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ABSTRACT 

Organ iza t ions  engaged i n  t h e  product ion  and mass d i s t r i b u t i o n  of 

I I c u l t u r a l "  i t e m s  o f t e n  a r e  confronted  by h i g h l y  u n c e r t a i n  environments 

a t  t h e i r  i n p u t  and o u t p u t  boundar ies .  ' Thi s  paper  o u t l i n e s  t h e  s t r u c t u r e  

and o p e r a t i o n  o f  e n t r e p r e n e u r i a l  o r g a n i z a t i o n s  i n  t h e  most s p e c u l a t i v e  

segments o f  t h r e e  c u l t u r a l  i n d u s t r i e s  : book pub l i sh ing ,  phonograph records  

and motion p i c t u r e s .  Commercial " c u l t u r a l "  p roduc t s  a r e  conceived a s  

I I  non-material" goods, d i r e c t e d  a t  a  mass p u b l i c  o f  consumers, f o r  whom 

they  s e r v e  an  " e s t h e t i c , "  r a t h e r  than  a  c l e a r l y  " u t i l i t a r i a n "  purpose. 

Three a d a p t i v e  "coping" s t r a t e g i e s  a r e  s e t  f o r t h  and examined: t h e  

deployment of  "contac t"  men t o  o r g a n i z a t i o n a l  boundar ies  ; overproduct iol l  

and d i f f e r e n t i a l  promotion of  new i t e m s ;  and the  coop ta t ion  of  mass media 

ga tekeepers .  The concept  of an " indus t ry  system" i s  proposed a s  a  u se fu l  

frame of  r e f e r e n c e  i n  which t o  t r a c e  t h e  f i l t e r i n g  of  new products  and 

i d e a s  a s  they flow from producer  t o  consumer, and i n  which t o  examine 
' , ,  

. r e l a t i o n s  among o r g a n i z a t i o n s .  This  s u b s t a n t i v e  a r e a ,  seldom viewed from 

an  o r g a n i z a t i o n a l  p e r s p e c t i v e ,  i s  then  r e l a t e d  t o  a  growing body of  l i t e r -  . .., 
a t u r e  i n  t h e  sub - f i e ld  of  i n t e r o r g a n i z a t i o n a l  r e l a t i o n s .  



THE PROCESSING OF FADS AND FASHIONS BY CULTURAL INDUSTRIES: 
I 

AN ORGANIZATION-SET AiiALYSIS 
1 I 

i 

Some y e a r s  ago I had t h e  o p p o r t u n i t y  t o  s t u d y  r a t h e r  extensive1.y 

and a t  f i r s t  hand t h e  women's f a s h i o n  i n d u s t r y  ... I was f o r c i b l y  

impressed by t h e  f a c t  t h a t  t h e  s e t t i n g  o r  de t e rmina t ion  of  

f a s h i o n  takes '  p l a c e  a c t u a l l y  through an i n t e n s e  p roces s  of  

s e l e c t i o n .  A t  a s ea sona l  opening o f  a  major P a r i s i a n  f a sh ion  

house t h e r e  may be  p re sen t ed  a  hundred o r  more d e s i g n s  o f  

women's evening  wear b e f o r e  an audience  o f  from one t o  two hun- 

d red  buyers .  The manager ia l  c o r p s  o f  t h e  f a s h i o n  house i s  a b l e  

t o  i n d i c a t e  a  group o f  about  t h i r t y  des igns  o f  t h e  e n t i r e  l o t ,  

i n s i d e  o f  which w i l l  f a l l  t h e  s m a l l  number, u s u a l l y  about  s i x  

t o  e i g h t  d e s i g n s ,  t h a t  a r e  chosen by t h e  buyers , ,  b u t  t h e  mana- 

g e r i a l  s t a f f  i s  t y p i c a l l y  unable  t o  p r e d i c t  t h i s  sma l l  number 

on which t h e  cho ices  converge. Now, t h e s e  cho ices  a r e  made by 

t h e  buyers  - a  h i g h l y  compe t i t i ve  and s e c r e t i v e  l o t  - indepen- 
I.., 

d e n t l y  of  each  o t h e r  and wi thou t  knowledge.of each  o t h e r ' s  

s e l e c t i o n s .  Why should  t h e i r  cho ices  converge on a  few des igns  

a s  they  do? When t h e  buyers  were asked why they chose ofie d r e s s  

i n  p r e f e r e n c e  t o  ano the r  - between which my inexper ienced  eye  



cou ld  see no a p p r e c i a b l e  d i f f e r e n c e  - t h e  typXcal ,  hones t ,  y e t  

l a r g e l y  uninformative answer was t h a t  t h e  d r e s s  was "s tunning."  

(Blumer, 1969,. pp. 278-279) 

The p r e s e l e c t i o n  o f  goods f o r  p o t e n t i a l  consumption i s  a  f e a t u r e  

common t o  a l l  i n d u s t r i e s .  I n  o r d e r  f o r  new p roduc t s  o r  i d e a s  t o  reach  a  

p u b l i c  o f  consumers,  they  f i r s t  must be  p roces sed  f avo rab ly  through a  sys-  

t e m  o f  o r g a n i z a t i o n s ,  whose u n i t s  f i l t e r  o u t  a  l a r g e  p ropor t i on  of  cand ida t e s  

b e f o r e  they  a r r i v e  a t  t h e  bonsumption s t a g e  ( B a r n e t t ,  1953) . . Much theo ry  

and r e s e a r c h  on complex o r g a n i z a t i o n s  i s  concerned w i t h  i s o l a t e d  a s p e c t s  

o f  t h i s  p r o c e s s ,  by which innova t ions  f low through o r g a n i z a t i o n  systems 

-- such  a s  t h e  r e l a t i o n  o f  r e s e a r c h  and development u n i t s  t o  t h e  i n d u s t r i a l  

f  i n n  (Burns and S t a l k e r ,  1961 ; Wilensky , 1968) ; o r  problems encountered by 

p u b l i c  agenc i e s  a t t empt ing  t o  implement new p o l i c y  d e c i s i o n s  (Se l zn i ck ,  1949; 

B a i l e y  and Mosher, 1969 ; Moynihan, 1969).  

Most s t u d i e s  of  t h e  "ca ree r s "  o f  i n n o v a t i o n s ,  however, t r e a t  on ly  

t h e  i nven t ion  and t h e  u l t i m a t e  adopt ion  s t a g e s  as problemat ic .  The 
, . ., 

t I  
. throughput"  s e c t o r ,  comprised o f  o r g a n i z a t i o n s  which f i l t e r  t h e  overf low 

o f  i n fo rma t ion  and m a t e r i a l s  in tended  f o r  consumers,  i s  g e n e r a l l y  ignored.  
2  

L i t e r a t u r e  on t h e  d i f f u s i o n  of i n n o v a t i o n s ,  f o r  example, is concerned s o l e l y  

w i t h  t h e  r e c e p t i o n  accorded a new product  by consumers,  subsequent  t o  i t s  



r e l e a s e  i n t o  t h e  marketplace by sponsor ing  o r g a n i z a t i o n s  (Rogers,  1962).  

From an  o r g a n i z a t i o n a l  p e r s p e c t i v e ,  two ques t ions  p e r t a i n i n g  t o  any inno- 

v a t i o n  a r e  l o g i c a l l y  p r i o r  t o  i t s  expe r i ence  i n  t h e  marke tp lace :  . (1) by 

what c r i t e r i a  was i t  s e l e c t e d  f o r  sponsorsh ip  over  a v a i l a b l e  a l t e r n a t i v e s ?  

and ( 2 )  might c e r t a i n  c h a r a c t e r i s t i c s  o f  i t s  o r g a n i z a t i o n a l  sponsor ,  such 

as p r e s t i g e  o r  t h e  s i z e  o f  an a d v e r t i s i n g  budget ,  s u b s t a n t i a l l y  a i d  i n  

e x p l a i n i n g  t h e  u l t i m a t e  succes s  o r  f a i l u r e  o f  t h e  new product  o r  i d e a ?  

I n  modem, i n d u s t r i a l  s o c i e t i e s ,  t h e  product ion  and d i s t r i b u t i o n  of 

b o t h  f i n e  a r t  and popu la r  c u l t u r e  e n t a i l  r e l a t i o n s h i p s  among a complex 

network of  o r g a n i z a t i o n s  which both  f a c i l i t a t e  and r e g u l a t e  t h e  innovat ion  

p roces s .  Each o b j e c t  must be "discovered,"  sponsored,  and brought  t o .  p u b l i c  

a t t e n t i o n  by e n t r e p r e n e u r i a l  o r g a n i z a t i o n s  o r  non-prof i t  agencies  be fo re  

t h e  o r i g i n a t i n g  a r t i s t  o r  w r i t e r  can b e  l i n k e d  s u c c e s s f u l l y  t o  t h e  in tended  

audience.  Decis ions taken  i n  o r g a n i z a t i o n s  whose a c t i o n s  can b lock  o r  

f a c i l i t a t e  communication, t h e r e f o r e ,  may w i e l d  g r e a t  i n f l u e n c e  ove r  t h e  

acces s  o f  a r t i s t  and audience t o  one ano the r .  The content  of  a n a t i o n ' s  

popular  c u l t u r e  i s  e s p e c i a l l y  s u b j e c t  t o  economic c o n s t r a i n t s ,  due t o  t h e  

, ..' 
l a r g e r  s c a l e  of  c a p i t a l  investment  r e q u i r e d  i n  t h i s  a r e a  t o  l i n k  c r e a t o r s  

and consumers e f f e c t i v e l y .  3 

Thi s  paper w i l l  o u t l i n e  t h e  s t r u c t u r e  and o p e r a t i o n  of  e n t r e p r e n e u r i a l  

o r g a n i z a t i o n s  engaged i n  t h e  product ion  and mass d i s t r i b u t i o n  o f  t h r e e  



I 
p r e n e u r i a l  o r g a n i z a t i o n s  i n  c u l t u r a l  i n d u s t r i e s  con f ron t  a  s e t  o f  problems 

i 

. . 
e s p e c i a l l y  i n t e r e s t i n g  t o  s t u d e n t s  o f  i n t e r - o r g a n i z a t i o n a l  r e l a t i o n s ,  

mainly: goa l  d i s s e n s u s ,  boundary-spanning r o l e  occupants  w i t h  non-organ- 

types  of " c u l t u r a l "  i t ems :  books, r eco rd ings  and motion p i c t u r e s .  

i z a t i o n a l  norms, l e g a l  and va lue  ' c o n s t r a i n t s  a g a i n s t  v e r t i c a l  i n t e g r a t i o n ,  

Entre-  

and,hence,  dependence on autonomous agencies  ( e s p e c i a l l y  mass media gate-  

keepers )  f o r  l i n k i n g  t h e  o r g a n i z a t i o n  t o  i t s  customers.  I n  response t o  

environmental  u n c e r t a i n t i e s ,  mainly a  h i g h  r i s k  element and changing 

p a t t e r n s  of  d i s t r i b u t i o n ,  they  have evolved a  r i c h  assor tment  o f  adapt ive  

"coping" s t r a t e g i e s ,  and thus  o f f e r  a  promising a r e n a  i n  which t o  develop 

and apply  t e n t a t i v e  p r o p o s i t i o n s  de r ived  from s t u d i e s  o f  o t h e r  types  of  

o r g a n i z a t i o n s  and advanced i n  t h e  f i e l d  o f  o r g a n i z a t i o n  s t u d i e s .  Our 

f o c a l  o r g a n i z a t i o n s  (Evan, 1963) a r e  t h e  commercial p u b l i s h i n g  house,  t h e  

movie s t u d i o  and t h e  r eco rd  company. My d e s c r i p t i o n  o f  t h e i r  o p e r a t i o n  i s  

based on in fo rma t ion  and impress ions  ga thered  from (1)  an e x t e n s i v e  sampling 

o f  t r a d e  papers  d i r e c t e d  a t  members of  t h e s e  i n d u s t r i e s , .  p r i m a r i l y :  - Pub- 

l i s h e r s '  Weekly, B i l l b o a r d  and Var i e ty ;  (2) f i f t y - t h r e e  open-ended i n t e r -  
. .., 

. views w i t h  i n d i v i d u a l s  a t  a l l  l e v e l s  o f  t h e  pub l i sh ing ,  r eco rd ing  and 

4 
broadcas t ing  i n d u s t r i e s ;  and (3) a  thorough review o f  a v a i l a b l e  secondary 

sou rces .  



D e f i n i t i o n s  and Conceptual Framework 

I I  Cu l tu ra l "  p roduc t s  may be de f ined  t e n t a t i v e l y  a s  "non-material" 

goods d i r e c t e d  a t  a  p u b l i c  of  consumers, f o r  whom they  gene ra l ly  s e r v e  

an e s t h e t i c  o r  e x p r e s s i v e ,  r a t h e r  than  a  c l e a r l y  " u t i l i t a r i a n t t  func t ion .  

I n s o f a r  a s  one o f  i t s  goals  i s  t o  c r e a t e  and s a t i s f y  consumer demand f o r  

new fads  and f a s h i o n s ,  every consumer i n d u s t r y  is  engaged t o  some ex ten t  

i n  t h e  product ion  o f  "cul ' tural" i t ems ,  and  any consumer good can thus  

be  p l aced  a long  t h e  implied continuum between " c u l t u r a l "  and " u t i l i t a r i a n "  

products .  T h e  two p o l e s ,  however, shou ld  be  i n t u i t i v e l y  d i s t i n c t .  Movies, 

p l a y s ,  books, a r t  p r i n t s ,  phonograph r e c o r d s ,  and p ro  f o o t b a l l  games a r e  

predominant ly " c u l t u r a l "  products ;  each i s  "non-material" i n  t h e  sense  

t h a t  i t  embodies a  l i v e ,  one-of-a-kind performance and/or  con ta ins  a  

unique s e t  o f  i d e a s .  Foods and d e t e r g e n t s ,  on t h e  o t h e r  hand, s e r v e  more 

obvious " u t i l i t a r i a n "  needs.  The terms " c u l t u r a l  o rgan iza t ion"  r e f e r s  

. h e r e  on ly  t o  pro  f i t - s e e k i n g  f i r n s  producing c u l t u r a l  p roducts  f o r  n a t i o n a l  

d i s t r i b u t i o n .  Non-commercial o r  s t r i c t l y  l o c a l  organii!ations, such a s  

u n i v e r s i t y  p r e s s e s  and a t h l e t i c  teams, r e s p e c t i v e l y ,  are ,  thus  excluded 

- from c o n s i d e r a t i o n .  A fundamental d i f f e r e n c e  between e n t r e p r e n e u r i a l  

o rg 'an iza t ions  and non-prof i t  agencies  is  summarized by T o f f l e r  (1965, 

pp. 181-182) : 

I n  t h e  non-prof i t  s e c t o r  t h e  end-product is  most f r equen t ly  



i 
a l i v e  performance - a c o n c e r t ,  a  r e c i t a l ,  a  p l ay .  I f  Tor 

I 
purposes  o f  economic a n a l y s i s  w e  c o n s i d e r  a  l i v e  perfo&nce 

I 

t o  b e  a  commodity, w e  are immediately s t r u c k  by t h e  f a c t  

t h a t ,  u n l i k e  most commodities o f f e r e d  f o r  s a l e  i n  o u r ' s o c i e t y ,  

t h i s  commodity i s  n o t  s t a n d a r d i z e d .  It i s  n o t  machine made. 

It i s  a h a n d i c r a f t e d  i t e m . . .  Con t r a s t  t h e  o u t p u t  o f  t h e  non- 

p r o f i t  performing a r t s  w i t h  t h a t  o f  t h e  r eco rd  manufac turer .  

H e ,  t o o ,  sells what appea r s  t o  b e  a  performance. But i t  i s  

n o t .  It is  a  r e p l i c a  o f  a performance, a  mass-produced 

embodiment of  a  performance ... The book p u b l i s h e r ,  i n  e f f e c t ,  

does t h e  same. The o r i g i n a l  manuscr ipt  o f  t h e .  poem o r  nove l  

r e p r e s e n t s  t h e  a u t h o r ' s  work o f  a r t ,  t h e  i n d i v i d u a l ,  t h e  pro to-  

type .  The book i n  which i t  is subsequent ly  embodied i s  a 

[manufactured] r e p l i c a  o f  t h e  o r i g i n a l .  Its £ o m  o f  p roduc t ion  

i s  f u l l y  i n  keeping w i t h  t h e  l e v e l  o f  technology i n  t h e  s u r -  

rounding s o c i e t y .  . .  
Our frame o f  r e f e r e n c e  i s  t h e  c u l t u r a l  i n d u s t r y  system, comprised 

o f  a l l  o r g a n i z a t i o n s  engaged i n  t h e  p roces s  o f  f i l t e r i n g  new products  

and i d e a s  a s  they  flow from " c r e a t i v e "  personnel  i n  t h e  t e c h n i c a l  sub- 

system t o  t h e  manager ia l ,  i n s t i t u t i o n a l  and s o c i e t a l  l e v e l s  o f  o r g a n i z a t i o n  

(Pa r sons ,  1960) .  Each i n d u s t r y  sys tem is  seen  a s  a  s i n g l e ,  c o n c r e t e  and 



s t a b l e  network o f  i d e n t i f i a b l e  'and i n t e r a c t i n g  components. The concept 

o f  o r g a n i z a t i o n  l e v e l s ,  proposed i n i t i a l l y  t o  ana lyze  t r a n s a c t i o n s  w i t h i n  

t h e  boundar ies  o f  a  s i n g l e ,  l a r g e - s c a l e  o r g a n i z a t i o n ,  is e a s i l y  ' app l i ed  

t o  t h e  a n a l y s i s  of  i n t e r - o r g a n i z a t i o n a l  systems.  A r t i s t  and mass audience 

a r e  l i n k e d  by an ordered  sequence of  even t s :  b e f o r e  i t  can, e l i c i t  any 
I 

. audience  response ,  an a r t  o b j e c t  f i r s t  must succeed i n ' ( a )  competi t ion 

a g a i n s t  o t h e r s  f o r  s e l e c t  i on  and promo t i o n  by an e n t r e p r e n e u r i a l  o rgani -  

z a t i o n ,  and then  i n  (b)  r e c e i v i n g  mass media coverage i n  such forms a s  

book rev iews ,  r a d i o  s t a t i o n  a i r -p l ay  and f i l m  c r i t i c i s m .  It must b e  

o rde red  by r e t a i l  o u t l e t s  f o r  d i s p l a y  o r  e x h i b i t i o n  t o  consumers and, 

i d e a l l y ,  i t s  a u t h o r  o r  performer.  w i l l  appear  on t e l e v i s i o n  " t a lk"  shows 5 

and be  w r i t t e n  up a s  an i n t e r e s t i n g  "news" s t o r y .  Drawing on a  func t ion-  

a l i s t  model o f  o r g a n i z a t i o n a l  c o n t r o l  and f a c i l i t a t i o n  o f  i nnova t ions  

proposed by Boskoff (1964); we view t h e  mass media i n  t h e i r  gatekeeping 

r o l e  a s  a  primary " i n s t i t u t i o n a l  r e g u l a t o r  o f  innovat ion ."  

A number o f  concepts  and assumptions i m p l i c i t  . i n  ,+is paper  a r e  

taken from t h e  developing f i e l d  o f  i n t e r o r g a n i z a t i o n a l  r e l a t i o n s  and 

6 . . ., 
e l a b o r a t e d  on more f u l l y  by J. D. Thompson (1967). S t u d i e s  i n  t h i s  

emerging t r a d i t i o n  t y p i c a l l y  view a l l  phenomena from t h e  s t a n d p o i n t  of  

t h e  o r g a n i z a t i o n  under a n a l y s i s .  I t  seldom i n q u i r e s  i n t o  t h e  func t ions  

performed by the  o r g a n i z a t i o n  f o r  t h e  s o c i a l  system, b u t  a s k s  r a t h e r ,  a s  



a  temporary p a r t i s a n ,  how t h e  goa l s  o f  t h e . o r g a n i z a t i o n  may b e  cons t r a ined  

by s o c i e t y .  The o r g a n i z a t i o n  i s  assumed t o  a c t  under norms o f  r a t i o n a l i t y  

and t h e  s u b j e c t  o f  a n a l y s i s  becomes i ts  forms of  a d a p t a t i o n  t o  c o n s t r a i n t s  

imposed by .  i t s  technology and " task  environment.  " The term "organiza t ion-  

set" has  been proposed by Evan (1963) a s  analogous t o  t h e  r o l e - s e t  concept 

developed by Merton (1957) f o r  ana lyz ing  r o l e  r e l a t i o n s h i p s  : 

I n s t e a d  o f  t ak ing  a  p a r t i c u l a r  s t a t u s  a s  t h e  u n i t  o f  a n a l y s i s ,  

as Merton does i n  h i s  r o l e - s e t  a n a l y s i s ,  I t ake  .... an organ- 

i z a t i o n ,  o r  a  c l a s s  of  o r g a n i z a t i o n s ,  and t r a c e  i t s  i n t e r a c t i o n s  

w i t h  t h e  network o f  o r g a n i z a t i o n s  i n  i t s  environment,  i . e . ,  

w i t h  e lements  o f  i t s  o r g a n i z a t i o n - s e t .  As  a p a r t i a l  s o c i a l  

system, a  f o c a l  o r g a n i z a t i o n  depends on i n p u t  o r g a n i z a t i o n s  

f o r  v a r i o u s  types  of  r e sou rces  : pe r sonne l ,  m a t g r i e l ,  c a p i t a l ,  

l e g a l i t y ,  and l eg i t imacy  ... The f o c a l  o r g a n i z a t i o n  i n  t u r n  

produces a  product  o r  a  s e r v i c e  f o r  a market ,  an  audience,  a  

c l i e n t  system, e t c .  . , ,  

(Evan, 1963, pp. 177-1791 
, .., 

. A f t e r  examining t r a n s a c t i o n s  between t h e  f o c a l  o r g a n i z a t i o n  and elements  

7  o f  i t s  t a s k  environment, we w i l l  d e s c r i b e  t h r e e  a d a p t i v e  s t r a t e g i e s  devel- 

oped by c u l t u r a l  o r g a n i z a t i o n s  t o  minimize u n c e r t a i n t y .  F i n a l l y ,  v a r i a t i o n s  

w i t h i n  each i n d u s t r y  w i l l  b e  reviewed. 



i 
, 

I n p u t  and Output Organizat ion-Sets  

The p u b l i s h i n g  house,  movie s t u d i o  and r eco rd  company each i n v e s t s  
. . 

e n t r e p r e n e u r i a l  c a p i t a l  i n  t h e  c r e a t i o n s  and s e r v i c e s  o f  a f f i l i a t e d  

o r g a n i z a t i o n s  and i n d i v i d u a l s  a t  i t s  i n p u t  (product  s e l e c t i o n )  and o u t p u t  

(market ing)  boundar ies .  Each e f f e c t s  volume sales by l i n k i n g  i n d i v i d u a l  

c r e a t o r s  and producer  o rgan iza t ion?  w i t h  r e c e p t i v e  consumers and mass 

media ga t ekeepe r s .  New m a t e r i a l  i s  sough t  c o n s t a n t l y  because o f  t h e  

r a p i d  t u rnove r  o f  books, f i l m s  and r e c o r d i n g s .  

C u l t u r a l  o r g a n i z a t i o n s  c o n s t i t u t e  t h e  manager ia l  subsystems o f  t h e  

i n d u s t r y  systems i n  which they must o p e r a t e .  From a  u n i v e r s e  o f  innovati .ons 

proposed by "artists" i n  t h e  "c r ea t ive"  ( t e c h n i c a l )  subsystem, they  s e l e c t  

("discover")  a  sample o f  c u l t u r a l  p r o d u c t s  f o r  o r g a n i z a t i o n a l  sponsorsh ip  

and promotion. A d i s t i n c t i v e  f e a t u r e  o f  c u l t u r a l  i n d u s t r y  systems a t  t h e  

p r e s e n t  t i m e  i s  t h e  o r g a n i z a t i o n a l  s e g r e g a t i o n  o f  f u n c t i o n a l  u n i t s  and - 
subsystems.  I n  t h e  product ion  s e c t o r ,  t h e  t e c h n i c a l  and managerial  l e v e l s  

o f  o r g a n i z a t i o n  a r e  l i n k e d  by boundary-spanning " t a l en t .  s c o u t s , "  g., 

a c q u i s i o n s  e d i t o r ' s ,  record  "producers ,"  and f i l m  d i r e c t o r s ,  l o c a t e d  on 

- t h e  i n p u t  boundary o f  t h e  f o c a l  o r g a n i z a t i o n .  

To t h i s  p o i n t ,  c u l t u r a l  i n d u s t r i e s  resemble t h e  c o n s t r u c t i o n  indus-  

t r y  and o t h e r  o r g a n i z a t i o n  systems c h a r a c t e r i z e d  by what S tinchcombe (1959) 

c a l l s  " c r a f t  a d m i n i s t r a t i o n  o f  p roduct ion ."  The l o c a t i o n  o f  p r o f e s s i o n a l s  



i n  t h e  t e c h n i c a l  subsystem, and a d m i n i s t r a t o r s  i n  t h e  manager ia l ,  i n d i -  

c a t e s  t h a t  product ion  may be organized  a long  c r a f t ,  r a t h e r  than bureau- 

c r a t i c  l i n e s  (Stinchcombe, 1959).  I n  t h e  c u l t u r a l  i n d u s t r y  system, lower 

l e v e l  pe r sonne l  ( a r t i s t s  and t a l e n t  s c o u t s )  a r e  accorded p r o f e s s i o n a l  

s t a t u s ,  and seldom a r e  a s s o c i a t e d  w i t h  any one f o c a l  o r g a n i z a t i o n  f o r  

l o n g  t i m e  pe r iods .  Although company execu t ives  may tamper w i th  t h e  f i n a l  

product  o f  t h e i r  c o l l a b o r a t i o n s ,  c o n t r a c t e d  a r t i s t s  and t a l e n t  s c o u t s  

are d e l e g a t e d  t h e  r e s p o n s i b i l i t y  o f  producing marketable  c r e a t i o n s ,  wi th  

l i t t l e  o r  no i n t e r f e r e n c e  from t h e  " f r o n t  o f f i c e "  beyond t h e  s e t t i n g  of  

budge ta ry  l i m i t s  (Pe te rson  and Berger ,  1971).  Adminis t ra tors  a r e  forced  

t o  t r u s t  t h e  p r o f e s s i o n a l  judgment o f  t h e i r  employees, due t o  widespread 

u n c e r t a i n t y  ove r  t h e  p r e c i s e  i n g r e d i e n t s  o f  a  " b e s t - s e l l e r "  formula. 

Close s u p e r v i s i o n  i n  t h e  product ion  s e c t o r  i s  impeded by ignorance of  

8 
r e l a t i o n s  between cause and e f f e c t .  A h i g h l y  placed spokesman f o r  t h e  

r e c o r d i n g  i n d u s t r y  ( B r i e f ,  1964, pp. 4-5) has  s t a t e d  t h e  problem a s  

fo l lows  : . , ,  

We have made r eco rds  t h a t  appeared t o  have a l l  t h e  necessary  
, . ., 

i n g r e d i e n t s - - a r t i s t ,  song,  arrangements ,  promotion, e tc . - - to  

guarantee  they  wind up a s  b e s t  s e l l e r s  ... Yet they  f e l l  f l a t  

on t h e i r  f a c e s .  On t h e  o t h e r  hand we have produced records  

f o r  which only  a  modest succes s  was a n t i c i p a t e d  t h a t  became 



I runaway b e s t  s e l l e r s . . .  There a r e  a  l a r g e  number o f  companies 

I 
i n  ou r  i n d u s t r y  employing a  l a r g e  number of  t a l e n t e d  performers  

., . 

and c r e a t i v e  producers  who combine t h e i r  t a l e n t s ,  t h e i r  ingen- 

u i t y  and t h e i r  c r e a t i v i t y  t o  produce a  record  t h a t  each i s  

s u r e  w i l l  c a p t i v a t e  t h e  American pub l i c .  The f a c t  t h a t  on ly  

a  smal l  p ropor t ion  o f  t h e  o u t p u t  achieves  h i t  s t a t u s  i s  n o t  

on ly  t r u e  o f  o u r  i n d u s t r y . .  . There a r e  no formulas f o r  pro- 

ducing a  h i t  r eco rd  . . . j u s t  a s  t h e r e  a r e  no p a t  answers f o r  

producing h i t  p l a y s ,  o r  s e l l - o u t  movies o r  b e s t - s e l l i n g  books. 

Stinchcombe's (1959; 1968) a s s o c i a t i o n  of  c r a f t  a d m i n i s t r a t i o n  wi th  

a minimizat ion o f  f i x e d  overhead c o s t s  i s  supported i n  t h e  case  of  cu l -  

t u r a l  o rgan iza t ions .  Here we f i n d ,  f o r  example, a r t i s t s  ( i . e .  - , a u t h o r s ,  

s i n g e r s ,  a c t o r s )  c o n t r a c t e d  on a  r o y a l t y  b a s i s  and o f f e r e d  no t e n u r e  beyond 

t h e  e x p i r a t i o n  of  t h e  c o n t r a c t .  Remuneration ( l e s s  advance payment on 

r o y a l t i e s )  i s  con t ingen t  on t h e  number o f  books, records  o r  t h e a t e r  t i c k e t s  

s o l d ,  a f t e r  t h e  a r t i s t ' s  p roduct  i s  r e l e a s e d  i n t o  t h e  marketplace. '  I n  

I 

a d d i t i o n ,  movie product ion  companies minimize overhead by h i r i n g  on a  per-  
. . ., 

p i c t u r e  b a s i s  and r e n t i n g  s e t s  and costumes a s  needed (Stinchcombe, 1968) ,  

and p u b l i s h e r s  and r eco rd  companies f r e q u e n t l y  subcon t r ac t  o u t  s t anda rd ized  

p r i n t i n g  and record-press ing  jobs .  

The o r g a n i z a t i o n  o f  c u l t u r a l  i n d u s t r i e s '  t e c h n i c a l  subsystems along 



c r a f t  l i n e s  i s  a func t ion  of  ( a )  demand u n c e r t a i n t y  and (b)  a "cheap" 

technology. Demand u n c e r t a i n t y  i s  caused by: s h i f t s  i n  consumer t a s t e  

p re fe rences  and pa t ronage  (Gans , 1964 ; Meyersohn and Katz,  1957) ; l e g a l  

and normative c o n s t r a i n t s  on v e r t i c a l  i n t e g r a t i o n  (Conant, 1960; Brockway, 

1967) ;  and widespread v a r i a b i l i t y  i n  t h e  c r i t e r i a  employed by mass media 

ga tekeepers  i n  s e l e c t i n g  c u l t u r a l  i t e m s  t o  b e  awarded "coverage" (Hirsch ,  

1969).  A "cheap" technology enab le s  numerous c u l t u r a l  o r g a n i z a t i o n s  t o  

compete i n  producing a s u r p l u s  o f  books, r eco rds  and low-budget f i lms  on 

r e l a t i v e l y  s m a l l  c a p i t a l  investments .  The c o s t  o f  producing and manu- 

f a c t u r i n g  a new long-play record  o r  hardcover  book f o r  t h e  gene ra l  p u b l i c  

is u s u a l l y  l e s s  than  twenty-f i v e  thousand d o l l a r s  ( B r i e f ,  1964 ; Frase ,  

1968) .  Once s a l e s  pass  t h e  "break-even" p o i n t  (about  seven thousand 

c o p i e s  f o r  books and twelve thousand f o r  r e c o r d s ,  very  roughly) ,  t h e  nee  

product  begins  t o  show a profi t .10 On r each ing  s a l e s  of  twenty thousand, 

a new book i s  e l i g i b l e  f o r  b e s t - s e l l e r  s t a t u s ;  " h i t  records"  f r e q u e n t l y  

s e l l  ove r  s e v e r a l  hundred thousand copies  each.  Mass media exposure and 

volume s a l e s  of  a s i n g l e  i t em w i l l  "cover" e a r l i e r  l o s s e s  and y i e l d  a d d i t i o n a l  . ..I 
. r e t u r n s .  Sponsoring o r g a n i z a t i o n s  tend t o  judge t h e  succes s  o f  each new 

book o r  r eco rd  on t h e  b a s i s  o f  i t s  performance i n  t h e  marketplace du r ing  

t h e  f i r s t  s i x  weeks of  i t s  r e l e a s e .  FIovies r e q u i r e  a f a r  more s u b s t a n t i a l  

investment  b u t  fo l low a s i m i l a r  p a t t e r n .  11 



These sou rces  of  va r i ance  b e s t  account  f o r  t h e  c r a f t  a d m i n i s t r a t i o n  

of  product ion  a t  t h e  i n p u t  boundary o f  t h e  c u l t u r a l  o r g a n i z a t i o n .  It i s  

i n t e r e s t i n g  t o  n o t e  t h a t  i n  an e a r l i e r ,  more s t a b l e  environment,  i . e . ,  - .  

l e s s  heterogene'ous markets  and fewer c o n s t r a i n t s  on v e r t i c a l  i n t e g r a t i o n ,  

t h e  product ion  o f  bo th  f i lms  and popular  r eco rds  was adminis te red  more 

b u r e a u c r a t i c a l l y :  lower l e v e l  personnel  were de l ega ted  l e s s  r e s p o n s i b i l i t y ,  

overhead c o s t s  were l e s s  o f t e n  minimized, and t h e  s t a t u s  of  a r t i s t s  resem- 

b l e d  more c l o s e l y  t h e  s a l a r i e d  employee's t han  t h e  f r ee - l ance  p r o f e s s i o n a l ' s  

(Coser,  1965;  Brown, 1968;  Powdermaker, 1950; Rosten, 1941) .  

A t  t h e i r  o u t p u t  boundar ies ,  c u l t u r a l  o r g a n i z a t i o n s  confront  high 

l e v e l s  of  u n c e r t a i n t y  concerning t h e  commercial p r o s p e c t s  of  goods shipped 

o u t  t o  n a t i o n a l  networks of  promoters and d i s t r i b u t o r s .  S t r a t i f i c a t i o n  . 

w i t h i n  each  i n d u s t r y  i s  based l a r g e l y  on each f i r m ' s  a b i l i t y  t o  c o n t r o l  

t h e  d i s t r i b u t i o n  of  margina l ly  d i f f e r e n t i a t e d  products .  Competit ive advan- 

t a g e  l i e s  w i t h  f i r m s  b e s t  a b l e  t o  l i n k  a v a i l a b l e  i n p u t  t o  r e l i a b l e  and 

e s t a b l i s h e d  d i s t r i b u t i o n  channels .  I n  t h e  book industqy,, d i s t r i b u t i o n  

" f o r  t h e  g r e a t  m a j o r i t y  o f  t i t l e s  i s  l i m i t e d ,  i n e f f e c t i v e ,  and c o s t l y .  In  

. .', 
p a r t  t h i s  weakness i n  d i s t r i b u t i o n  i s  a  d i r e c t  consequence o f  t h e  s t r e n g t h  

o f  t h e  i n d u s t r y  . i n  i s s u i n g  m a t e r i a l s . .  . I f  i t  were h a r d e r  t o  g e t  a  book 

publ i shed ,  i t  would be e a s i e r  t o  g e t  i t  d i s t r i b u t e d "  (Lacy, 1963, pp. 53-54). 
12 

The mass d i s t r i b u t i o n  of  c u l t u r a l  i t ems  r e q u i r e s  more b u r e a u c r a t i c  



i 
.I 

o r g a n i z a t i o n a l  arrangements  than t h e  a d m i n i s t r a t i o n  of  product ion ,  e.g. , i 
I a  h i g h e r  p r o p o r t i o n  of  s a l a r i e d  c l e r k s  t o  p roces s  informat ion ,  g r e p t e r  

c o n t i n u i t y  o f  personnel  and e a s e  o f  s u p e r v i s i o n ,  l e s s  de l ega t ion  of  respon- 

s i b i l i t y ,  and h i g h e r  f i x e d  overhead (Stinchcombe, 1959).  Whereas t h e  

b u i l d i n g  c o n t r a c t o r  produces custom goods t o  meet t h e  s p e c i f i c a t i o n s  of  

a  c l e a r l y  de f ined  c l i e n t - s e t ,  c u l t u r a l  o r g a n i z a t i o n s  r e l e a s e  a  wide 

v a r i e t y  o f  i t ems  which must b e  p u b l i c i z e d  and made a t t r a c t i v e  t o  thousands 

o f  consumers i n  o r d e r  t o  succeed. Larger  o r g a n i z a t i o n s  g e n e r a l l y  main ta in  

t h e i r  own s a l e s  f o r c e s ,  which may c o n t r a c t  w i t h  s m a l l e r  f i rms  t o  d i s t r i b u t e  

t h e i r  o u t p u t  a s  w e l l  a s  t h e  parent  company's. 

The more h i g h l y  bu reauc ra t i zed  d i s t r i b u t i o n  s e c t o r  of  c u l t u r a l  
I 

i n d u s t r i e s  i s  c h a r a c t e r i z e d  by.more economic concen t r a t ion  than  t h e  c r a f t -  

admin i s t e r ed  product ion  s e c t o r ,  where lower c o s t s  pose fewer b a r r i e r s  t o  

e n t r y .  Although heavy expendi tures  r e q u i r e d  f o r  product  promotion and 

marke t ing  may b e  reduced by c o n t r a c t i n g  w i t h  independent  s a l e s  o r g a n i z a t i o n s  

on a  commission b a s i s ,  t h i s  p r a c t i c e  i s  engaged i n  p r i m a r i l y  by s m a l l e r ,  

weaker and poor ly  c a p i t a l i z e d  f i rms .  As  one pub l i sh ing  company execu t ive  

. e x p l a i n s :  

I f  a  company does n o t  have a  b i g  s a l e s  f o r c e ,  i t ' s  f a r  more 

d i f f i c u l t  f o r  them t o  have a  b e s t  s e l l e r .  But un le s s  a  f i rm  

does $7,500,000 worth of  t r a d e  book b u s i n e s s  a  y e a r ,  they c a n ' t  



a f f o r d  t o  main ta in  an adequate  s a l e s  fo rce .  Many pub l i sh ing  

houses; consequent ly ,  do n o t  have any s a l e s  f o r c e  a t  a l l .  

They r e l y  on middlemen - jobbers  - t o  g e t  t h e i r  books i n t o  

books tores .  But j obbe r s ,  o f  cou r se ,  don ' t  a t t e n d  s a l e s  con- 

f e r ences .  They handle  so many books f o r  s o  many p u b l i s h e r s  

t h a t  they  c a n ' t  be expected t o  "push" c e r t a i n  books from a  

c e r t a i n  house. 

(Mann, 1967, p. 14 )  

Con t r ac t ing  w i t h  autonomous s a l e s  o r g a n i z a t i o n s  p l a c e s  t h e  e n t r e p r e n e u r i a l  

f i r m  i n  a p o s i t i o n  o f  dependence on o u t s i d e r s ,  w i t h  t h e  a t t e n d a n t  r is lc  

of  having  c u l t u r a l  p roducts  regarded h i g h l y  by t h e  sponso r ing 'o rgan iza t ion  

a s s igned  a  low p r i o r i t y  by i t s  d i s t r i b u t o r .  I n  t h e  absence of  media cover- 

age and/or  a d v e r t i s i n g  by t h e  sponsor ing  o r g a n i z a t i o n ,  r e t a i l  o u t l e t s  

g e n e r a l l y  f a i l  t o  s t o c k  new books o r  r eco rds .  

A f u n c t i o n a l  e q u i v a l e n t  of  d i r e c t  a d v e r t i s i n g  f o r  c u l t u r a l  o rgani -  

z a t i o n s  i s  provided by the  s e l e c t i v e  coverage a f fo rded  ,new s t y l e s  and 

t i t l e s  i n  books, r eco rd ings  and movies by t h e  mass media. C u l t u r a l  p roducts  
, .., 

provide  "copy" and "programming" f o r  newspapers,  magazines,  r a d i o  s t a t i o n s ,  

and t e l e v i s i o n  programs; i n  exchange, they  r e c e i v e  " f r ee"  p u b l i c i t y .  The 

presence  o r  absence of  coverage,  r a t h e r  than i t s  f avorab le  o r  unfavorable  

i n t e r p r e t a t i o n ,  is  t h e  important  v a r i a b l e  here .  P u b l i c  awareness of t h e  



e x i s t e n c e  and a v a i l a b i l i t y  of a  new c u l t u r a l  product  o f t e n  i s  cont ingent  

on f e a t u r e  s t o r i e s  i n  newspapers and n a t i o n a l  magazines,  review columns 

and b roadcas t  " t a lk"  shows, and, f o r  r eco rd ings ,  r a d i o  s t a t i o n  a i r -p l ay  . 
While t h e  t o t a l  number of  products  t o  b e  awarded media coverage may be  

p r e d i c t e d  i n  t h e  agg rega te ,  t h e  e s t i m a t i o n  of  which ones  w i l l  b e  s e l e c t e d  

from t h e  p o t e n t i a l  un ive r se  i s  problemat ic .  

The o r g a n i z a t i o n a l  s eg rega t ion  o f  t h e  producers  o f  c u l t u r a l  i tems 

from t h e i r  d i s semina to r s  p l aces  d e f i n i t e  r e s t r i c t i o n s  on t h e  forms of 

power which c u l t u r a l  o r g a n i z a t i o n s  may e x e r c i s e  ove r  mass media gatekeepers  

t o  e f f e c t  t h e  s e l e c t i o n  of  p a r t i c u l a r  i t e m s  f o r  coverage. Widely shared  

s o c i a l  norms mandate t h e  independence o f  book review e d i t o r s ,  r a d i o  s t a t i o n  

pe r sonne l ,  f i l m  c r i t i c s ;  and o t h e r  a r b i t e r s  of  "coverage" from t h e  s p e c i a l  

needs and commercial i n t e r e s t s  o f  c u l t u r a l  o r g a n i z a t i o n s .  l3 ~ h u s ,  auton- 

omous ga tekeepers  p r e s e n t  t h e  producer  o r g a n i z a t i o n  w i t h  t h e  "control1 '  

problem o f  f avo rab ly  i n f l u e n c i n g  t h e  p r o b a b i l i t y  t h a t  a  .given new r e l e a s e  

w i l l  be  s e l e c t e d  f o r  "exposure" t o  consumers. . .  
For p u b l i s h i n g  houses and record  f i r m s ,  e s p e c i a l l y ,  i t  would be 

. .a ,  

uneconomical t o  engage i n  d i r e c t ,  l a r g e - s c a l e  a d v e r t i s i n g  campaigns t o  

b r i n g  more than  a  few r e l e a s e s  t o  p u b l i c  a t t e n t i o n .  14 

The f a c t  t h a t  each one o f  t h e  thousands o f  t i t l e s  every year  

must be  s e p a r a t e l y  a d v e r t i s e d  imposes almost i n supe rab le  



o b s t a c l e s  i n  t h e  way of  e f f e c t i v e  n a t i o n a l  

i s  a s  though General Motors f o r  each  t e n t h  
I 

change t h e  name, des ign ,  and c h a r a c t e r i s t i c s  o f  t h e  car and 

l aunch  a  new n a t i o n a l  a d v e r t i s i n g  campaign t o  sell t h e  n e x t  

t e n  c a r s . .  . The a d v e r t i s i n g  problem . .. i s  thus  wholly d i f f e r -  

e n t  from t h a t  o f  t h e  a d v e r t i s e r  o f  a s i n g l e  brand t h a t  remains 

on s a l e  i n d e f i n i t e l y .  

(Lacy, 1963, pp. 54-55) 

The p u b l i s h e r ' s  a d v e r t i s i n g  problem i s  g r e a t l y  aggravated by 

what we have a l l  agreed is  t r u e  - t oo  many books a r e  pub l i shed ,  

most o f  them doomed i n  advance t o  a  s h o r t  and i n g l o r i o u s  l i f e . . .  

Many'a nove l  i s  dead t h e  day i t  i s  pub l i shed ,  many o t h e r s  s u r -  

v i v e  a  month o r  two o r  t h r e e .  The s a l e s  o f  such books a r e  

always sma l l ,  and what l i t t l e  a d v e r t i s i n g  they  g e t  may be  

rendered  doubly u s e l e s s  by t h e  f a c t  t h a t  t h e  b o o k s e l l e r  t ends  

t o  r e t u r n  t o  t he -  p u b l i s h e r  h i s  s t o c k  o f  slow-moving books b e f o r e  
. . ,  - 

they  have had t ime t o  be  exposed t o  very  many p o t e n t i a l  cus- 

tomers . . .  Well then ,  what does make a  book s e l l ?  Charles  , , ., 

Darwin gave t h e  r i g h t  answer t o  Samuel B u t l e r  when he  was asked 

t h i s  q u e s t i o n :  "Get t ing  t a l k e d  about  is  what makes a  book s e l l . "  

(Knopf, 1964,  p. 17) 



Record companies a r e  dependent on r a d i o  . . . t o  i n t r o d u c e  

new ar t is ts  a s  w e l l  as t o  i n t r o d u c e  new reco rds  o f  a l l  a r t i s t s  

and t o  g e t  them exposed t o  t h e  p u b l i c .  .. [We] cannot  expose 

t h e i r  performances because  i t ' s  j u s t  on grooves and t h e  p u b l i c  

w i l l  n o t  know what they  sound l i k e .  (Q.) "Would i t  be  f a i r  

t o  s ay  t h a t  r a d i o  accounts  f o r  75, o r  90 pe rcen t  o f  t h e  pro- 

motion o f  new r e l e a s e s ? "  ( A . )  I t h i n k  your  f i g u r e s  a r e  

probably  a c c u r a t e ,  yes .  

(Davis,  1967, p .  5) 

For  book p u b l i s h e r s ,  r eco rd  companies and,  t o  a l e s s e r  e x t e n t ,  movie 

s t u d i o s ,  t hen ,  t h e  c r u c i a l  t a r g e t  audience  f o r  promotional  campaigns con- 

11 sists o f  autonomous ga t ekeepe r s ,  o r  s u r r o g a t e  consumers" such a s  d i sk  

j ockeys ,  f i l m  c r i t i c s  and book r ev i ewer s ,  employed by mass media organi -  

z a t i o n s  t o  s e r v e  a s  f a sh ion  e x p e r t s  and o p i n i o n  l e a d e r s  f o r  t h e i r  r e s p e c t i v e  

c o n s t i t u e n c i e s .  

The mass media c o n s t i t u t e  t h e  i n s t i t u t i o n a l  subsy,sfem o f  t h e  c u l t u r a l  

i n d u s t r y  system. The d i f f u s i o n  o f  p a r t i c u l a r  f ads  and f a sh ions  is  e i t h e r  

, . ., 
b locked  o r  f a c i l i t a t e d  a t  t h i s  s t r a t e g i c  checkpoint .  C u l t u r a l  i nnova t ions  

a r e  s een  a s  o r i g i n a t i n g  i n  t h e  t e c h n i c a l  subsystem. A sample s e l e c t e d  f o r  

sponso r sh ip  by c u l t u r a l  o r g a n i z a t i o n s  i n  t h e  manager ia l  subsystem is  i n t r o -  

duced i n t o  t h e  marketplace.  This  o u t p u t  is  f i l t e r e d  by mass media ga te -  



 keeper,^ s e r v i n g  a s  " i n s t i t u t i o n a l  r e g u l a t o r s  o f  innovat ion"  (Boskoff ,  1964) .  

Organ iza t ions  i n  t h e  manager ia l  subsystem a r e  h i g h l y  r e spons ive  t o  feed- 

back from i n s t i t u t i o n a l  r e g u l a t o r s :  s t y l e s  a f fo rded  coverage a r e  i m i t a t e d  

and reproduced on a  l a r g e  s c a l e  u n t i l  t h e  f a d  has  "run i t s  course"  (Boskoff ,  

1964 ; Meyersohn and Katz ,  1957) .  
1 5  

W e  s e e  t h e  consumer's r o l e  i n  t h i s  p rocess  a s  e s s e n t i a l l y  one  o f  

rank o r d e r i n g  c u l t u r a l  s t y l e s  and items "p re se l ec t ed"  f o r  c o n s i d e r a t i o n  by 

role-occupants  i n  t h e  manager ia l  and i n s t i t u t i o n a l  subsystems.  Feedback 

from consumers, i n  t h e  form of s a l e s  f i g u r e s  and box o f f i c e  r e c e i p t s ,  cues  

producers  and d i s semina to r s  o f  c u l t u r a l  i nnova t ions  a s  t o  which experiments  

may b e  i m i t a t e d  p r o f i t a b l y  and which shou ld  probably be  dropped. l6 This  

p roces s  i s  analogous, t o  t h e  p r e s e l e c t i o n  o f  e l e c t o r a l  c and ida t e s  by p o l i t i c a l  

p a r t i e s ,  fol lowed by v o t e r  feedback a t  t h e  b a l l o t  box. The o r d e r l y  sequence 

o f  e v e n t s ,  and t h e '  p o s s i b i l i t y  o f  o n l y  two outcomes a t  each  checkpo.int , 

resembles  a  Markov p roces s .  

This  model assumes a s u r p l u s  o f  a v a i l a b l e  "raw mater ia l" ' .  a t  t h e  o u t -  

set ( e .g . ,  - writers ,  s i n g e r s ,  p o l i t i c i a n s ) ,  and p i n p o i n t s  a number o f  s t r a -  

. .., 
t e g i c  checkpoin ts  a t  which t h e  over-supply is f i l t e r e d  o u t .  It is  "value 

added" i n  t he  s e n s e  t h a t  no product  can e n t e r  t h e  s o c i e t a l  subsystem (e.g., 

r e t a i l  o u t l e t s )  u n t i l  i t  h a s  been processed  f avo rab ly  through each  of  t h e  

preceeding  l e v e l s  o f  o r g a n i z a t i o n ,  r e s p e c t i v e l y .  1 7  



i 

O r g a n i z a t i o n a l  Response t o  Task Environment U n c e r t a i n t i e s  

Our a n a l y s i s  s u g g e s t s  t h a t  o r g a n i z a t i o n s  a t  t h e  manager ia l  l e v e l  
. . 

o f  c u l t u r a l  i n d u s t r y  systems a r e  conf ronted  by (1) c o n s t r a i n t s  on output  

d i s t r i b u t i o n  imposed by mass media ga t ekeepe r s ,  and (2) con t ingenc i e s  i n .  

r e c r u i t i n g  c r e a t i v e  "raw m a t e r i a l s "  f o r  o r g a n i z a t i o n a l  sponso r sh ip .  To 

minimize dependence on t h e s e  elements  o f  t h e i r  t a s k  envi ronments ,  pub l i sh ing  

houses ,  r eco rd  companies, and movie s t u d i o s  have developed t h r e e  p r o a c t i v e  

s t r a t e g i e s :  (1 )  t h e  a l l o c a t i o n  o f  numerous pe r sonne l  t o  boundary-spanning 

r o l e s ;  (2) ove rp roduc t ion  and d i f f e r e n t i a l  promotion o f  new i te ins ;  and 

(3)  c o o p t a t i o n  o f  mass media ga t ekeepe r s .  

PROLI FERATIOX OF CONTACT MEN 

E n t r e p r e n e u r i a l  o r g a n i z a t i o n s  i n  c u l t u r a l  i n d u s t r i e s  r e q u i r e  com- 

p e t e n t  i n t e l l i g e n c e  a g e n t s  and r e p r e s e n t a t i v e s  t o  a c t i v e l y  monitor  devel- 

opments a t  t h e i r  i n p u t  and o u t p u t  boundar ies .  I n a b i l i t y  t o  l o c a t e  and 

s u c c e s s f u l l y  market new c u l t u r a l  items l e a d s  t o  o r g a n i z a t i o n a l  f a i l u r e :  

new manuscr ip t s  must be  l o c a t e d ,  new s i n g e r s  r eco rded ,  .and new movies 

produced. Boundary-spanning u n i t s  have t h e r e f o r e  been e s t a b l i s h e d ,  and a  . . .\ 
- l a r g e  p r o p o r t i o n  o f  pe r sonne l  a l l o c a t e d  t o  s e r v e  a s  " con tac t  men" (Wilensky, 

1956) ,  w i t h  t i t l e s  such a s  " t a l e n t  s c o u t , "  "promoter," " d e t a i l  man," "p re s s  

agen t  , I r  and "Vice P r e s i d e n t  i n  Charge o f  P u b l i c  Re la t i ons . "  The c e n t r a l i t y  

o f  i n fo rma t ion  on boundary developments t o  managers and e x e c u t i v e s  i n  c u l t u r a l  



o r g a n i z a t i o n s  i s  sugges ted  i n  t h e s e  i n d u s t r i e s '  t r a d e  papers :  coverage 

o f  " a r t i s t  r e l a t i o n s "  and s e l e c t i o n s  by mass media ga t ekeepe r s  f a r  exceeds 

t h a t  o f  m a t t e r s  managed more e a s i l y  i n  a s t a n d a r d i z e d  manner, such a s  

i n f l a t i o n  i n  warehousing,  sh ipp ing  and p h y s i c a l  p roduc t ion  c o s t s .  

Contact  men l i n k i n g  t h e  c u l t u r a l  o r g a n i z a t i o n  t o  t h e  a r t i s t  community 

c o n t r a c t  f o r  c r e a t i v e  raw m a t e r i a l  on b e h a l f  o f  t h e  o r g a n i z a t i o n  and super-  

v i s e  i t s  p roduc t ion .  Much o f  t h e i r  work i s  performed i n  t h e  f i e l d .  I n  

p u b l i s h i n g ,  f o r  example: 

"You have  t o  g e t  o u t  t o  lunch  t o  f i n d  o u t  what ' s  going on ou t  

there--and what ' s  going on o u t  t h e r e  i s  where an e d i t o r ' s  

books come from," s a y s  James Si lberman,  ed i to r - in - ch i e f  o f  

Random House. "Over t h e  y e a r s ,  I . 've watched people  i n  t h e  

book b u s i n e s s  s t o p  having lunch ,  and they  s t o p  g e t t i n g  books." 

There a r e ,  i n  g e n e r a l ,  t h r e e  k i n d s  o f  p u b l i s h i n g  lunches .  The 

f i r s t ,  and most.comrnon, t a k e s  p l a c e  between e d i t o r  and agent :  
' I 

i t s  purpose i s  t o  gene ra t e  book i d e a s  f o r  t h e  a g e n t ' s  c l i e n t s ;  

a l s o ,  i t  provides  an o p p o r t u n i t y  f o r  t h e  agent  t o  grow t o  l i k e  . . .\ 
t h e  e d i t o r  enough t o  send him completed manuscr ip t s .  

The second k ind  is  set up by p u b l i c i s t s  w i t h  whomever they Ifant 

t o  push t h e i r  books: t e l e v i s i o n  people ,  c r i t i c s ,  book-review ' 



e d i t o r s  ..'. 

The t h i r d  k ind  t a k e s  p l a c e  between a u t h o r s  and e d i t o r s ,  and 

i t  f a l l s  i n t o  t h r e e  phases:  t h e  p r e c o n t r a c t  phase ,  where t h e  

e d i t o r  woos t h e  a u t h o r  w i t h  good food and book i d e a s ;  t h e  

p o s t c o n t r a c t  phase ,  where t h e  a u t h o r  i s  g iven  a s s i s t a n c e  on 

h i s  manuscript  and t h e  impetus t o  go on; and t h e  p o s t p u b l i c a t i o n  

phase,  where t h e  e d i t o r  e x p l a i n s  t o  t h e  a u t h o r  why t h e  pub l i sh ing  

house took so  few adve r t i s emen t s  f o r  h i s  book. 

(Ephron, 1969, p. 8) 

P r o f e s s i o n a l  a g e n t s . o n  t h e  i n p u t  boundary must be  allowed a  g r e a t  

d e a l  o f  d i s c r e t i o n  i n  t h e i r  a c t i v i t i e s  on beha l f  o f  t h e  c u l t u r a l  o rgani -  

z a t i o n .  Success fu l  e d i t o r s ,  r eco rd  "producers" and f i l m  d i r e c t o r s  thus  

pose "cont ro l"  problems f o r  t h e  f o c a l  o r g a n i z a t i o n .  I n  f i e l d s  c h a r a c t e r i z e d  

\ 

by u n c e r t a i n t y  ove r  c a u s e / e f f e c t  r e l a t i o n s ,  t h e i r  t a l e n t  has  been " v a l i -  

dated" by t h e  s u c c e s s f u l  marketplace performance of  " t h e i r  d i scove r i e s "  -- 
. ' I  

prov id ing  h i g h  v i s i b i l i t y  and o p p o r t u n i t i e s  f o r  m o b i l i t y  o u t s i d e  a s i n g l e  

f i rm.  T h e i r  va lue  t o  t h e  c u l t u r a l  o r g a n i z a t i o n  a s  r e c r u i t e r s  and i n t e l l i -  , . ., 
.gence a g e n t s  i s  i n d i c a t e d  by h igh  s a l a r i e s ,  conmissions and p r e s t i g e  w i t h i n  

t h e  i n d u s t r y  system. 

C u l t u r a l  o r g a n i z a t i o n s  deploy a d d i t i o n a l  c o n t a c t  men a t  t h e i r  ou tpu t  



boundar ies ,  l i n k i n g  t h e  o r g a n i z a t i o n  t o  (1)  r e t a i l  o u t l e t s  and (2)  

I 1  s u r r o g a t e  consumers" i n  mass media o r g a n i z a t i o n s .  The t a s k s  of pro- 

moting and d i s t r i b u t i n g  new c u l t u r a l  i t ems  a r e  a n a l y t i c a l l y  d i s t i n c t ,  

a l though boundary u n i t s  combining bo th  f u n c t i o n s  may b e  e s t a b l i s h e d .  

T ransac t ions  between r e t a i l e r s  and boundary personnel  a t  t h e  wholesale  

l e v e l  a r e  e a s i l y  programmed and supe rv i sed .  I n  terms o f  Thompson's (1962) 

typology o f  ou tpu t  t r a n s a c t i o n s ,  t h e  r e t a i l e r ' s  "degree o f  non-member 

d i s c r e t i o n "  i s  l i m i t e d  t o  a  sma l l  number o f  f i x e d  o p t i o n s  concerning 

such m a t t e r s  a s  d i scoun t  schedules  and r e t u r n  p r i v i l e ' g e s .  1 8  
I n  c o n t r a s t ,  

where o r g a n i z a t i o n s  a r e  dependent on " su r roga te  consumers" f o r  coverage 

o f  new p roduc t s ,  t h e  l a t t e r  en joy  a  h igh  degree of  d i s c r e t i o n :  t a c t i c s  

I 

employed by c o n t a c t  men a t  t h i s  boundary e n t a i l  more "personal  i n f luence ; "  

c l o s e  supe rv i s ion  by t h e  o r g a n i z a t i o n  i s  more d i f f i c u l t ,  and may b e  p o l i -  

t i c a l l y  inexpedient .  Fu r the r  development of  Thompson's typology would 

f a c i l i t a t e  t r a c i n g  t h e  flow of  i nnova t ions  through o r g a n i z a t i o n  systems 

by ex tending  t h e  a n a l y s i s  of  t ransac t ions  " a t  t h e  end o f  , the l i n e , "  u., 
between salesmen and consumers o r  b u r e a u c r a t s  and c l i e n t s ,  t o  encompass . . '\ 

. bounda ry  t r a n s a c t i o n s  a t  a l l  l e v e l s  of  o r g a n i z a t i o n  through which new 

p roduc t s  a r e  processed.  

A high  r a t i o  of  promotional  pe r sonne l  t o  s u r r o g a t e  consumers appears  

t o  be a s t r u c t u r a l  f e a t u r e  o f  any i n d u s t r y  system i n  which: ( a )  goods a r e  



marg ina l ly  d i f f e r e n t i a t e d ;  (b) p roducers '  a c c e s s  t o  consumer markets  i s  

r e g u l a t e d  by independent  ga t ekeepe r s ;  and ( c )  l a r g e - s c a l e ,  d i r e c t  adver- 

t i s i n g  campaigns a r e  &economical o r  p r o h i b i t e d  by law. C u l t u r a l  p roducts  

a r e  a d v e r t i s e d  i n d i r e c t l y ,  t o  independent  gatekeepers w i t h i n  t h e  i n d u s t r y  

system, i n  o r d e r  t o  reduce demand u n c e r t a i n t y  ove r  which p roduc t s  w i l l  

b e  s e l e c t e d  f o r  " e x ~ o s u r e "  t o  consumers. Where independent  ga tekeepers  

n e i t h e r  f i l t e r  i n fo rma t ion  n o r  mediate  between producer  and consumer, 

t h e  importance o f  c o n t a c t  men a t  t h e  o r g a n i z a t i o n ' s  o u t p u t  boundary i s  

co r r e spond ing ly  diminished.  I n  i n d u s t r y  systems where products  a r e  

a d v e r t i s e d  more d i r e c t l y  t o  consumers, t h e  c o n t a c t  man i s  superseded by 

fu l l -page  adve r t i s emen t s  and sponsored commercials,  purchased o u t r i g h t  

by t h e  producer  o r g a n i z a t i o n  and d i r e c t e d  a t  t h e  l a y  consumer. 

D i f f e r e n t i a l  promotion of  new i t e m s ,  i n  con junc t ion  w i t h  overpro-  
I 

d u c t i o n ,  is  a second p r o a c t i v e  s t r a t e g y  employed by c u l t u r a l  o r g a n i z a t i o n s  

t o  overcome dependence on mass media ga t ekeepe r s .  Overproduct ion is a 

r a t i o n a l  o r g a n i z a t i o n a l  response i n  an environment o f  low c a p i t a l  i nves t -  

'ments  and demand u n c e r t a i n t y .  

F o r t u n a t e l y ,  from a c u l t u r a l  p o i n t  o f  view i f  n o t  from t h e  

p u b l i s h e r ' s ,  t h e  market i s  f u l l  o f  u n c e r t a i n t i e s . . .  A wise  

p u b l i s h e r  w i l l  hedge h i s  b e t s .  
(Ba i l ey ,  1970,  pp. 170 ,  144) 



Under t h e s e  cond i t i ons  i t  a p p a r e n t l y  i s  more e f f i c i e n t  t o  produce 

many " f a i l u r e s "  f o r  each succes s  t han  t o  sponsor  fewer i t ems  and p r e t e s t  

each  on a  massive s c a l e  t o  i n c r e a s e  media coverage and consumer s a l e s .  

\ 
The number of  books,  r eco rds  and low-budget f i l m s  r e l e a s e d  annua l ly  f a r  

exceeds coverage c a p a c i t y  and consumer demand f o r  t h e s e  p roduc t s .  The 

p u b l i s h e r  s 

books c a n n i b a l i z e  one ano the r .  And even i f  h e  hasn l  t 

d e l i b e r a t e l y  lowered his e d i t o r i a l  s t a n d a r d s  (and h e  almost  

c e r t a i n l y  h a s )  h e  i s  s t i l l  p u b l i s h i n g  more books than  h e  can 

p o s s i b l y  do j u s t i c e  t o .  

(Knopf, 1964, p. 18)  

While. ove r  f i f t e e n  thousand new t i t les  are i s s u e d  annua l ly ,  t h e  p r o b a b i 1 i . t ~  

o f  any one appea r ing  i n  a  given books to re  i s  o n l y  t e n  p e r c e n t  (Lacy, 1963) .  

S i m i l a r l y ,  fewer t han  twenty pe rcen t  o f  o v e r  s i x  thousand (45 rpm) " s ing l e s "  

appear  i n  r e t a i l  record  o u t l e t s  (Shemel and Kras i lovsky  , 1964) . Movie 
. .a ,  

- t h e a t e r s  e x h i b i t  a  l a r g e r  p ropor t i on  o f  approximately two hundred f e a t u r e  

f i l m s  r e l e a s e d  annua l ly ,  fewer than h a l f  o f  which, however, ' a r e  be l i eved  

t o  recoup t h e  i n i t i a l  investment .  The p roduc t ion  o f  a  s u r p l u s  i s  f a c i l i -  

t a t e d  f u r t h e r  by c o n t r a c t s  n e g o t i a t e d  w i t h  a r t i s t s  on a  r o y a l t y  b a s i s ,  



and o t h e r  cost-minimizing f e a t u r e s  o f  t h e  c r a f t  a d m i n i s t r a t i o n  of pro- 

duc t  i o n .  

C u l t u r a l  o r g a n i z a t i o n s  i d e a l l y  maximize p r o f i t s  by mob i l i z ing  

promot iona l  r e sou rces  i n  suppor t  o f  volume s a l e s  f o r  a small number o f  - 

items. These r e sou rces  a r e  n o t  d i v i d e d  e q u a l l y  among each f i r m ' s  new 

r e l e a s e s .  Only a  small p r o p o r t i o n  o f  a l l  new books and r eco rds  "sponsored" 

by c u l t u r a l  o r g a n i z a t i o n s  i s  s e l e c t e d  by company policy-makers f o r  l a r g e -  

s c a l e  pro,motion w i t h i n  t h e  i n d u s t r y  system. I n  t h e  r e c o r d  i n d u s t r y :  

The s t r a t e g y  o f  massive p r o m o t i o n - i s  employed by policymakers 

i n  an a t t empt  t o  i n f l u e n c e  t h e  coverage o f  t h e i r  p roduct  by ' 

media o v e r  which they  e x e r t  l i t t l e  c o n t r o l .  They must r e l y  

on independent ly  owned t r a d e  pape r s  t o  b r i n g  new reco rds  t o  

t h e  a t t e n t i o n  o f  r a d i o  programmers and d i s k  jockeys,  and upon 

r a d i o  a i r p l a y  and j o u r n a l i s t s  t o  reach  t h e  consumer market. 

For .  t h i s  reason ,  s e l e c t e d  a r t i s t s  a r e  s e n t  t o  v i s i t  key r a d i o  

s t a t i o n s ,  and p a r t i e s  a r e  a r ranged  i n  c i t i e s  th roughout  t h e  

count ry  t o  b r i n g  t o g e t h e r  t h e  a r t i s t  and t h i s  advanced audience.  
1 ..I 

It seems l i k e l y  t h a t  i f  ... policymakers  could  b e t t e r  p r e d i c t  

exposure f o r  p a r t i c u l a r  r e l e a s e s ,  then  fewer would be  recorded . . .  

Records a r e  r e l e a s e d  (1)  w i t h  no advance p u b l i c i t y ,  (2)  w i t h  

minimal f a n f a r e ,  o r  (3)  o n l y  a f t e r  a  l a r g e - s c a l e  advance pro- 



motional  campaign. The e x t e n t  of  a  r e c o r d ' s  promotion in -  

forms t h e  pol icymakers '  immediate audience  o f  r e g i o n a l  pro- 

moters  and Top 40 of  t h e i r  e x p e c t a t i o n s  f o r ,  and-  

e v a l u a t i o n  o f ,  t h e i r  p roduct .  I n  t h i s  way t h e  company rank 

o r d e r s  i t s  own m a t e r i a l .  The d i f f e r e n t i a l  promotion of 

r eco rds  s e r v e s  t o  s e n s i t i z e  Top 40 programmers t o  t h e  names 

of  c e r t a i n  songs and a r t i s t s .  Heavi ly promoted r eco rds  a r e  

p u b l i c i z e d  long  b e f o r e  t h e i r  r e l e a s e  through fu l l -page  adver- 

t i sements  i n  t he  t r a d e  p r e s s ,  s p e c i a l  ma i l i ngs ,  and pe r sona l  

appearances by t h e  r eco rd ing ' s  ar t is ts .  The program d i r e c t o r  , 

i s  made f a m i l i a r  w i t h  t h e  r eco rd  long  b e f o r e  he  r e c e i v e s  i t .  

It i s  "expected" t o  b e  a  h i t .  I n .  t h i s  way, though r a d i o  s t a t i o n s  

r e c e i v e  r eco rds  g r a t i s ,  a n t i c i p a t i o n  and "demand" f o r  s e l e c t e d  

r e l e a s e s  a r e  c r ea t ed . .  . The b e s t  i n d i c a t o r  o f  a  r e c o r d ' s  poten- 

t i a l  f o r  becoming a  h i t  a t  t h i s  s t a g e  i s  t h e  amount of  promotion 

i t  is  a l l o c a t e d .  , .  

(Hirsch ,  1969, pp. 34, 36) 

. S i m i l a r l y ,  i n  t h e  pub l i sh ing  indus t ry : '  

P u b l i s h e r s '  a d v e r t i s i n g  has  s e v e r a l  s u b s i d i a r y  f u n c t i o n s  t o  

perform b e s i d e s  t h a t  of  s e l l i n g  books, o r  even making r eade r s .  

Among them a r e  : 



I 

1. I n f l u e n c i n g  t h e  " t rade"  - t h a t  i s  impress ing  book 

and r e t a i l  b o o k s e l l e r s  w i t h  t h e  f a c t  t h a t  t h e  p u b l i s h e r  
.I . 

i s  a c t i v e l y  backing a  c e r t a i n  t i t l e  and t h a t  i t  would be 

good b u s i n e s s  f o r  them t o  s t o c k  and push i t .  

2. I n f l u e n c i n g  a u t h o r s  and t h e i r  agen t s .  Many an au tho r  has  

l e f t  one p u b l i s h e r  f o r  ano the r  because  h e  f e l t  t h a t  t h e  

f i r s t  p u b l i s h e r  was n o t  g iv ing  h i s  book enough a d v e r t i s i n g  

suppor t .  

3. I n f l u e n c i n g  rev iewers .  The i m p l i c a t i o n  h e r e  i s  n o t  t h a t  

any r e p u t a b l e  reviewer can be  "bought" by t h e  use  o f  h i s  

p a p e r ' s  a d v e r t i s i n g  columns, b u t  rev iewers  a r e  a p t  t o  watch 

p u b l i s h e r s '  announcements ( p a r t i c u l a r l y  t h o s e  t h a t  appear  
. . 

i n  t h e  t r a d e  papers )  f o r  info ' rmation which w i l l  a i d  them 

i n  s e l e c t i n g  books f o r  review,  and i n  dec id ing  which ones 

t o  f e a t u r e  o r  t o  review a t  l e n g t h .  

4 .  I n f l u e n c i n g  t h e  s a l e  of  book c l u b ,  r e p r i n t ,  and o t h e r  sub- 

s i d i a r y  r i g h t s .  P u b l i s h e r s  sometimes a d v e r t i s e  s o l e l y  t o  
I . .\ 

keep a  book on t h e  b e s t - s e l l e r  l i s t  wh i l e  a  p r o j e c t e d  movie 

s a l e  is  i n  p rospec t .  Occas iona l ly  t h i s  works t h e  o t h e r  way 

round: movie producers  have been 1mox.m t o  c o n t r i b u t e  gen- 

e r o u s l y  t o  t h e  ad budget o f  t h e  i n i t i a l  hardcover  e d i t i o n  



s o  a s  t o  reap  t h e  b e n e f i t  o f  t h e  b e s t - s e l l e r  pub l i cy ty  r 
f o r  t h e i r  f i l m  when i t  f i n a l l y  appea r s .  I 

I 

( S p i e r ,  1967, pp. 155-156) 

Most c u l t u r a l  i t ems  a r e  a l l o c a t e d  minimal amounts f o r  promotion and a r e  

"expected" t o  f a i l  ( r e c a l l  t h e  d e s c r i p t i o n  o f  "pos tpub l i ca t i on"  author-  

e d i t o r  luncheons c i t e d  e a r l i e r ) .  Such "long-shots" c o n s t i t u t e  a pool  o f  

"unde r s tud i e s , "  from which s u b s t i t u t e s  may be  drawn i n  t h e  even t  t h a t  

e i t h e r  mass media ga t ekeepe r s  o r  consumers r e j e c t  more h e a v i l y  "plugged" 

i t e m s . l 0  We see t h e  s t r a t e g y  o f  d i f f e r e n t i a l  promotion a s  an a t tempt  by 

c u l t u r a l  o r g a n i z a t i o n s  t o  "buffer"  t h e i r  t e c h n i c a l  c o r e  from demand uncer- 

t a i n t i e s  by smoothing o u t  ou tpu t  t r a n s a c t i o n s  (Thompson, 1967) .  

COOPTATION OF "INSTITUTIONAL REGULATORS" 

Mass media ga t ekeepe r s  r e p o r t  a wide v a r i e t y  o f  mechanisms developed 

by c u l t u r a l  o r g a n i z a t i o n s  t o  i n f l u e n c e  and manipula te  t h e i r  "coverage" 

d e c i s i o n s .  These range from " i n d i c a t i o n s "  by t h e  sponso r ing  o r g a n i z a t i o n  

o f  h i g h  e x p e c t a t i o n s  f o r  p a r t i c u l a r  new "d i scove r i e s "  (e,.g., - fu l l -page  

adve r t i s emen t s  i n  t h e  t r a d e  p r e s s ;  p a r t i e s  a r ranged  t o  i n t r o d u c e  t h e  a r t i s t  

, . ., 
- t o  recognized  op in ion  l e a d e r s ) ,  t o  p e r s o n a l  r e q u e s t s  and cont inuous  b a r r a g e s  

o f  i n d i r e c t  a d v e r t i s i n g ,  encouraging and c a j o l i n g  t h e  ga t ekeepe r  t o  "cover ,"  

endor se ,  and o t h e r w i s e  c o n t r i b u t e  towards t h e  f u l f i l l m e n t  o f  t h e  o r g a n i z a t i o n ' s  

prophesy o f  g r e a t  succes s  f o r  i t s  new p roduc t .  



The g o a l s  o f  c u l t u r a l  and mass media o r g a n i z a t i o n s  come i n t o  con- 

f l i c t  o v e r  two i s s u e s .  F i r s t ,  p u b l i c  o p i n i o n ,  p r o f e s s i o n a l  e t h i c s ,  and ,  
: . 

t o  a lesser e x t e n t ,  job s e c u r i t y ,  a l l  r e q u i r e  t h a t  i n s t i t u t i o n a l  ga te -  

keepe r s  ma in t a in  independent  s t a n d a r d s  o f  judgment and q u a l i t y ,  r a t h e r  

t h a n  endor se  o n l y  t h o s e  i t ems  which c u l t u r a l  o r g a n i z a t i o n s  e l e c t  t o  pro- 

mote. Second, t h e  pr imary g o a l  o f  commercial mass media o r g a n i z a t i o n s  is  

t o  maximize revenue by "de l ive r ing"  aud iences  f o r  sponsored messages,  

r a t h e r  t han  t o  s e r v e  a s  promotional  v e h i c l e s  f o r  p a r t i c u l a r  c u l t u r a l  i t e m s .  

" H i t "  r e c o r d s ,  f o r  example, a r e  f e a t u r e d  by commercial r a d i o  s t a t i o n s  

p r i m a r i l y  t o  se l l  a d v e r t i s i n g :  

Q. Do you p l a y  t h i s  music because  i t  is t h e  most popular?  

A. Exact ly  f o r  t h a t  r ea son . . .  We u s e  t h e  en t e r t a inmen t  p a r t  

o f  o u r  programming, which i s  music,  e s s e n t i a l l y ,  t o  a t t r a c t  

t h e  l a r g e s t  p o s s i b l e  audience ,  s o  t h a t  what else we have t o  

say  ... i n  terms o f  a d v e r t i s i n g  message ... [ i s ]  exposed t o  

t h e  l a r g e s t  number o f  people  possible--and t h e  way t o  g e t  

t h e  l a r g e s t  number. t o  t une  i n  is  t o  p l a y  t h e  k i n d  o f  music 
. .., 

t hey  l i k e  ... s o  t h a t  you have a  mass audience  a t  t h e  o t h e r  

end. 

I f ,  l e t ' s  say  t h a t  by some f r e a k  o f  n a t u r e ,  a  y e a r  from now 

t h e  most popular  music was chamber music ,  would you b e  p l ay ing  



t h a t ?  

A. Absolu te ly  ..., and t h e  y e a r  a f t e r  t h a t ,  i f  i t ' s  Chinese 

madr iga l s ,  w e ' l l  be  p l ay ing  them. 

( S t r a u s s ,  1966,  p. 3)  21 

Goal c o n f l i c t  and va lue  d i s sensus  a r e  r e f l e c t e d  i n  f r e q u e n t  d i s p u t e s  

among c u l t u r a l  o r g a n i z a t i o n s ,  mass media ga tekeepers  and p u b l i c  represen-  

t a t i v e s ,  concerning t h e  l eg i t imacy  ( o r  l e g a l i t y )  of promoters '  a t tempts  

t o  a c q u i r e  power over  t h e  d e c i s i o n  autonomy of  s u r r o g a t e  consumers. 

C u l t u r a l  o r g a n i z a t i o n s  s t r i v e  t o  c o n t r o l  ga t ekeepe r s '  d e c i s i o n  

autonomy t o  t h e  e x t e n t  t h a t  coverage f o r  new i tems is  ( a )  c r u c i a l  f o r  

b u i l d i n g  consumer demand, and (b)  problemat ic .  Promotional  campaigns 

aimed a t  coopt ing  i n s t i t u t i o n a l  ga tekeepers  a r e  most 1 - ike ly  t o  r e q u i r e  

p r o p o r t i o n a t e l y  l a r g e  budgets  and i l l e g i t i m a t e  t a c t i c s  when consumers' 

awareness of  t h e  product  h inges  almost  e x c l u s i v e l y  on coverage by t h e s e  

personnel .  As no ted  e a r l i e r ,  c u l t u r a l  o r g a n i z a t i o n s  a r e  l e s s  l i k e l y  t o  

deploy boundary agents  o r  s a n c t i o n  h igh-pressure  t a c t i d ;  f o r  i t ems  whose 

s a l e  i s  l e s s  con t ingen t  on ga tekeepers  ' a c t  i ons .  

V a r i a b i l i t y  Within C u l t u r a l  I n d u s t r i e s  

Up t o  t h i s  p o i n t ,  w e  have tended t o  minimize v a r i a b i l i t y  among cul -  

t u r a l  o r g a n i z a t i o n s ,  c u l t u r a l  p roducts  and t h e  markets  a t  which they  a r e  

d i r e c t e d .  Our g e n e r a l i z a t i o n s  apply mainly t o  t h e  most s p e c u l a t i v e  and 



entrepreneuria:I .  ::cgments of  t h e  p u b l i s h i n g ,  r e c o r d i n g  and motion p i c t u r e  

i n d u s t r i e s ,  i.c., a d u l t  t r a d e  books, popular  r e c o r d s  and low-budget movies. 
22 

-- 

Within each  of  t:l\cse c a t e g o r i e s  ; o r g a n i z a t i o n s  s u b s c r i b e ,  i n  va ry ing  

degrees ,  t o  n o n a : ~ t i v e  a s  w e l l  a s  t o  t h e  more economic goa l s  we have 

assumed thus  f u r  . C e r t a i n  pub l i sh ing  houses ,  r eco rd  companies and movie 

producers  commai~~l liigh p r e s t i g e  w i t h i n  each  i n d u s t r y  s y s  t e m  f o r  f i nanc ing  

c u l t u r a l  product:: o f  h i g h  q u a l i t y ,  b u t  o f  d o u b t f u l  commercial va lue .  To 

t h e  e x t e n t  they  (lo n o t  conform t o  economic norms o f  r a t i o n a l i t y ,  t h e s e  - 
o r g a n i z a t i o n s  sllould b e  considered s e p a r a t e l y  from t h e  more dominant 

p a t  t e r n  o f  ope ra  t::i.uns desc r ibed  above. 
2 3 

Whether oui: g e n e r a l i z a t i o n s  might a l s o  c h a r a c t e r i z e  less u n c e r t a i n  

i n d u s t r y  segment:$;, such a s  educa t iona l  t e x t  and c h i l d r e n ' s  book pub l i sh ing  

d i v i s i o n s ,  o r  c l :~ : ; s i ca l  record  product ion  i s  a l s o  s u b j e c t  t o  ques t ion .  I n  

each o f  t h e s e  in::tances,  c o s t  f a c t o r s  and /o r  degree  o f  demand u n c e r t a i n t y  

may b e  q u i t e  d i f l c r e n t ,  which, i n  t u r n ,  would a f f e c t  t h e  s t r u c t u r e  and 

o p e r a t i o n  o f  t h c  l ~ r o d u c e r  o rgan iza t ions .  Textbook p ~ b ~ i s h e r s ,  f o r  example, 

f a c e  a more p r e  tl.l.ctable market than  do p u b l i s h e r s  ( o r  d i v i s i o n s )  s p e c i a l -  . . ., 
- i z i n g  i n  t r a d e  b t ~ l i s  : more c a p i t a l  inves tment  i s  r e q u i r e d ,  and l a r g e r  

s a l e s  f o r c e s   mu^^ be  u t i l i z e d  f o r  school-to-school canvass ing  (Bramrner, 

1967).  I n  t h e  (::I:':c of  c h i l d r e n ' s  books, some d i f f e r e n c e s  might be expected 

i n  t h a t  1ibrar:i.c:;. r a t h e r  than r e t a i l  s t o r e s ,  account: f o r  e i g h t y  pe rcen t  ' 



o f  s a l e s  (Lacy, 1968).  

Within t h e  a d u l t  t r a d e  book ca t egory ,  coverage i n  book review 

columns i s  more "c ruc i a l "  t o  t h e  succes s  of  l i t e r a r y  novels  than t o  

d e t e c t i v e  s t o r i e s  o r  s c i e n c e  f i c t i o n  books. Review coverage i s  a l s o  

problemat ic :  
.. . . . . . 

. Even t h e  New York Times, which reviews many more books 

than  any o t h e r  j ou rna l  add res sed  t o  t h e  g e n e r a l  p u b l i c ,  

covers  on ly  about 20 pe rcen t  of  t h e  annual  ou tput .  Many 

books of major importance i n  s p e c i a l i z e d  f i e l d s  go e n t i r e l y  

unnot iced  i n  such gene ra l  media,  and it i s  by no means unknown 

f o r  even Nat iona l  Book Award winners  t o  go unreceived i n  t h e  

major  n a t i o n a l  journa ls .  
'. -. _ .- 

( ~ a c y ,  1963, p.  55) 

We would t h e r e f o r e  expec t  p u b l i s h e r s '  agen t s .  t o  "push" nove l s  s e l e c t e d  

f o r  n a t i o n a l  promotion more h e a v i l y  t han  e i t h e r  d e t e c t i v e  s t o r i e s  o r  

s c i e n c e  f i c t i o n  works. " ~ e r i o u s "  nove l s  should be promoted more di'f f e r -  

e n t i a l l y  than  o t h e r s .  

S i m i l a r l y ,  "coverage" i n  t h e  form o f  r a d i o  s t a t i o n  a i r -p l ay  i s  f a r  
, . ., 

more c r u c i a l  i n  b u i l d i n g  consumer demand f o r  r eco rd ings  of  popular  music 

than  f o r  c l a s s i c a l  s e l e c t i o n s .  Cont ro l  o v e r  t h e  s e l e c t i o n  o f  new "pop" 

r e l e a s e s  by r a d i o  s t a t i o n  programmers and d i s k  jockeys i s  h igh ly  problematic .  

Record companies a r e  dependent on r a d i o  a i r - p l a y  as t h e  on ly  e f f e c t i v e  



v e h i c l e  o f  "exposure" f o r  new "pop" r eco rds .  I n  t h i s  s e t t i n g  -- where 

a c c e s s  t o  consumers h i n g e s  a lmos t  e x c l u s i v e l y  on coverage d e c i s i o n s  by 

autonomous ga t ekeepe r s  -- i n s t i t u t i o n a l i z e d  s i d e  payments ("payola") 

emerged a s  a  c e n t r a l  t a c t i c  i n  t h e  o v e r a l l  s t r a t e g y  o f  coop ta t i on  employed 

by producer  o r g a n i z a t i o n s  t o  a s s u r e  d e s i r e d  coverage.  

Radio a i r - p l a y  f o r  c l a s s i c a l  r eco rds  is  less c r u c i a l  f o r  b u i l d i n g  

consumer demand; t h e  p r o b a b i l i t y  o f  o b t a i n i n g  coverage f o r  c l a s s i c a l  r e l e a s e s  

i s  a l s o  e a s i e r  t o  e s t i m a t e .  Whereas producers  and consumers o f  "pop" 

r e c o r d s  o f t e n  a r e  unsure  about  a  song ' s  l i k e l y  sales appea l  o r  musical  

"worth," c r i t e r i a  o f  b o t h  mus ica l  "meri t"  and consumer demand a r e  compar- 

a t i v e l y  c l e a r  i n  t h e  c l a s s i c a l  f i e l d .  Record companies, t h e r e f o r e ,  a l l o c a t e  

p r o p o r t i o n a t e l y  fewer promotional  r e sou rces  t o  a s s u r e  coverage o f  c l a s s i c a l  

r e l e a s e s  by mass media ga t ekeepe r s ,  and record  company a g e n t s  promoting 

c l a s s i c a l  r e l e a s e s  employ more l e g i t i m a t e  t a c t i c s  t o  i n f l u e n c e  coverage 

d e c i s i o n s  than  promoters  o f  "pop" r e c o r d s  employ t o  coopt  t h e  d e c i s i o n  

autonomy o f  " i n s t i t u t i o n a l  r e g u l a t o r s  ." - , 

J. D. Thompson (1967, p. 36) h a s  proposed t h a t  "when suppor t  c a p a c i t y  
. .., 

. i s  concen t r a t ed  b u t  demand d i s p e r s e d ,  t h e  weaker o r g a n i z a t i o n  w i l l  a t t emp t  

t o  hand le  i t s  dependence through coopt ing .  " In o u r  a n a l y s i s ,  c u l t u r a l  

o r g a n i z a t i o n s  r e p r e s e n t  a  c l a s s  o f  weaker o r g a n i z a t i o n s ,  dependent on 

suppor t  c a p a c i t y  concen t r a t ed  i n  mass media o r g a n i z a t i o n s ;  demand i s  



d i spe r sed  among r e t a i l  o u t l e t s  and consumers. While a l l  c u l t u r a l  organ- 

i z a t i o n s  a t tempt  t o  coopt  autonomous consumer s u r r o g a t e s ,  t h e  i n t e n s i t y  
. . 

of t h e  t a c t i c s  employed tends  t o  vary  w i t h  degree of  dependence..' Thus, 

c u l t u r a l  o r g a n i z a t i o n s  most dependent on mass media ga tekeepers  (k., 

companies producing "pop" r eco rds )  r e s o r t e d  t o  t h e  most c o s t l y  and i l l e -  

g i t i m a t e  t a c f l i c s ;  t h e  i n s t i t u t i o n  of  "payola" may b e  seen  as an  i n d i c a t i o n  

of t h e i r  weaker power p o s i t i o n .  

Conclusion 

This  paper  has  o u t l i n e d  t h e  s t r u c t u r e  of  e n t r e p r e n e u r i a l  o r g a n i z a t i o n s  

engaged i n  t h e  product ion  and d i s t r i b u t i o n  of " c u l t u r a l  i t ems ,"  and exam- 

i n e d  t h r e e  a d a p t i v e  s t r a t e g i e s  employed t o  minimize dependence on elements  

o f  t h e i r  t a s k  environments:  t h e  deployment of  "contac t  men" t o  organiza-  

t i o n a l  boundar ies ;  overproduct ion  and d i f f e r e n t i a l  promotion o f  new i t ems ;  

and t h e  coop ta t ion  of  mass media ga tekeepers .  It i s  sugges ted  t h a t .  i n  

o r d e r  f o r  new products  o r  i d e a s  t o  reach a  p u b l i c  of  consumers, they  f i r s t  

must b e  processed f avorab ly  through a  system of  organiqa , t ions ,  whose u n i t s  

f i l t e r  ou t  l a r g e  numbers o f  cand ida t e s  b e f o r e  t hey  a r r i v e  a t  t h e  consumption 

. ** 
s t a g e .  The concept  of an " indus t ry  system" i s  proposed a s  a  u s e f u l  frame 

of r e f e r e n c e  i n  which t o  (1) t r a c e  t h e  flow of  new products  and i d e a s  a s  

they  a r e  f i l t e r e d  a t  each l e v e l  o r  o r g a n i z a t i o n ,  and (2)  examine r e l a t i o n s  

among o r g a n i z a t i o n s .  
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by C u l t u r a l  I n d u s t r i e s :  An organ: 
i z a t i o n - s e t  Analys i s  I 

1. Thi s  paper  was developed i n  connec t ion  w i t h  a  s t u d y  o f  t h e  popular  

music i n d u s t r y  and i t s  audience conducted a t  t h e  Survey Research Center ,  

U n i v e r s i t y  o f  Michigan, under- t h e  s u p e r v i s i o n  o f  D r .  Stephen B.  Withey, 

and suppor ted  by g r a n t  number 1-R01-MH17064-01 from t h e  Na t iona l  

I n s t i t u t e  o f  Mental Hea l th .  I wish  t o  thank Edward 0 .  Laumann, A lbe r t  

J .  R e i s s ,  Jr. , Randal l  C o l l i n s ,  Theodore L. Reed, David R. Sega l  , and 
, 

an anonymous reviewer f o r  c r i t i c a l  cbmments on an e a r l i e r  v e r s i o n  of  

t h i s  paper ,  p r e sen t ed  a t  t h e  s i x t y - f i f t h  annual  meet ing o f  t h e  American 

S o c i o l o g i c a l  Assoc i a t i on ,  August, 19  70. 

2. A n o t a b l e  excep t ion  i s  Alf red  Chandler ' s  c l a s s i c  s tudy  o f  c o r p o r a t e  

i nnova t ion  (1962). I n  t h e  a r e a s  o f  f i n e  a r t  and popu la r  c u l t u r e ,  

t h i s  problem h a s  been no ted  by Albrecht  (1968) ,  B a r n e t t  (1959) and 

Gans (1966).  

3.  A s  Lane (1970a, p. 240) p u t s  i t ,  a  c e n t r a l  s o c i o l o g i c a l  q u e s t i o n  is  
. < .  

t h e  e x t e n t  t o  which sponsor ing  o r g a n i z a t i o n s  "manage and c o n t r o l  va lues  

. .., and knowledge r a t h e r  than  simply purvey." An o r g a n i z a t i o n a l  approach 

t o  t h e  s tudy  o f  American mass c u l t u r e  s u g g e s t s  t h a t  changes i n  con ten t  

can be  caused by s h r i n k i n g  markets o n l y  p a r t i a l l y  due t o  s h i f t s  i n  

consumer t a s t e  p re f e r ences .  I n d u s t r y  o b s e r v e r s  s e e  i n c r e a s e d  p u b l i c  



a c c e s s  s i n c e  1955 t o  " a r t "  f i lms   ouston on, 1963) and popular  song 

l y r i c s  w i t h  p r o t e s t  themes (Carey, 1969) a s  r e f l e c t i n g  t h e  nea r - to t a l  

l o s s  o f  a  once-dependable audience ,  whose unchanged p red i spd ' s i t i ons  

n o s  r e c e i v e  conf i rmat ion  from t e l e v i s i o n  f a r e .  The advent  of  t e l e -  

v i s i o n  fo rced  movie e x h i b i t o r s  and r a d i o  s t a t i o n  managers t o  r e l i n -  

q u i s h  t h e  m a j o r i t y  audience and a l t e r  program con ten t  t o  a t t r a c t  minor- 

i t y  s u b c u l t u r e s  p rev ious ly  neg lec t ed  f o r  economic reasons .  The pro- 

d u c t i o n  o f  "rock 'n r o l l "  r eco rds  and f i l m s  by independent  producers  

were s t i m u l a t e d  by unprecedented o p p o r t u n i t y  f o r  r a d i o  a i r -p l ay  and 

e x h i b i t i o n .  While t h e  a l t e r e d  con ten t  r e p r e s e n t s  t h e  b e s t  market 

s h a r e  now a v a i l a b l e  t o  many producers  and d i s t r i b u t o r s ,  i t  i s  d i r e c t e d  

a t  t h e  "teenage" and " i n t e l l e c t u a l "  marke ts ,  r e s p e c t i v e l y ,  and n o t  

t o ,  former pa t rons .  

4 .  Large f i rms  and r eco rd  i n d u s t r y  personnel  a r e  d i s p r o p o r t i o n a t e l y  

r ep re sen ted .  

5. An e x c e l l e n t ,  f i r s t - p e r s o n  account  of  t h i s  expereinc,e is  provided by 

Cowan (19 70) . 
. . .* 6 .  For a  more fa r - ranging  c o n s i d e r a t i o n  o f  t h e  genes i s  and l i f e - c y c l e  o f  

f a d s  and f a sh ions  from the'  s t a n d p o i n t  o f  c l a s s i c  s o c i o l o g i c a l  t h e o r i e s ,  

s e e  Meyersohn and Katz (1957) , Blumer (1968) and Denzin (1970) . 
7. A f o c a l  o r g a n i z a t i o n ' s  " t a sk  environment" c o n s i s t s  of  o t h e r  o r g a n i z a t i o n s  

/ 



l o c a t e d  on i t s  i n p u t  and o u t p u t  boundar ies .  

8. "Production" h e r e  r e f e r s  t o  t h e  performances o r  manuscripts  c r e a t e d  
I ., . 

by a r t i s t s  and t a l e n t - s c o u t s  f o r  l a t e r  r e p l i c a t i o n  i n  t h e  form of  

books, f i l m  n e g a t i v e  p r i n t s  and phonograph r eco rds .  The p h y s i c a l  

manufacture o f  t h e s e  goods i s  s u f f i c i e n t l y  amenable t o  c o n t r o l  a s  t o  

b e  n e a r l y  i r r e l e v a n t  t o  o u r  d i s c u s s i o n .  

9 .  Royalty payments i n  t h e  motion p i c t u r e  i n d u s t r y  are an a l t e r n a t i v e  

t o  c o s t l y ,  long-term c o n t r a c t s  w i t h  e s t a b l i s h e d  movie s t a r s ,  and 
a 

permi t  producers  t o  p a r t i a l l y  d e f e r  expend i tu re s  u n t i l  the. p i c t u r e  

i s  i n  e x h i b i t i o n .  Con t r ac t s  s p e c i f y i n g  r o y a l t i e s  ( i n  a d d i t i o n  t o  

n e g o t i a t e d  f e e s )  a r e  l i m i t e d  t o  well-known a c t o r s  w i t h  proven " t r a c k  

records ."  Author-publ isher  cont rac t ' s  a r e  more uniform, s p e c i f y i n g  

r o y a l t i e s  of  a t  l e a s t  t e n  pe rcen t  t o  a l l  au tho r s .  Record companies 

seldom provide  r o y a l t i e s  h i g h e r  than  t h r e e  t o  f i v e  pe rcen t  o f  s a l e s .  

S ince  popular  r eco rds  a r e  f r e q u e n t l y  purchased i n  g r e a t e r  q u a n t i t i e s  

than b e s t - s e l l i n g  books,  however, mus ic ians '  r o y a l t i e s  may equal  o r  

exceed those  of au tho r s .  . . .\ 
- 10.  The c o s t  o f  producing  and manufactur ing (45 rpm) record  " s ing le s "  

averages  o n l y  twenty-f ive hundred d o l l a r s  ( B r i e f ,  1964).  

11. "Low-budget" f e a t u r e  f i l m s  range i n  c o s t  from one hundred t.housand 

t o  two - m i l l i o n  d o l l a r s  each. The "break-even" p o i n t  f o r  movies i s  



b e l i e v e d  t o  b e  f i v e  d o l l a r s  i n  box o f f i c e  r e c e i p t s  f o r  each  d o l l a r  

i n v e s t e d  i n  t h e  f i lm .  A r e c e n t  f i l m ,  "Easy ~ i d e r , "  produced on a 

low budget  of 360 thousand d o l l a r s ,  i s  r epor t ed  t o  have earned f i f t y  

m i l l i o n  i n  box o f f i c e  r e c e i p t s  and n e t t e d  i ts  p r o d u c e r s  approximately 

t e n  m i l l i o n  d o l l a r s .  " ~ a t h e r  than  make one expensive f i l m ,  wi th  

a l l  t h e  c o r r e c t  box-of f ice  i n su rance  i n  t h e  way o f  s t o r y  and s t a r -  

c a s t i n g ,  and s e e  t h e  whole t h i n g  go down t h e  d r a i n , "  some producers  

have come t o  " p r e f e r  t o  pu t  t h e  same k ind  of  money i n t o  t h r e e  o r  

f o u r  cheap f i l m s  by young d i r e c t o r s ,  gambling t h a t  a t  l e a s t  one of  

them would prove [ t o  be a smash]" (Houston,-1963,  p. 101) .  Houston's des- 
c r i p t i o n  of t h e  French f i l m  i n d u s t r y  h a s  s i n c e  come t o  ' cha rac t e r i ze  t h e  American 

12.  P r i o r  t o  implementation of  a (1948) judgment by t h e  U . S .  Supreme scene . 
Cour t ,  independent and fo re ign  f i l m  product ion  companies wi thout  

powerful d i s t r i b u t i o n  arms were blocked most e f f e c t i v e l y  from access  

t o  consumers through movie e x h i b i t i o n .  The Paramount Decrees d ives t ed  

movie t h e a t e r  cha in  ownership from n i n e  major f i l m  producers  and d i s -  

t r i b u t o r s  (Conant, 1960) . , ,  

13.  P u b l i c  r e a c t i o n  t o  t h e  "payola" s canda l s  i n  t h e  l a t e  1950 ' s  demon- . .*, 
s t r a t e d  a widespread b e l i e f  t h a t  t h e  d i s semina to r s  o f  "mass c u l t u r e "  

shou ld  b e  independent  of  i t s  producers .  Disk jockeys,  book reviewers  

and f i l m  c r i t i c s  a r e  expected t o  remain f r e e  from t h e  i n f l u e n c e  o r  

manipula t ions  o f  r eco rd  companies, book p u b l i s h e r s  and movie s t u d i o s ,  



i 
r e s p e c t i v e l y .  This  f e e l i n g  i s  shared '  g e n e r a l l y  by members of I I 

I each i n d u s t r y  system, a s  w e l l  a s  embodied i n  o u r  l e g a l  system.. 
i , 

14 .  New movies,  faced  w i t h  fewer compe t i t o r s  and r e p r e s e n t i n g  f a r  

g r e a t e r  inves tment  p e r  c a p i t a ,  a r e  a d v e r t i s e d  more h e a v i l y  d i rec t ly . .  

15.  Bpskoff (1964, p. 224) s e e s  t h e  s o u r c e s  o f  i nnova t ions  w i t h i n  any 

s o c i a l  system as t h e  " t e c h n i c a l  and /o r  manager ia l  l e v e l s  o f  organ- 

i z a t i o n ,  o r  e x t e r n a l  sources. .  . By i t s  very  n a t u r e ,  t h e  i n s t i t u -  

t i o n a l  l e v e l  i s  uncongenial  t o  i n n o v a t i v e  r o l e s  f o r  i t s e l f  ." Changes 

occu r  a t  an i n c r e a s i n g  r a t e  when " t h e  i n s t i t u t i o n a l  l e v e l  i s  i n e f f e c -  

t i v e  i n  c o n t r o l l i n g  t h e  cumulation o f  v a r i a t i o n s .  . . This  may be 

c a l l e d  change by i n s t i t u t i o n a l  d e f a u l t . "  Changes i n  pop c u l t u r e  

content  c o n s i s t e n t l y  fol low t h i s  p a t t e r n .  

16.  Two i n t e r e s t i n g  formal models o f  aspect .s  o f  t h i s  p roces s  a r e  pre- 

s e n t e d  by McPhee (1963).  

17 .  For a more d e t a i l e d  d i s c u s s i o n  o f  t h e  r o l e - s e t  engaged i n  t h e  pro- 

c e s s i n g  o f  f a d s  and f a s h i o n s ,  w i t h  p a r t i c u l a r  a p p l i c a t i o n  t o  " h i t "  

r e c o r d s ,  s e e  Hirsch  (1969) . 
, . ., 18. Sponsoring o r g a n i z a t i o n s  wi thou t  a c c e s s  t o  e s t a b l i s h e d  channels  of  

d i s t r i b u t i o n ,  however, exper ience  g r e a t  d i f f i c u l t y  i n  ob ta in ing  o r d e r s  

f o r  t h e i r  p roduc t s  from r e t a i l  o u t l e t s  and consumers. 

Thompson's (1962) typology o f  i n t e r a c t i o n  between o rgan iza t ion  



members and non-members cdns i s  t s  of  two dimensions : " ~ e g r e e  of  

Non-Member Di sc re t ion , "  and " S p e c i f i c i t y  of Organ iza t iona l  Control" 

o v e r  members i n  "output  ro l e s . "  Output  r o l e s  a r e  de f ined  is t hose  

which a r r ange  f o r  t h e  d i s t r i b u t i o n  o f  an o r g a n i z a t o i n '  s u l t i m a t e  

product  (.or s e r v i c e )  t o  o t h e r  a g e n t s  i n  s o c i e t y .  

19 .  This  i s  n o t  t o  s ay  t h a t  "uneconomical" s e l e c t i o n s  may n o t  appea l  

t o  a f a i r  number o f  consumers. Each i n d u s t r y  d e f i n e s  "consumer 

demand" accord ing  t o  i t s  own c o s t s  and convenience. Thus, a network 

t e l e v i s i o n  program w i t h  only  f o u r t e e n  m i l l i o n  viewers  f a i l s  f o r  

inadequate  consumer demand. 

20. Two r e c e n t  s u c c e s s f u l  "long-shots" a r e  t h e  b e s t - s e l l i n g  r e i s s u e  

o f  turn-of- the-century Sears  Roebuck ca t a logues  and t h e  f i l m  "Endless 

Summer." For a  d i s c u s s i o n  of  c r i t e r i a  employed t o  choose "pop" 

r eco rds  f o r  d i f f e r e n t i a l  promotion, s e e  Hi r sch ,  1969. 

21. S i m i l a r l y ,  t h e  r e c e n t  demise o f  t h e  Saturday Evening Pos t  was pre-  

c i p i t a t e d  by an i n a b i l i t y  t o  a t t r a c t  s u f f i c i e n t  a d y e r t i s i n g  revenue: 

too many o f  i t s  s i x  m i l l i o n  s u b s c r i b e r s  l i v e d  i n  r u r a l  a r e a s  and f e l l  

. .., 
i n t o  low income c a t e g o r i e s  ( F r i e d r i c h ,  1970).  

22. Adult  t r a d e  books account f o r  l e s s  t han  t e n  pe rcen t  of a l l  s a l e s  i n  

t h e  book pub l i sh ing  i n d u s t r y ,  exc lud ing  book c lub  s a l e s  (Bowker, 1969).  

Recordings of "popular music" (subsuming "folk" and "country and 



1 
western" c a t e g o r i e s )  p rov ide  t h e  m a j o r i t y  of  s a l e s  i n  t h e  r eco rd  

I 
I 

i n d u s t r y  ( B r i e f ,  1964) .  F igu re s  o n . t h e  c o n t r i b u t i o n  o f  low-b,udget 

f i l m s  t o  movie i n d u s t r y  s a l e s  were n o t  ob t a ined .  Low-budget f i l m s  

are more s p e c u l a t i v e  t han  high-budget "b lockbus te rs"  on a  per p i c t u r e  

b a s i s  o n l y ,  where t h e i r  p r o b a b i l i t y  o f  box o f f i c e  s u c c e s s ,  a s  well 

as' t h e i r  c o s t s ,  appears  t o  b e  lower .  

23.  Lane (1970b) p r e s e n t s  a v a l u a b l e  p o r t r a i t  of one such p u b l i s h i n g  

house. 
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