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Executive Summary

The sector that sells human presence cannot automate its way out of a workforce that stopped showing

up. U.S. Arts, Entertainment & Recreation operates inside a structural contradiction. Ticketing and venue

control have consolidated to a degree that appears structurally resilient: Live Nation and Ticketmaster

control approximately 80% of major venue promotion and ticketing. That concentration did not produce

structural stability. It produced structural brittleness, because the independent venues, theaters, and

exhibition capacity that once provided structural alternatives are disappearing. Performing arts revenue

declined 30% since 2019 with 44% of organizations operating in deficit. Movie theaters lost 5,700 screens

representing 12% of the national footprint. Employment in the sector remains 16% below 2019 levels and

shows no recovery trajectory.

This brief applies the Four Frequencies diagnostic framework to U.S. Arts, Entertainment & Recreation

using 9 federal data metrics from Census Bureau, BLS, BEA, NEA, and DOJ. It identifies structural

conditions that organizational leaders and venue operators inside this sector inherit, whether or not they

recognize them. The severity scores are not predictions. They are measurements of conditions that

already exist.

All four of the frequencies score VULNERABLE. No frequency in U.S. Arts, Entertainment &

Recreation scores STABLE or better.
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Sector Structural Profile

Arts, Entertainment & Recreation (NAICS 71) encompasses performing arts and spectator sports,

museums and historical sites, and amusement and recreation facilities. It is the infrastructure through

which Americans gather for shared cultural and recreational experience. The sector accounted for

approximately $180 billion in economic activity pre-pandemic. Seventy percent of that activity disappeared

overnight when venues closed in 2020.

Market Concentration & Independent Venue Collapse

The structural story of American entertainment over the past two decades is consolidation punctuated by

permanent infrastructure loss. Live Nation Entertainment, through its merger with Ticketmaster, controls

approximately 80% of major venue promotion across the United States. Ticketmaster itself controls 86% of

exclusive ticketing contracts with major venues. This level of concentration in other industries would trigger

immediate antitrust intervention. In entertainment, it has become structural normality.
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The structural consequence is not stability. Independent venues—the theaters, concert halls, and

entertainment spaces that provide structural alternatives to monopoly pricing—have disappeared at

accelerating rates. Performing arts revenue declined 30% since 2019. 44% of performing arts

organizations currently operate in deficit. 64% of independent venues report they cannot operate profitably

under current economic conditions. Movie theaters lost 5,700 screens permanently, representing 12% of

the pre-pandemic national footprint. The sector consolidated market power precisely as market scale

contracted.

Workforce Departure & Structural Unemployment

The consolidation narrative is incomplete without its companion: the workforce that fills those venues is not

returning. Employment in NAICS 71 remains approximately 16% below 2019 levels. This is not a hiring

challenge. It is a structural departure of experienced labor from roles that offer insufficient economic

security. Technical crew, stage managers, production specialists, venue operators, and experienced

seasonal staff found employment in adjacent industries during pandemic closures and chose not to return.

The workforce model that sustained the sector operated on structural precarity: 40-50% part-time workers,

seasonal employment cycles where workers gain and lose jobs twice per year, and compensation models

that required workers to maintain secondary employment to survive. Only 14% of Equity actors (the union

governing theatrical employment) earn a living wage from theater alone. The 2023 WGA and SAG-AFTRA

strikes produced $10.5 billion in GDP impact and revealed that the sector's management structures had

not priced in the structural agency that collective action by creative workers represented.

Four Frequency Assessment

The Four Frequencies framework measures structural resilience across four dimensions of organizational

and sector health. Each frequency captures a distinct pattern of structural vulnerability. Severity scores

reflect the current state of measurable conditions, not projections or sentiment.

THINNESS VULNERABLE

Thinness measures the structural depth of critical capacity. In Arts, Entertainment & Recreation, it surfaces

as venue monopoly control, performing arts revenue collapse, and independent venue profitability crisis.

The evidence for VULNERABLE is direct. One company controls 80% of major venue ticketing and

promotion. A second company controls 86% of exclusive venue ticketing contracts. When two firms control

the distribution infrastructure for 80%+ of entertainment content, the system has zero structural depth at

the distribution layer. Performing arts revenue declined 30% since 2019, and 44% of organizations operate

in deficit. The independent venues that once provided structural alternatives to monopoly pricing are

disappearing precisely because they cannot compete with consolidated players who can distribute content

across multiple venues simultaneously.
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Theater screen loss reinforces the pattern. The sector lost 5,700 movie screens, representing 12% of

national footprint. This is not a temporary correction. Once screens close, they do not reopen. The

structural depth that existed when multiple independent exhibitors operated screens has become

concentrated in fewer chains operating at lower capacity.

Thinness in Arts, Entertainment & Recreation is not merely a business cycle problem. It is a

structural condition in which the distribution infrastructure cannot support the independent

supply capacity that once competed against it.

PERMISSION VULNERABLE

Permission measures how structural conditions distribute or concentrate decision authority and regulatory

oversight. In Arts, Entertainment & Recreation, it surfaces as sports betting regulatory fragmentation,

amusement ride safety gaps, and antitrust framework failure.

Sports betting legalization since 2018 has created a fragmented regulatory landscape. Thirty-nine states

now permit sports betting, but each operates under different tax rates (ranging from 6.75% in Nevada to

51% in New York online), different licensing requirements, and different consumer protection standards.

The total handle exceeds $120 billion annually. The regulatory architecture was designed for casino-based

gambling in specific jurisdictions. It has not adapted to mobile betting platforms accessible from anywhere.

Tribal gaming operations, historically protected by sovereign immunity, now face a $2.5 billion threat from

prediction markets (Kalshi, Polymarket) operating entirely outside traditional gaming regulatory

frameworks.

Safety regulation provides the second Permission dimension. Nine states maintain zero statutory

framework for amusement ride safety inspection. 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. Ticketmaster's 86%

exclusive venue contracts represent a Permission condition where venues have granted exclusive

ticketing authority to a single firm, and the regulatory framework designed to prevent this concentration has

failed to prevent it.

The DOJ antitrust settlement with Live Nation in 2010 was designed to constrain consolidation. Instead,

consolidation accelerated. 36 state attorneys general rejected the settlement as insufficient. The

Permission gap is the failure of regulatory authority to align with the structural reality of how the sector

operates.

MANAGEMENT VULNERABLE

Management frequency measures how structural conditions shape leadership effectiveness, operational

coordination, and the capacity to execute strategy under pressure. In Arts, Entertainment & Recreation, it

surfaces as workforce precarity, collective labor action demonstrating structural agency, and management
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model failure.

The workforce structure is the sector's primary Management vulnerability. Between 40-50% of

entertainment workers are part-time or seasonal. Amusement parks swing 35-40% in seasonal

employment, hiring 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 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.

The 2023 WGA and SAG-AFTRA strikes provide the forensic case. One hundred forty-eight days of writer

strikes and 118 days of actor strikes produced $10.5 billion 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. 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.

ABSENCE VULNERABLE

Absence measures what happens when structural conditions create gaps in critical functions, and what fills

those gaps. In Arts, Entertainment & Recreation, it surfaces as workforce departure patterns, physical

infrastructure loss, and 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. 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.

Physical infrastructure loss reinforces the departure pattern. Five thousand seven hundred movie screens

disappeared permanently. Museums and performing arts venues that closed during shutdowns never

reopened. The cultural infrastructure that remained in communities was permanently reduced. Public

funding for the arts collapsed at every level. State and local government arts funding declined 22%.

Foundation grants declined 25%. NEA funding remained flat. The combination of workforce departure,

infrastructure loss, and funding erosion produced a sector with reduced capacity that cannot be easily

reversed. Screen closures and venue closures are not temporary. They represent permanent structural

withdrawal from the sector.
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When four frequencies interact as a reinforcing loop rather than independent variables, the

sector's structural trajectory is set by whichever frequency deteriorates fastest. In Arts,

Entertainment & Recreation, all four are deteriorating simultaneously.

Federal Data Evidence Base

This assessment draws on 9 metrics from five federal agencies. Each metric maps to one or more Four

Frequencies dimensions. The data is publicly available; the structural interpretation through the Four

Frequencies lens is proprietary.

Source Metric Key Finding

DOJ / RIAA Live Nation / Ticketmaster market share 80% major venue promotion; 86% exclusive contracts

NEA Performing arts revenue change (2019-2024) -30% decline; 44% of organizations in deficit

Census / BLS Independent venue profitability 64% report unprofitable operations

NATO Movie screen loss (2019-2024) 5,700 screens lost (12% of national footprint)

BLS NAICS 71 employment recovery 16% below 2019 baseline; no recovery trajectory

SCHE Amusement park seasonal employment swing 35-40% workforce swing summer-to-fall

NYSCA / NEA Arts funding at state/local level State & local funding -22%; NEA flat; grants -25%

DOJ Sports betting regulatory fragmentation 39 states; tax rates 6.75% to 51%; $120B handle

AAFDC / BLS Equity actors living wage Only 14% earn living wage from theater

Sources: Department of Justice (DOJ), Bureau of Labor Statistics (BLS), Census Bureau, National Endowment for the Arts (NEA),
Recording Industry Association of America (RIAA), National Association of Theatre Owners (NATO), Seasonal Employment
Characteristics Exchange (SCHE), New York State Council on the Arts (NYSCA), Actors' Equity Association Foundation Data
Collection (AAFDC).

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.

Cascade Scenario: Regional Entertainment Infrastructure Collapse

A major entertainment holding company or consolidated venue operator experiences a cyberattack, labor

action, or financial distress. In a regional market where that operator controls 40-60% of venues, the

disruption cascades to the community. Backup capacity does not exist because independent venues have

closed and consolidated operators at remaining venues were already operating at thin margins. The
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structural conditions that made this scenario possible: 80% ticketing concentration, 44% of performing arts

organizations in deficit, 5,700 permanent screen losses reducing exhibition capacity nationally.

Compounding Scenario: Workforce Spiral

A major venue or entertainment organization experiences sudden labor shortage (through departure or

collective action). Remaining staff absorb the workload, increasing burnout and injury risk. Part-time

workforce cannot be scaled up because no trained reserve capacity exists after 16% employment decline.

Seasonal hiring pools are depleted as workers who departed during pandemic do not return. Operating

costs spike. The organization cannot improve compensation because it operated on thin margins (44% of

performing arts orgs in deficit). Services are curtailed, transferred, or eliminated.

Structural Freeze Scenario: Monopoly Consolidation Without Resilience

Live Nation and Ticketmaster continue consolidating market control in an environment where no regulatory

constraint has proven effective (36 state attorneys general rejected the prior settlement). Alternative

distribution capacity has already been eliminated through the closure of 5,700 screens and thousands of

independent venues. No structural competitor remains. When the consolidated operator experiences

disruption, the entire sector's distribution architecture fails simultaneously. The appearance of consolidated

strength is actually structural brittleness because there is no backup when the single point of failure is

triggered.

Each scenario describes a pattern, not an event. The structural conditions that enable these

patterns are measurable today. Whether a specific organization experiences them depends

on its internal structural profile, which is what the diagnostic measures.

The Diagnostic Gap

This brief assesses structural conditions visible from federal data and public sources. The Four

Frequencies framework measures 20 dimensions. Twelve are assessable from public data. Eight require

diagnostic access to an organization's internal structural patterns through behavioral intelligence from

raters inside the organization.

What Public Data Reveals (12 Dimensions)

The 12 public dimensions capture sector-level structural conditions: venue concentration, entertainment

workforce supply and demand ratios, infrastructure capacity, regulatory fragmentation, labor stability, and

operational risk exposure. These are the dimensions scored in this brief. They describe the structural

environment that every organization in this sector inhabits.

What Requires Diagnostic Access (8 Dimensions)



S.J. B
rid

ger  |
  S

tru
ctural In

tellig
ence

S.J. Bridger  |  Structural Intelligence Brief  |  Arts, Entertainment & Recreation Page 8

Institutional Knowledge Mapping

Where critical knowledge actually lives. Federal data shows that 16% of pre-pandemic workers departed. It cannot
tell you which specific expertise domains departed with them inside your organization.

Decision Authority Distribution

Who can make which decisions, and how far authority sits from the point of impact. Consolidation data shows
market control concentration. It cannot map the decision architecture inside a specific venue or entertainment
organization.

Succession Readiness

Whether identified successors can actually absorb the structural load of the roles they would inherit. Workforce
departure data shows the trend. It cannot assess whether the next leader inherits a functional structure or a fragile
one.

Cultural Load Distribution

Which informal norms and relationships are currently absorbing structural weight that formal systems have failed to
carry. No federal dataset measures this.

Communication Pathway Integrity

Whether information moves through the organization at the speed required for the decisions being made. Market
concentration creates structural distance between decisions and outcomes. Only internal assessment reveals the
actual communication architecture.

Adaptive Capacity Under Stress

How the organization's structural profile changes under pressure. The scenarios in the preceding section describe
sector-level patterns. How a specific organization responds depends on dimensions only visible through diagnostic
engagement.

Role Architecture Coherence

Whether the organization's role structure matches its actual operational requirements, or whether critical functions
survive on workarounds and informal arrangements.

Strategic Alignment Depth

Whether stated strategy and actual structural capacity point in the same direction. An organization pursuing growth
through acquisition while its workforce retention deteriorates has a strategic alignment problem that only internal
data can quantify.

The gap between what is publicly visible and what is structurally real is where organizational

risk lives. The brief tells you the weather. The diagnostic tells you whether your roof can hold.

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.
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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 six-band severity scale.

Severity terminology: RESILIENT (structural depth across all frequencies), STABLE (adequate structural

capacity with minor gaps), STRAINED (measurable structural pressure in one or more frequencies),

VULNERABLE (significant structural gaps with compounding risk), FRAGILE (structural conditions that

amplify disruption), CRITICAL (structural failure in progress or imminent).

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.
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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 third in a series covering all 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.


