue pressure arrives or when alternatives disappeatr.

M4 - Institutional Knowledge Concentration
Which staff members hold venue-specific technical knowledge that is not documented? Which relationships with
artists, sponsors, or community partners depend on individual employees rather than organizational systems?
Where does your organization operate on personal knowledge rather than structural capacity?

M5 - Noise Ratio
How much useful signal about true organizational viability reaches leadership versus how much gets lost in
administrative load, seasonal employment churn, or divergence between sector-level funding collapse and
organization-specific revenue trends?

A4 - Reserve Depth and Recovery Capacity
How many months of operating reserves do you hold? If your primary revenue source declines 30%, how long can
you sustain operations? When a key venue becomes unavailable, what is your timeline to secure alternatives? How
much of your current operation depends on deferred maintenance?

A5 - Community Relationship Irreversibility
What audience relationships, artistic partnerships, and community identity took decades to build? If your
organization closes, how permanently does that cultural capacity disappear from your community? What
infrastructure, rehearsal space, or technical capability cannot be rebuilt?
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The gap between what federal data reveals (12 dimensions) and what the diagnostic
measures (all 20) is not a marketing device. It is the structural reality of organizational
intelligence in this sector. Public data shows the sector-level fracture between commercially
viable and culturally significant entertainment. The diagnostic shows whether your
organization has the structural capacity (revenue diversification, workforce depth, reserve
strength, regulatory clarity) to survive the next 18 months of this funding and competitive
environment without crossing a threshold from which cultural infrastructure cannot recover.

Structural Risk Scenarios

Structural conditions do not predict specific events. They define the envelope of probable outcomes. The
following scenarios are structurally plausible given current conditions. They are not forecasts. They are the
shapes that failure takes in a sector with this structural profile.

Monopoly Cascade in Live Venue Ecosystem

Live Nation/Ticketmaster controls 80% of major venue ticketing and promotion, with exclusive contracts at
86% of major amphitheaters. When consolidation reaches this threshold, the primary variable becomes
cascade dynamics rather than individual venue contracts. The next wave of structural pressure will not
look like independent venues renegotiating terms with a dominant ticketing platform. It will look like smaller
venue operators, artist management firms, and touring companies facing pressure to integrate into Live
Nation’s ecosystem because the cost of remaining independent (developing alternative distribution,
building competing promotional reach, maintaining separate technical infrastructure) exceeds the revenue
each can generate alone. Each cascade event removes one independent risk-assessment framework and
converts it into a subordinate node in a larger system. The structural risk: when Live Nation experiences
disruption (technology failure, key leadership departure, regulatory action that actually succeeds), the
geographic markets it dominates have no structural alternative. Consolidation traded correlated failure
resilience for operational efficiency and pricing power. The next disruption reveals the cost of that
exchange.

Performing Arts Reserve Exhaustion Threshold

Performing arts organizations have burned working capital from 6.75 months to 4.25 months. Revenue
declined 30% in a single year with 44% of organizations in operating deficit. The threshold risk is not future
revenue recovery. It is the cascade point where organizations exhaust reserves and closures accelerate.
The structural condition: the performing arts organizations that serve communities have finite reserves
accumulated over decades. When deficits consume those reserves at the current rate, closures begin not
as strategic decisions but as financial thresholds crossed. Each closure removes rehearsal space,
technical infrastructure, artistic programming, and community cultural relationships that took generations to
build. The training system for the next generation of performing artists depends on working venues with
margin sufficient to supervise new artists. When venues close because reserves exhaust, the pipeline that
replaces departing artists contracts further. The cascade mechanism: closures concentrate audiences and




artists in fewer surviving venues, those venues increase prices to offset lost volume, price increases drive
away audiences, further closures accelerate. This spiral is not driven by management decisions. It is
driven by exhaustion of finite reserves in an environment where revenue sources have contracted
permanently.

Expertise Departure Spiral in Technical Operations

Employment in NAICS 71 remains 16% below 2019 levels. The workers who departed were concentrated
in technical and production roles where venue-specific knowledge accumulates over years: the sound
engineer who knows which acoustic adjustments work in a specific venue; the stage manager who knows
what staffing combinations produce safe coverage; the technical director who maintained relationships
with equipment vendors and knew how to solve problems outside standard procedures. When these
experienced practitioners left during pandemic shutdowns and found alternatives, they removed structural
capacity that cannot be replicated through hiring alone. The departure rate is no longer driven by individual
career decisions. It is driven by structural conditions that make remaining unsustainable: the part-time,
seasonal nature of entertainment work no longer offers stability when adjacent industries offer permanent
employment; the 14% wage level for most Equity actors no longer competes with alternatives; the absence
of health insurance and retirement benefits concentrates departure among older workers whose
accumulated institutional knowledge is highest. When technical expertise departs, remaining staff
experience immediate load concentration. The departing knowledge is often the knowledge required to
recognize and respond to production anomalies, safety conditions, or equipment failures. Its absence
accelerates further departure by people whose load just increased. Each departure removes contextual
knowledge that took years to accumulate and years to replace through training. The spiral mechanism:
departures concentrate load on remaining staff, concentrated load drives additional departures from
workers who can find alternatives, departures remove context needed to train next-generation workers,
knowledge gap forces remaining staff to work under higher cognitive load and stress, stress accelerates
further departures. This is not a staffing shortage. It is a structural condition where the sector has become
configured to consume the expertise it depends on to operate.

Cross-Cutting Theme Connections

Three of the four cross-cutting structural themes operate at elevated intensity in the Arts, Entertainment &
Recreation sector. The fourth (Workforce) operates at severe intensity in this sector specifically.

Monopoly Concentration

The defining Thinness condition of this sector is not general market consolidation but vertical monopoly:
the integration of venue ownership, ticket distribution, event promotion, and artist management into a
single entity whose market position cannot be challenged through normal competitive entry. Live Nation’s
control of 80% of major venue ticketing operates differently from pharmaceutical distribution concentration
(Healthcare) or staffing agency consolidation (Admin & Support). In those sectors, alternative distributors
exist even if market share is concentrated. In live entertainment, the venue itself is the bottleneck: an artist




who cannot access Live Nation venues cannot reach the audiences those venues serve, and no
alternative venue infrastructure exists at comparable scale. The antitrust framework designed for
horizontal market concentration does not effectively address vertical integration that controls the entire
value chain.

Regulatory Fragmentation

The Permission architecture governing entertainment fragments across three distinct regulatory domains
that do not coordinate. Safety regulation fragments by state, with nine states maintaining no amusement
ride oversight at all. Gambling regulation fragments by state with tax rates varying sevenfold. Antitrust
enforcement operates at the federal level but requires state attorney general cooperation for
implementation. Thirty-six states rejected the proposed Live Nation settlement. The structural
consequence is that no single regulatory authority governs the sector coherently. A sports betting operator
in New York pays 51% tax while the same operator in Nevada pays 6.75%. A theme park in one state
undergoes annual safety inspection while an identical park in an adjacent state operates with no state
oversight. The regulatory architecture does not match the structural reality of an industry that operates
nationally and increasingly globally.

Cultural Infrastructure Loss

The Absence conditions documented in this assessment produce a structural consequence that
distinguishes this sector from every other assessed sector: the loss is irreversible in ways that
manufacturing closures, retail bankruptcies, or wholesale disintermediation are not. When a community
theater closes, the rehearsal space, technical equipment, audience relationships, and artistic institutional
knowledge accumulated over decades disappear. When a movie theater closes, the exhibition
infrastructure and the community gathering function it served disappear. When an arts organization
exhausts its reserves and shuts down, the cultural programming it provided (youth education, community
performance, artistic development) vanishes from the community permanently. No market mechanism
recreates this infrastructure because the infrastructure was never commercially viable on its own. It existed
because public funding, philanthropic support, and volunteer labor subsidized the gap between what
communities value and what markets will price. The withdrawal of that subsidy does not create a market
opportunity. It creates a permanent absence.

What This Means for Organizations in This Sector

The structural conditions identified in this assessment are visible to anyone operating in arts,
entertainment, or recreation. The venue consolidation, the funding cuts, the workforce departures, the
regulatory complexity. These are the conditions venue operators, artistic directors, sports executives, and
recreation managers navigate daily. What this assessment adds is the structural architecture: how these
conditions interact, where they compound, and which conditions are within organizational control versus
which are sector-level forces that no individual organization can reverse.




Four structural observations emerge from this analysis. The interaction mechanism first: these four
frequencies do not merely coexist. They connect through specific structural pathways. Venue
concentration (Thinness) means independent operators cannot access audiences at viable terms,
reducing revenue and accelerating reserve depletion (amplifying Absence). Regulatory fragmentation
(Permission) means compliance costs consume operational capacity that could otherwise invest in
workforce retention (amplifying Management). Workforce departure (Absence) means organizations
cannot staff productions, reducing programming quality and audience attendance, further eroding revenue
(amplifying Thinness). And workforce precarity (Management) ensures experienced workers continue
departing whenever alternatives appear (amplifying Absence). Each frequency’s degradation connects to
the others. This interaction pattern would be interrupted if several conditions changed: if monopoly venue
pricing were restricted through successful antitrust action, if public funding for non-commercial
entertainment resumed at historical levels, if compensation for arts workers recovered to competitive levels
with adjacent industries, or if regulatory authority over amusement rides and gaming was unified across
states. None of these corrections is currently observable in the federal data.

The four-Severe profile makes NAICS 71 the most structurally exposed Tier 3 sector assessed. No other
Tier 3 sector shows Severe severity across all four frequencies simultaneously. This does not mean the
sector is collapsing uniformly. Sports franchise valuations climbing 22% annually demonstrate that
commercially viable entertainment is thriving. The structural exposure concentrates in the organizations
that cannot access monopoly pricing power, cannot attract commercial investment, cannot compete with
adjacent industries for labor, and depend on public funding that is systematically withdrawing. The sector is
fracturing, not failing, and the fracture line runs between organizations with structural advantages and
organizations without them.

The irreversibility of cultural infrastructure loss distinguishes this sector from every other. When a
wholesale distributor closes, another can occupy its market position. When a manufacturing plant shuts
down, the building can be repurposed. When a community theater, a local museum, or an independent
music venue closes, the institutional knowledge, audience relationships, technical infrastructure, and
community cultural function disappear permanently. The diagnostic question for any organization in this
sector is not whether profitability is sustainable, but whether the organization has the structural capacity
(reserves, workforce depth, revenue diversification, community support) to survive the next two years of
this funding and competitive environment without crossing a threshold from which cultural infrastructure
cannot recover.

Methodology

The Four Frequencies framework measures structural resilience across four dimensions: Thinness (depth
of critical capacity), Permission (distribution of decision authority), Management (leadership and
operational effectiveness), and Absence (gaps in critical functions and their consequences). Each
frequency is assessed across five dimensions, for a total of twenty structural measurements.

Sector-level assessments draw on federal data mapped to the twelve publicly-measurable dimensions.
Organization-level diagnostics add behavioral intelligence from internal raters to score all twenty




dimensions. The combination produces the Structural Resilience Index (SRI), a composite score calibrated
to a five-band severity scale.

Severity terminology: MINIMAL (structural conditions within normal operating parameters, no dangerous
dependencies), MODERATE (early structural conditions that merit monitoring, concentration visible but not
yet load-bearing), ELEVATED (active structural conditions requiring attention, something finite is absorbing
extra load), SEVERE (significant structural vulnerability with compounding risk, damage spreads when
something breaks), CRITICAL (acute structural vulnerability requiring immediate intervention, multiple
failures compounding).

What This Means for Your Organization

This brief describes the structural environment your organization operates inside. Whether these
sector-level conditions are amplified or mitigated within your specific organization depends on
your internal structural profile.

The Four Frequencies diagnostic measures all 20 dimensions for a single organization,
producing a 40-page structural analysis with the Structural Resilience Index.

sjbridger.com/organizations
contact@sjbridger.com

About S.J. Bridger

S.J. Bridger is a structural resilience diagnostics practice. We analyze the structural conditions that
determine whether organizations hold together when key people leave, when systems fail, and when the
relationships that carried institutional knowledge disappear. The Four Frequencies framework was
developed through forensic analysis of organizational failures across multiple sectors and refined through
diagnostic engagements that measure what traditional assessments miss.

Structural Intelligence Briefs are published assessments of sector-level conditions. They are updated
quarterly as federal data sources release new information. The Arts, Entertainment & Recreation brief is
the second in a series covering all 20 NAICS sectors.




DISCLAIMER: This Structural Intelligence Brief is a sector-level structural assessment based on publicly available federal data and the Four
Frequencies analytical framework. It does not constitute advice to any specific organization. It does not establish a consulting engagement,
advisory relationship, or professional obligation between S.J. Bridger and any reader or recipient.

Sector-level structural conditions described in this brief may or may not apply to any individual organization within the Arts, Entertainment &
Recreation sector. Organizational structural profiles vary based on internal conditions that are measurable only through diagnostic
engagement. Decisions regarding organizational strategy, workforce planning, risk management, or any other operational matter should not
be based solely on the sector-level findings in this document.

The severity scores, structural risk scenarios, and analytical observations in this brief reflect conditions as of the publication date. Federal data
sources update at varying intervals. This brief will be updated quarterly. Prior versions should not be relied upon after a subsequent version
has been published.

The Four Frequencies framework and Structural Resilience Index are proprietary analytical tools of S.J. Bridger. Reproduction of the
framework methodology, severity scoring system, or dimensional architecture without written permission is prohibited.

Copyright 2026 S.J. Bridger. All rights reserved. The Four Frequencies framework and Structural Resilience Index are proprietary analytical tools. This
brief may be shared in its entirety. Excerpts require attribution.
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