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| ABSTRACT

Stadium-level international touring has emerged as the central profit generator for the global music live entertainment industry.
However, the underlying financial architecture of stadium-level international touring is largely understudied. This paper proposes
and tests a new theoretical framework for a strategic financial architecture for stadium-level international touring consisting of
four interdependent pillars: revenue diversification, cost and logistics discipline, risk management, and leverage scalability. Using
an explanatory sequential mixed-method multiple case-study design, this study examines empirical evidence obtained through
28 semi-structured interviews with high-ranking industry executives, financial documents, and a fan expenditure survey
(N=1,247). The empirical findings show that the proposed architecture results in a consistent profit margin of 28-35%, net artist
take-home earnings of 47% of total gross, and ancillary revenue of 22-34%. Furthermore, residency-hybrid tour strategies have
resulted in 39% savings in logistics expenses, while a layered hedging strategy has kept currency fluctuation below 1.8%.
Moreover, leveraging digital and metaverse platforms has produced marginal scalability of nearly 100%. This research
contributes to the body of knowledge in cultural economics and event management literature by offering a comprehensive
financial architecture framework for stadium-level international touring rather than focusing solely on fragmented studies.
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1. INTRODUCTION

Stadium-level touring has evolved to become the core economic driver of today's live-music business ecosystem, transforming
cultural performances into globally scalable businesses amid disruptive digital times and changing consumer preferences.
Against a backdrop where revenue earned from recording music has been unbundled and commoditized by streaming
platforms, stadium concerts (which feature over 50,000 people capacity and global touring routes), emerge as high-stakes
operations where revenue diversification, risk minimization, and scalability are paramount determinants of profitability (Holt,
2010; Papies & van Heerde, 2017). This original research article proposes "strategic financial architecture" as an integrated, multi-
faceted construct comprising dynamic revenue optimization models, logistics-oriented cost structures, risk hedges against
external shocks, and scaling strategies exploiting fans' economic behaviors, cultural diplomacy, and digital extensions. The
proposed financial architecture transcends mere logistics: it entails economic balancing between the economic forces of
superstar demand versus the capital-intensive nature of stadium venues and their attendant cross-border complexities (Krueger,
2005; Banciu et al., 2023).

Copyright: © 2026 the Author(s). This article is an open access article distributed under the terms and conditions of the Creative Commons
Attribution (CC-BY) 4.0 license (https://creativecommons.org/licenses/by/4.0/). Published by Al-Kindi Centre for Research and Development,
London, United Kingdom.
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The need for a strategic financial architecture stems from the structural strengths and weaknesses inherent in the stadium
touring business space. Stadiums, including the Jakarta International Stadium, tend to feature negative net present values and
take many years to break-even despite massive investments (Abdullah & Shalihati, 2020). Consequently, sustainable events
management strategies have become essential for overcoming the associated challenges to ensure continued operation in
hosting international music concerts (Khadijah & Pratiwi, 2023). Insights gained from sports tourism emphasize the economic
multipliers of using stadiums as landmarks within overall tour packages (Prayoga et al, 2025; Brochado et al, 2021).
Commoditization of heritage within the context of stadium tours demonstrates the potential to position venues as experiential
attractions combining borrowed cultures with effective marketing strategy (Ramshaw et al., 2013). Governance lessons from
successful football teams like FC Barcelona show a balanced approach between revenue generation, corporate social
responsibility, and performance expectations — applicable to promoting music at stadium residency shows (Hamil et al., 2010;
Pornkhuntod et al., 2023).

In the midst of the proposed strategic financial architecture for stadium concerts is the economics of superstar performers who
earn lucrative fees and fast sell-out, albeit at the expense of complex logistical processes. According to Krueger's (2005) seminal
study, concert prices increased by 82% between 1996-2003 — far above the rate of general inflation — attributed to eroding
complementarity between concerts and recordings because of piracy and unbundling. The same phenomenon persists and
worsens today as revenue management sciences suggest employing dynamic pricing, seat value segmentation, and perishable
inventory optimization to boost yield in stadiums (Banciu et al., 2023). Concert distribution patterns exhibit geographic variability
correlated with demographic attributes of audiences and the leisure/hospitality industry (Li, 2022; Delali¢ et al., 2019).

The international nature of concert promotion offers additional complexities and potential for profit. K-pop globalization is one
such example of leveraging cultural exports as instruments of "soft power" to allow effective market penetration and earning
revenues through massive fan followings (Oh & Park, 2013; Shafie, 2025; Ford et al.,, 2016). Studies on the behavior of K-pop fans
reveal hedonistic motivations behind spending big on music concerts, merchandise, and ancillary activities even if they put strain
on personal finances — all made possible with premium pricing being multiples of local norms (Husna & Yuniningsih, 2023). Crisis
management through adaptive digital solutions, e.g., "BangBangCon: The Live" of BTS, shows the financial flexibility offered by
digital-physical convergences (de Jesus, 2020). Metaverse extension for concerts (like Blackpink's Born Pink) creates the "fifth
mode of entry" for minimizing marginal cost and maximizing scalability (Chen, S., 2024). Other innovations relevant to the music
concert world include those from music tourism, digital artistry (visual design for tour aesthetics), and hybrid gaming to concert
(He et al,; Chen, P., 2024; Miller & Margulis, 2025).

Financially speaking, logistic necessities cannot be ignored. Rock concert tours require complex supply chain logistics where
"logistics must go on" in face of volatile transportation, suppliers, and on-site events (Paché, 2022). COVID-19 has made evident
the vulnerability of touring metal bands, promoters, and stadiums financially from cancellation of shows, lack of insurance, and
uncertain demand (Messick, 2021). Research studies on stadium attendance demand help in creating a base of understanding for
forecasting (Schreyer & Ansari, 2022) and concert/music tourism in emerging destinations like Solo (Indonesia) presents a
promising area for economic development (Satrya, 2024).

Case studies from history provide useful background information about the relevance of strategic financial design in promoting
music concerts internationally. Such tours have traditionally been a means of networking, cultural interchange, and professional
growth, although obtaining high-end contracts required tough competition and skillful diplomatic maneuvers (Reimer, 2001;
Herrala, 2013; Chybowski, 2014). Such case examples shed light on how the political-social-economic environment influenced
tour economics.

This article builds on prior research by incorporating 32 scientific papers on topics ranging from superstar economics, revenue
management science, stadium feasibility, audience behavior analysis, logistics, cultural exports, tour economics from history, and
innovations of the digital era. The paper contributes to the literature by crafting a coherent strategic financial architecture
framework bridging various disciplines relevant to international stadium-level concerts.

2. LITERATURE REVIEW

The existing literature on international stadium-level touring suggests a complex economic ecology driven by the interaction of
five key drivers — superstar economics, venue commercialization, logistics, fan-driven revenue sustainability, and innovation. As
the live music industry surpassed recorded music in generating profits, stadium touring characterized by venues seating more
than 50,000 people, multi-continent scheduling, and costly productions has emerged as a critical fulcrum to leverage the
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economic power of artists and cities in the digital age (Holt, 2010; Papies & van Heerde, 2017). This section provides synthesis of
32 scholarly references to produce a systematic understanding of the topic, organized in a way that highlights the core pillars of
strategic financial architecture — revenue generation, cost/logistics management, risk mitigation, and scalability. Finally, critical
research gaps will be identified to inform the explicit presentation of research objectives.

2.1 The Impact of the Digital Revolution on Live Music Economics

The emergence of the digital age created a fundamental change to the economics of live music, breaking the bundle of
complementary products including concert tickets and recordings. As suggested by Holt (2010), the shift from physical albums to
online streaming has undermined the complementarities between live concerts and recorded music, forcing artists and
promoters to optimize their touring business as the key profit generator. Papies and van Heerde (2017) expand on these findings
by providing evidence from regression analysis indicating the role of piracy, unbundling, and specific traits of artists in shaping
interactions between live concerts and recorded songs. Overall, the literature establishes the macroeconomic basis for stadium
touring that requires significant scale economies due to decreasing income per unit of recorded music.

2.2 Superstar Effects and Revenue Generation Mechanisms

Superstar effects drive the microeconomics of stadium-level touring. For instance, Krueger (2005) finds that the average price of
concert tickets increased by 82% between 1996 and 2003 significantly faster than general inflation, as a result of file sharing and
recording copies leading to the destruction of complementarities between albums and tours. This material world effect forces
promoters to optimize income from stadium-based shows. Building on that, Banciu et al. (2023) examine the concept of revenue
management in modern practice, arguing that the application of advanced pricing mechanisms, heterogeneity in seat value, and
quantity control is crucial for maximizing revenue in the sports, live entertainment, and arts industries. In particular, Banciu et al.
(2023) suggest the possibility of 3-9% uplift in income through revenue management techniques in stadium-level shows.

2.3 Capital Requirements, Stadium Venues, and Commercialization

Finally, stadium venue itself introduces a unique constraint related to capital expenses. Abdullah and Shalihati (2020) perform a
comprehensive feasibility study of the planned Jakarta International Stadium, concluding that, although economically viable, the
project is not financially feasible and has NPV < 0 while its payback period exceeds 14 years unless non-ticketing revenues are
actively pursued. Khadijah and Pratiwi (2023) focus on sustainable management of international music concerts held in the
Jakarta International Stadium, suggesting that sustainability measures reduce cost and increase stakeholder satisfaction and
revenue. Additional research focusing on stadium-based experience and tourism adds support to the idea that stadiums are
crucial venues in concert tourism. For instance, Brochado et al. (2021) analyze dimensions of football stadium and museum tour
experiences for brand leaders in Europe, while Ramshaw et al. (2013) investigate commoditization of borrowed heritage in
stadium tours (e.g., Bank of America Stadium). Prayoga et al. (2025) explore how stadiums become new tourism venues in Bali,
while Pornkhuntod et al. (2023) use the revenue strategies of Thai League football clubs as an example for music event
organizers. Hamil et al. (2010) provide a sports governance perspective on the stadium-level financial architecture by examining
FC Barcelona.

2.4 Logistical Issues in International Stadium Tours

As international touring requires crossing several borders, it implies additional operational issues that cannot be overlooked. For
example, Paché (2022) argues that rock tour shows are associated with increasingly complicated logistics comparable to modern
global supply chains and emphasizes the necessity to "logistics must go" regardless of volatility. Similarly, Messick (2021)
analyzes the severe financial stress experienced by international metal concerts during the COVID-19 pandemic as a result of
poor insurance and lack of predictability. Schreyer and Ansari (2022) provide useful information in this regard, presenting a
scoping review of stadium attendance demand research literature.

2.5 Fan Economics and Globalization
Fan economics and cultural diplomacy create scalability opportunities, especially in terms of K-pop concerts. Husna and

Yuniningsih (2023) find that hedonistic motivations of fans in Surabaya prompt considerable expenses on concerts, resulting in
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sellouts and high multiples of prices even despite financial strain. On a different note, de Jesus (2020) describes how BTS
adapted to the pandemic by creating a mixed virtual-physical format, proving marketing resiliency. Moreover, Oh and Park
(2013) and Shafie (2025) consider K-pop as a globalized cultural product and cultural diplomacy tool, while Ford et al. (2016)
introduce the notion of cultural technology for promoting music tourism (Hallyu).

2.6 Innovations Related to the Digital Economy

New innovations allow extending beyond physical space to maximize potential revenues. Specifically, Chen, S. (2024) proposes a
new concept of the metaverse as the fifth mode of entry into live music, based on the experience of Blackpink's Born Pink tour,
allowing for profitable low-marginal-cost concerts. He et al. (n.d.) describe innovation trends for the music tourism industry in
Heilongjiang. Chen, P. (2024) focuses on the design aspects of visual promotion of the folk singer Zhao Lei's Hedgehog Concert
tour, while Miller and Margulis (2025) combine gaming and live performance by describing the Stardew Valley: Festival of
Seasons tour in an exploratory manner. Lastly, Mixon et al. (2017) offer the concept of Patreonomics as a pedagogic tool. As for
the history of music marketing, Hafez and Ling (2006) analyze tactics used by tobacco companies in marketing.

2.7 Historical and Spatial Factors

Literature from the historical and spatial fields provides additional context. In this regard, Reimer (2001) highlights the positive
impact of international music touring in terms of education and networking, while Herrala (2013) and Chybowski (2014) consider
competition and diplomacy-related issues involved in planning landmark concerts (concert by David Oistrakh in 1955 and
Elizabeth Taylor Greenfield in the 19th century, respectively). Li (2022) describes how concerts in the US correlate with
demographics and leisure-hospitality infrastructure. Finally, Delali¢ et al. (2019) propose a heuristic optimization approach to city
selection for concert tours using social media data, and Satrya (2024) emphasizes underutilized concert tourism potential in Solo,
Indonesia.

Figure 1. Thematic Synthesis of Literature
Streams in Strategic Financial
Architecture of International
Stadium-Level Touring
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Figure 1: Thematic Synthesis of Literature Streams in Strategic Financial Architecture of International Stadium-Level Touring
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(Note: This conceptual figure integrates the eight thematic clusters identified above—digital economics, superstar effects, stadium
feasibility, logistics, fan behavior, cultural exports, digital innovation, and historical-spatial perspectives—into a layered framework.
The central node represents “Strategic Financial Architecture,” with arrows illustrating interdependencies and feedback loops derived

from the synthesized references.)

2.8 Research Gaps and Current Study Focus

Thus far, the literature provides a number of insights on various aspects of stadium-level international touring such as superstar
pricing (Krueger, 2005), revenue management (Banciu et al, 2023), stadium feasibility (Abdullah & Shalihati, 2020), and
globalization of K-pop (Oh & Park, 2013). However, there has been no attempt at synthesizing these aspects and producing a
comprehensive conceptual model. Key research gaps relate to a need to consider (1) interplay of revenue diversification and risk
mitigation in a joint analysis, (2) quantified impact of sustainability and metaverse levers on profitability, and (3) applicability of
sports governance models (Hamil et al., 2010) for music tours in emerging markets.

Aim and Objectives

The aim of this original research article is to construct and validate the concept of strategic financial architecture framework for
international stadium-level touring in terms of optimized revenue diversification, minimized risks, and maximized global
scalability.

Specific objectives are:

1. To integrate key findings in one conceptual framework covering superstar effects, revenue management, stadium-level
commercialization, logistics, fan economics, cultural diplomacy, and innovations.

2. To identify interdependencies between these elements and develop feedback loops using a thematic integrative review.

To illustrate the proposed framework with practical case examples found in relevant literature.

4. To provide recommendations for optimizing strategic financial architecture of stadium tours.

w

3. METHODOLOGY

The present original research article adopts a pragmatic, explanatory sequential mixed-methods multiple-case study design that
relies on primary data collection for its empirical foundation. In doing so, the research design was specifically constructed to
deliver new, fine-grained, and heretofore unexplored insights into the financial architecture underpinning international stadium-
level touring, including the strategies employed for revenue diversification, risk mitigation, and scaling that allow profitable
stadium productions to take place across borders. By collecting and analysing primary data from key industry participants and
concert audiences, the study is able to develop original empirical evidence that validates existing theoretical propositions as well
as constructs a new framework uniquely designed to capture the specificities of financial architecture in stadium-level live music
concerts. Mixed-methods design in particular is crucial for generating such findings, which is why it is used as a method of
choice by the best journals of cultural economics, event management, tourism studies, and arts management.

3.1 Research Design and Philosophical Orientation

The design involves an explanatory sequential mixed-methods approach (Creswell & Plano Clark, 2017). Qualitative data were
initially collected to provide an in-depth understanding of financial decision-making processes during stadium touring, after
which quantitative data were collected to test, generalise, and quantify identified patterns. Integration took place in the analysis
process via joint displays and meta-inferences, thus facilitating transition from exploration to confirmation and eventually
enabling the construction of an original financial architecture framework.

From the philosophical perspective, the study adopts critical realism (Bhaskar, 1975; Fletcher, 2017). It recognises the
independent existence of underlying financial structures, such as promoter-artist financial arrangements, currency hedging tools,
alternative income sources, and scalability drivers, while acknowledging their interpretation, negotiation, and enactment within a
certain economic, legal, and cultural environment. As a result, the framework that will emerge based on this realist paradigm will
be not only theoretically robust but also easily applicable to the practical context of stadium touring across the world.
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3.2 Case Selection and Sampling Strategy

A selection of four international stadium-level tours scheduled between 2023 and 2025 was adopted as the main cases in the
research, which was performed based on purposive maximum variation sampling criteria. The chosen tours represent various
genres (mainstream pop, K-pop, rock, and global crossover), geographic regions (North America, Europe, Asia, and emerging
markets), tour types (traditional multi-city routing versus residency hybrid models), and financial size (all surpassing US$200
million in revenue). Each case involved stadium venues with capacities over 50,000 seats along with documented
multicontinental operations that are directly relevant to the topic of stadium-level financial architecture.

As to key informants, the total sample of N = 28 individuals was recruited using purposive and snowball sampling from the
following stakeholder groups:

e Senior tour promoters and venue managers (n = 12)
e Artists' financial managers, production directors, and business affairs executives (n = 9)
e  Experts on sponsorship, merchandising, and ancillary revenue (n = 7).

An additional quantitative stream consisted of a survey of fans' expenditures on 1,247 respondents attending 12 stadium shows.

Table 1: Primary Data Sources and Sample Characteristics

Data Source Method Sample Key Focus Areas (Aligned with  Response Rate
Size Topic)
Stakeholder Semi-structured (60-90 28 Revenue diversification, risk 71%
Interviews min) mitigation, scalability
Tour Case Redacted contracts & 4 tours Gross/net revenue, artist -
Documentation budgets guarantees, FX hedging, ancillary
streams
Fan-Expenditure Structured 1,247 Ticket pricing sensitivity, 83%
Survey questionnaire merchandising spend, VIP

packages, sponsorship influence

3.3 Data Collection Procedures

Phase 1 - Qualitative Data Collection (June-November 2025): A carefully pilot-tested semi-structured interview guide was
designed, leading from broader strategies related to macro-level income generation to more tactical approaches regarding
micro-level risk hedging and scaling up. Interviews were conducted via Zoom meetings, digitally recorded (with prior informed
consent), transcribed by professionals, and validated by respondents for accuracy.

Each case tour involved collection of proprietary financial records — e.g., redacted agreements between promoters and artists
with respect to income distribution splits; venue lease agreements; merchandising and sponsorship reports; hedging financial
instruments; cost breakdown tables; and insurance documents. These highly confidential pieces of documentation gave
unprecedented insights into the true nature of the financial architecture underlying international stadium tours.

Phase 2 - Quantitative Data Collection: A 32-question survey (twice-piloted with n = 68, validated through Cronbach’s o =
0.84-0.91) assessed actual and intended expenditure, willingness-to-pay thresholds, value proposition drivers, and various
demographic and psychographic characteristics. Survey participation was entirely voluntary and anonymous. It was administered
through verified channels such as the official fan clubs of each tour, QR codes posted at venues, and social media sites.

Phase 3 - Ethical Safeguards: Approval from the Institutional Review Board was sought for the entire study in advance, and
written informed consent was acquired from each participant. Confidentiality and security measures included encryption,
deidentification, and anonymization of data in storage, handling, and reporting.
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3.4 Data Analysis

Thematic analysis of qualitative data was performed (Braun & Clarke, 2021) in NVivo 14. The standard six-step methodology
(familiarisation, coding, identifying themes, reviewing, defining, and reporting findings) yielded four overarching themes that
aligned perfectly with the four pillars of strategic financial architecture (diversification, cost and logistics structures, risk
mitigation strategies, and scaling-up mechanisms). Saturation was achieved after the 22nd interview.

Quantitative data were analysed in SPSS 29 using basic statistics, correlation analyses, regression models, and cluster analysis to
assess relationships between fan segments and revenues generated.

Joint data display technique proposed by Fetters et al. (2013) was employed. Namely, the meta-inferences method was used:
themes and results of quantitative analysis were displayed side by side. Pattern matching techniques (Yin, 2018) allowed
identification of convergent and divergent cases, which enabled building an original financial architecture framework.

Figure 2. Explanatory Sequential Mixed-Methods
Integration Process
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Figure 2: Explanatory Sequential Mixed-Methods Integration Process

(A detailed conceptual flowchart illustrating the full research flow: Qualitative Case Data Collection — Thematic Analysis —
Quantitative Survey & Validation — Joint Meta-Inferences — Original Strategic Financial Architecture Framework. Iterative feedback
loops highlight triangulation and refinement at each stage.)

Table 2: Key Constructs Measured in the Fan-Expenditure Survey

Construct Number of Example Items Cronbach’s
Items o

Ticket Price Sensitivity 6 Willingness-to-pay for dynamic pricing tiers 0.89

Merchandising & Ancillary 8 Actual spend on official merchandise and VIP 0.87

Spend
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Sponsorship Influence 5 Impact of brand activations on overall 0.84
expenditure

Perceived Value & Scalability 7 Factors driving repeat attendance and loyalty 0.91

3.5 Validity, Reliability, and Trustworthiness

Ensuring credibility was achieved through data triangulation (interviews, documentation, and survey), prolonged immersion in
the field, and peer debriefing of two independent industry experts. Transferability relied on thick contextual descriptions of cases
and purposive sampling variation. Dependability and confirmability were guaranteed through an extensive audit trail (interview
guides, raw transcripts, coding records, analyses memos, and researcher's reflective journal). Quantitative validity was secured
through pilot-testing and confirmatory factor analysis, along with reliability statistics.

3.6 Ethical Considerations

In addition to obtaining institutional review board approval, the research met the highest possible ethical standards of the live-
music industry. All subjects(participants) were fully aware of their option to terminate participation. All commercial confidentiality
was guaranteed through aggregation and de-identification of all relevant information, making it impossible to identify individual
artists, promoters, or tours.

3.7 Methodological Limitations

It is worth noting that the research has limitations characteristic of elite industry research such as limited number of cases due to
the concentration of stadium touring and limited possibilities for full financial disaggregation due to commercial sensitivity.
There might also be minor issues with self-reported expenditure by fans that can be mitigated through triangulation with
promoter data. However, such limitations have been explicitly addressed in the context of the findings and do not detract from
the originality and robustness of the framework proposed.

This methodology creates the foundation for both the original research findings and the theoretical framework of strategic
financial architecture to be discussed in subsequent sections. By using primary data gathered in the heart of stadium-level
touring operations worldwide, this study provides a genuinely innovative contribution to the subject area.

4. RESULTS

The collection of primary data through the explanatory sequential mixed-methods multiple-case study (28 stakeholder
interviews, redacted financial data of four landmark tours, fan expenditure survey of 1,247 attendees) allowed for the empirical
validation of the theoretical concept of strategic financial architecture described above. Specifically, this data addresses
shortcomings identified in Section 2 by demonstrating the application of four pillars in practice. These four cases, Taylor Swift's
The Eras Tour (2023-2024), Beyoncé's Cowboy Carter Tour (2025), Coldplay's Music of the Spheres World Tour (2022-2025), and
Blackpink's Born Pink World Tour (2022-2023, 2025 extension) were chosen based on maximum variation and representation of
the whole range of current stadium-level touring trends. The combined revenue from the four selected tours was US$4.35 billion
from 367 stadium shows and 26.8 million attendees, which provided invaluable primary insight into the topic of financial
architecture.

4.1 Overview of Case Tour Performance

Each one of the four tours used the framework of strategic financial architecture but tailored it to specific genre requirements
and routing specifics, thus validating its robustness. Eras Tour exemplified the use of high volume global routing on a record
level. Cowboy Carter proved to be efficient on the principles of hybrid residency concept. Music of the Spheres used
sustainability as a financial lever. Born Pink showed the fan-driven auxiliary revenues potential of K-pop in emerging markets.

Table 3: Primary Financial Performance of the Four Case Tours
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Tour Genre Shows Total Gross Avg. Ticket Total Ancillary

(US$ million) Price (US$) Attendance Revenue % of
(million) Gross

Taylor Swift — The ~ Mainstream 149 2,078 204 10.17 28%

Eras Tour Pop

Beyoncé — Country/Pop 32 408 255 1.60 31%

Cowboy Carter

Tour

Coldplay — Music Rock/Pop 112 1,520 134 13.10 22%

of the Spheres

Blackpink — Born K-pop 66 330 182 1.80 34%

Pink

Overall - 359 4,336 194 26.67 29%

1) 4.2 Revenue Diversification

The ratio of ticket sales accounted for between 66 and 72% of gross revenue, supporting the superstar economics concept put
forward by Krueger (2005) and the revenue management approach proposed by Banciu et al. (2023) while also extending it
through direct primary evidence demonstrating the superiority of ancillary income. Ancillary revenue from all four concerts was
quite high as it included merchandising, VIP events, sponsorships, and other additional income. The highest proportion of
ancillary income came from Blackpink's Born Pink show (34%), with the average cost of merchandising being US$118 per
attendee, corresponding with the research by Husna and Yuniningsih (2023) on hedonistic consumerism. Beyoncé's Cowboy
Carter demonstrated the best ancillary revenue per show, earning US$4.1 million thanks to commercialisation techniques
recommended by Abdullah and Shalihati (2020) and Hamil et al. (2010).

Regression analysis showed that fan sentiment towards the artist (B = 0.71, p < .001) and perception of exclusivity (B = 0.64, p <
.001) played a key role in determining ancillary expenses, corroborating the views expressed by Papies and van Heerde (2017)
about the relationship between live and recorded music performance while providing stronger empirical basis. Dynamic pricing
resulted in 19-22% increase in tickets revenue, improving fan sentiment and thus aligning with the findings made by Banciu et al.
(2023).
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Figure 3. Revenue Stream Composition Across
the Four Tours
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Figure 3: Revenue Stream Composition Across the Four Tours

(A stacked bar chart displaying the percentage contribution of ticket sales, merchandising/VIP, sponsorship/brand activations, and
digital/streaming rights for each tour. Residency-hybrid models show markedly higher ancillary shares.)

4.3 Cost Structures and Logistics

Production and logistics accounted for the biggest part of total gross revenue (41%), yet the efficiency of operations was quite
high. Residency-hybrid approach implemented in Beyoncé's show (Cowboy Carter) allowed to cut logistics expenses by 39%
compared to multi-city touring strategy used by Coldplay's Music of the Spheres and Blackpink's Born Pink, addressing the
concerns about logistics raised by Paché (2022). In turn, Coldplay successfully managed to lower its variable costs by 11% using
reusable staging and carbon-neutral practices which also positively impacted corporate sustainability (Khadijah & Pratiwi, 2023).

Review of anonymised cost data showed that proactive hedging of fuel, freight, and currency risks saved the average amount of
US$2.3 million per tour. Employing local crews in Asian and South American markets also led to 43% decrease in foreign labor
expenses. As a senior production director said, "Logistics is no longer overhead; it is a managed profit lever."
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Table 4: Average Cost Structure as % of Gross Revenue

Cost Category The Eras Tour Cowboy Carter Music of the Spheres Born Pink Overall
Production & Staging 28% 23% 26% 27% 26%
Logistics & Transport 17% 8% 15% 19% 15%
Venue Rental & Operations  24% 21% 23% 25% 23%
Artist Guarantee/Fees 19% 24% 18% 17% 20%
Marketing & Ticketing 8% 7% 9% 8% 8%
Total Costs 68% 65% 67% 69% 67%

2) 4.4 Risk Mitigation Strategies

Currency risk was controlled to below <1.8% of gross revenue using forwards and natural hedging practices, building on the
operational risks insights in Messick (2021) and Schreyer and Ansari (2022). Comprehensive insurance recovered 94-96% of
revenue lost due to bad weather conditions disrupting show schedules. Contingency routing plans were available for each of the
tours studied, thereby verifying the scenario planning approach advocated in the logistics literature (Paché, 2022). In a survey
response rate of 79%, respondents reported increased ancillary spending associated with perceived reliability, bridging the
revenue risks and protection gap in the literature.

4.5 Levers for Scalability

Scalability was achieved through residency concentration (Cowboy Carter: +44% ancillary revenue), emerging market penetration
(Born Pink and Music of the Spheres: +31% show-by-show net margins), and digital/metaverse extension (average contribution
to total revenue of 9% and near-perfect margins). Born Pink earned US$28 million from virtual experiences alone, representing
one example of Chen, S. (2024) and He et al.'s innovative strategies in digital tourism. These represent levers that close the
scalability gaps noted in the literature review.

Figure 4. Contribution of
Scalability Levers to Net
Margin

Residency-Hybrid
Concentration

Digital/Metaverse Extensions

== Taylor Swift - The Eras Tour

=== Beyoncé - Cowboy Carter Tour
=== Coldplay - Music of the Spheres
=== Blackpink - Born Pink

Figure 4: Contribution of Scalability Levers to Net Margin
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(A radar chart comparing residency-hybrid concentration, emerging-market penetration, and digital/metaverse extensions across
the four tours. Digital extensions delivered the highest margin efficiency in all cases.)

4.6 Overall Financial Architecture Performance

Results across the four pillars were remarkably consistent. Artist take-home averaged 47% of gross revenue, promoters captured
margins of 11-15%, venues earned 17-23%, and net profit margins reached 28-35% with the exception of Cowboy Carter, which
earned a 35% net margin. Tours with over 30% ancillary revenue outperformed other tours by 21% in terms of net profitability.
These results prove that international stadium touring is indeed possible by leveraging a holistic strategy of revenue
diversification, cost discipline, risk mitigation, and scalability, thereby fulfilling the aim and objectives outlined in Section 2.

5. DISCUSSION

The primary empirical findings outlined in Section 4 offer strong real-world validation for the strategic financial architecture
framework posited in this original research article. Grounded in rich primary data from Taylor Swift's The Eras Tour, Beyoncé’s
Cowboy Carter Tour, Coldplay’s Music of the Spheres Tour, and Blackpink’s Born Pink Tour, the results show that the success of
stadium tours in the current environment relies on a combination of revenue diversification, cost/logistics efficiency, proactive
risk management, and scalability rather than pure ticketing alone. These findings help close several of the gaps in the literature
review (see Section 2) and fulfil the stated aim and objectives of this research project by developing an innovative theoretical
framework to guide international stadium tours.

5.1 Explanation of Major Findings in Context of Current Literature

With regard to revenue diversification, the 28-34% contribution made by ancillary revenue in the four tours reinforces Krueger's
(2005) concept of superstar economics through the successful erosion of the complementarities associated with the recorded
music stream. Ancillary revenue was obtained through high-margin merchandise and VIP ticket packages, sponsorships, and
digital extensions to shows, with traditional ticket sales accounting for just 66-72%. This supports Papies and van Heerde's (2017)
hypothesis of the dynamic interaction between recorded and live concert sales while adding significant precision. Emotional
connection and exclusivity proved the strongest predictors of fan spending, with B coefficients of 0.71 and 0.64, thus extending
the research of Husna and Yuniningsih (2023) on K-pop fan hedonism and de Jesus's (2020) hybrid fan marketing.

Logistic efficiency is also supported by the results, which illustrate Paché’s (2022) notion that “logistics must go on” through
effective coordination in the supply chain. Residency-hybrid approaches yielded logistical cost reductions of 39% through
advance hedging strategies and local crew members, effectively addressing the risks identified by Messick (2021) and Schreyer
and Ansari (2022). Moreover, the inclusion of sustainable energy measures into the Coldplay tour (11% variable cost reduction)
provides empirical support for the sustainable event management principles advocated by Khadijah and Pratiwi (2023).

With regard to risk management, the use of layered hedging for currency exposure helped limit foreign exchange risk to less
than 1.8% of total gross revenue. In addition, nearly all potential losses were mitigated through insurance, which allowed for
100% revenue recovery despite weather disruption, thereby closing the gaps in pandemic-era literature (see Messick, 2021).
Finally, the scalability levers in the study, specifically digital and metaverse extensions, accounted for 9% of net revenue and
almost complete margins, thus achieving Chen, S.'s (2024) fifth mode of entry as well as He et al.'s digital music tourism
innovations. With regard to emerging markets, net margins were enhanced by 31% through penetration into markets such as
Southeast Asia, thereby providing empirical evidence for Oh and Park’s (2013), Shafie's (2025), and Ford et al.'s (2016) cultural
export and soft-power strategies.

Overall, these findings provide empirical bridging of siloed research fields (superstar economics, revenue management [Banciu et
al,, 2023], stadium feasibility studies [Abdullah & Shalihati, 2020], fan behaviour, logistics, digital innovation, etc.). The fact that
results are consistent across four tours lends credibility to the proposed theoretical framework.

5.2 Theoretical Contributions

There are three main theoretical contributions of this study. First, a novel framework is introduced that conceptualises
international stadium tours as holistic financial ecosystems composed of four interdependent pillars rather than additive
components. Second, this research helps extend the theoretical framework of revenue management science (Banciu et al., 2023)
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to encompass the application of its principles in ecosystem engineering through ancillary streams, digital opportunities, and
sustainability initiatives. Third, it contributes to cultural economics literature by showing how the superstar effect (Krueger, 2005)
can be engineered through fan hedonism (Husna & Yuniningsih, 2023), soft-power diplomacy (Shafie, 2025), and metaverse
scalability (Chen, S., 2024).

Prior to this research, there was an absence of an overarching framework that could explain the high net margins of some
stadium tours and the low margins of others in light of similar external circumstances (economic cycles, foreign exchange risks,
production costs, geopolitical tensions).

5.3 Practical/Managerial Implications

For performers and their management teams, these findings highlight the need for owning a larger share of the income
ecosystem rather than relying only on artist fees or performance guarantees. Venue owners and promoters should focus on
implementing hybrid models where feasible and use fan and market analytics in order to maximise ancillary revenue from shows.
With regards to cost management, logistic and production teams should be encouraged to view cost categories as levers that
yield positive returns through hedging and local crew members. For sponsorship and merchandising executives, it should be
noted that fan spending is driven primarily by emotional connection and exclusivity. Meanwhile, digital teams should focus on
the monetisation of every physical tour through metaverse and streaming extensions. These recommendations are actionable
and provide guidance for balancing commercial strategy, corporate social responsibility, and performance metrics as discussed
in Hamil et al. (2010) and Pornkhuntod et al. (2023) for analogous sports events.

5.4 Policy and Industry Recommendations

Host countries should view stadiums as economic multipliers (Prayoga et al., 2025; Satrya, 2024) and create incentive systems to
encourage international stadium tours while protecting local economic interests (infrastructure investment, local hiring, etc.).
Host country officials should consider applying soft-power diplomatic strategies associated with K-pop fan cultures in emerging
countries in order to bring in high-margin tours (Oh & Park, 2013; Shafie, 2025). Industry players should promote the
development of industry standards for FX risk hedging and sustainable event management in order to minimise financial risk and
increase industry attractiveness to investors.

5.5 Limitations

Although this study offers unparalleled breadth and richness of empirical evidence due to its multiple-case and primary data
design, it is also faced with a few limitations. Stadium tours involve a finite amount of performers (high-end tours, to be precise),
which limits the scope of comparison. Due to commercial confidentiality issues, full and disaggregated financial statements were
unavailable, but fan spending metrics were based on survey responses. Finally, although the selected tours represent current
industry practice, their economic performance could be impacted in a few years due to long-term trends or unforeseen
technological shifts.

5.6 Directions for Future Research

First, quantitative tests of the four-pillar model should be carried out based on a sample of additional tours. In addition,
experimental research should test fan behaviour in relation to dynamic pricing transparency and metaverse integration.
Comparative research on fan financial behaviour could benefit greatly from cross-cultural analysis, with particular emphasis on
the difference between live and esports tournaments. Finally, blockchain ticketing and Al-powered forecast models should be
explored as a way to expand upon the proposed framework into the next decade.

6. CONCLUSION

As shown throughout this original research paper, international stadium-level touring is best understood as a complex financial
ecosystem rather than a mere collection of performances. Using a sequential mixed-methods design that employs primary data
from four major stadium-level tours in the live entertainment industry (Taylor Swift's The Eras Tour, Beyoncé’'s Cowboy Carter
Tour, Coldplay’'s Music of the Spheres Tour, and Blackpink’s Born Pink Tour), a robust four-pillar financial architecture model has
been revealed that encompasses revenue diversification, disciplined cost and logistics, proactive risk mitigation, and scalability.

Page | 68



JBMS 8(7): 56-70

As a result, net profit margins of 28-35%, 47% artist share, and average ancillary revenue of 22-34% were achieved, despite
challenges of increasing production costs, foreign currency exchange risk, and geopolitical tensions.

These results satisfy the objective of this study in proposing and validating an integrated four-pillar strategic financial
architecture model for stadium touring. By combining superstar economics, principles of revenue management, stadium
feasibility science, behavioural science, logistics science, sustainable tourism, and digital technology into a unified ecosystem
model, the research fills a gap in the literature while introducing innovative theoretical insights on how megatour concerts
succeed in achieving cultural significance and financial viability. These findings lend credibility to the framework and suggest its
broader applicability.

From a theoretical perspective, the study advances cultural economics in that it shows that superstar economics involves not
merely ticket prices, but also ecosystem-level revenue engineering. It extends the science of revenue management (Banciu et al,,
2023) to include fan-centric architecture as well as sustainability initiatives and metaverse integration as core pillars. In practical
terms, the findings allow performing artists, managers, venue owners, and promoters to implement concrete steps to ensure
long-term profitability: control of ancillary revenue, logistic levers as profit drivers, layered risk mitigation, and intentional
metaverse expansion of each tour.

From the perspective of policymaking, it should be noted that stadiums represent an important economic multiplier (Prayoga et
al, 2025; Satrya, 2024), allowing for substantial local economic development and cultural export capabilities in emerging
markets.

As an industry traditionally considered high-risk and cyclical, international stadium-level touring has evolved into a resilient and
strategically engineered form of economic activity that leverages digital disruption, geopolitical tensions, and high fan
expectations. Instead of trying to sell more tickets, artists, venues, and promoters will have to engineer their live music
experience in a manner that maximises the financial return on fans.

Funding: This research received no external funding.

Conflicts of Interest: The authors declare no conflict of interest.

Publisher’s Note: All claims expressed in this article are solely those of the authors and do not necessarily represent those of
their affiliated organizations, or those of the publisher, the editors and the reviewers.

REFERENCES

[1]. Abdullah, A., & Shalihati, F. (2020). Integrated feasibility studies: A tool for sustainable development for Jakarta International Stadium. In
First ASEAN  Business, Environment, and Technology = Symposium  (ABEATS 2019) (pp. 133-137). Atlantis  Press.
https://doi.org/10.2991/aebmr.k.200514.031

[2]. Astrini, A. F., & Yumitro, G. (2025). An analysis of Singapore's national interest in the exclusive hosting of Taylor Swift's The Eras Tour. Jurnal
PIR: Power in International Relations, 10(2), 121-131. https://doi.org/10.22303/pir.10.2.2025.121-131

[3]. Banciu, M., Hinterhuber, A., & @degaard, F. (2023). Revenue management in sports, live entertainment and arts. Journal of Revenue and
Pricing Management, 22, 185-187. https://doi.org/10.1057/s41272-023-00432-y

[4]. Brochado, A, Brito, C., Bouchet, A, & Oliveira, F. (2021). Dimensions of football stadium and museum tour experiences: The case of Europe's
most valuable brands. Sustainability, 13(12), Article 6602. https://doi.org/10.3390/su13126602

[5]. Chen, P. (2024). Visual design for folk singer Zhao Lei's “Hedgehog Concert” tour [Unpublished manuscript].
https://er.knutd.edu.ua/handle/123456789/30391

[6]. Chen, S. (2024). The fifth mode of entry: The metaverse and the case of Blackpink’s ‘Born Pink." Journal of Marketing Management, 40(15-16),
1491-1512. https://doi.org/10.1080/0267257X.2024.2431095

[7]. Chybowski, J. J. (2014). Becoming the “Black Swan” in mid-nineteenth-century America: Elizabeth Taylor Greenfield's early life and debut
concert tour. Journal of the American Musicological Society, 67(1), 125-165. https://doi.org/10.1525/jams.2014.67.1.125

[8]. de Jesus, C. F. (2020). "“BangBangCon: The Live"—A case study on live performances and marketing strategies with the Korean-pop group
“BTS" during the pandemic scenario in 2020. Marketing, 22(4), 4. https://doi.org/10.15830/amj.2020.22.4.63

[9]. Delali¢, S., Chahin, M., & Alihodzi¢, A. (2019). Optimal city selection and concert tour planning based on heuristic optimization methods and
the use of social media analytics. In 2079 XXVII International Conference on Information, Communication and Automation Technologies
(ICAT) (pp. 1-6). IEEE. https://doi.org/10.1109/ICAT47117.2019.8939040

[10]. Ford, J., & Crittenden, V. (2016). Cultural technology: A framework for marketing cultural exports — Analysis of Hallyu (the Korean wave).
International Marketing Review, 33(1), 25-50. https://doi.org/10.1108/IMR-07-2014-0219

[11]. Hafez, N., & Ling, P. M. (2006). Finding the Kool Mixx: How Brown & Williamson used music marketing to sell cigarettes. Tobacco Control,
15, 359-366. https://doi.org/10.1136/tc.2005.014258

Page | 69


https://doi.org/10.2991/aebmr.k.200514.031
https://doi.org/10.22303/pir.10.2.2025.121-131
https://doi.org/10.1057/s41272-023-00432-y
https://doi.org/10.3390/su13126602
https://er.knutd.edu.ua/handle/123456789/30391
https://doi.org/10.1080/0267257X.2024.2431095
https://doi.org/10.1525/jams.2014.67.1.125
https://doi.org/10.15830/amj.2020.22.4.63
https://doi.org/10.1109/ICAT47117.2019.8939040
https://doi.org/10.1108/IMR-07-2014-0219
https://doi.org/10.1136/tc.2005.014258

Strategic Financial Architecture of International Stadium-Level Touring: Revenue Diversification, Risk Mitigation, And Scalability in Live
Music Events

[12]

[13].
[14].
[15].
[16].
[17].
[18].
[19].
[20].
[21].
[22].

[23].

[24].
[25].

[26].

[27].
[28].
[29].
[30].
[31].

[32].

. Hamil, S, Walters, G., & Watson, L. (2010). The model of governance at FC Barcelona: Balancing member democracy, commercial strategy,
corporate social responsibility and sporting performance. Soccer & Society, 11(4), 475-504. https://doi.org/10.1080/1466097 1003780446

He, Y., Yu, Q, & Li, X. (n.d.). Research on the innovative development of Heilongjiang's music tourism industry in the context of the digital
era. Frontiers in Science. https://en.front-sci.com/index.php/asc/article/view/2444/2670

Herrala, M. (2013). Fighting for the fiddler: The competition for securing David Oistrakh’s first American concert tour in 1955. Valahian
Journal of Historical Studies, 20, 35-60. https://www.ceeol.com/search/article-detail?id=53209

Holt, F. (2010). The economy of live music in the digital age. European Journal of Cultural Studies, 13(2), 243-261.
https://doi.org/10.1177/1367549409352277

Husna, A. W., & Yuniningsih, Y. (2023). Analysis of financial management behavior on K-Pop fans in Surabaya City. International Journal of
Scientific and Management Research, 6(10), 28-36. https://doi.org/10.37502/1JSMR.2023.61003

Khadijah, S. A. R, & Pratiwi, W. D. (2023). The implementation of sustainable event management in organizing international music concerts
at the Jakarta International Stadium. Journal of Event, Travel and Tour Management, 3(1), 1-11. https://doi.org/10.34013/jett.v3i1.944
Krueger, A. B. (2005). The economics of real superstars: The market for rock concerts in the material world. Journal of Labor Economics, 23(1),
1-30. https://doi.org/10.1086/425431

Li, T. (2022). Exploring spatial variations of US rock music concerts in relation to population demographics and leisure and hospitality
industry. Annals of GIS, 28(3), 293-306. https://doi.org/10.1080/19475683.2022.2031293

Messick, K. J. (2021). Music industry in crisis: The impact of a novel coronavirus on touring metal bands, promoters, and venues. In The
societal impacts of COVID-19: A transnational perspective (pp. 83-98). https://doi.org/10.26650/B/SS49.2021.006.07

Miller, N. P., & Margulis, E. H. (2025). From game to concert: Exploratory listening in ‘Stardew Valley: Festival of Seasons’ concert tour.
Behavioral Sciences, 15(5), Article 667. https://doi.org/10.3390/bs15050667

Mixon, F. G., Jr., Asarta, C. J., & Caudill, S. B. (2017). Patreonomics: Public goods pedagogy for economics principles. International Review of
Economics Education, 25, 1-7. https://doi.org/10.1016/j.iree.2017.02.001

Oh, I, & Park, G. S. (2013). The globalization of K-pop: Korea's place in the global music industry. Korea Observer, 44(3), 389-409.
https://www.researchgate.net/profile/Ingyu-Oh/publication/296774877 The Globalization of K-

pop Korea's Place in the Global Music Industry/links/5827efd908ae950ace6ceb82/The-Globalization-of-K-pop-Koreas-Place-in-the-
Global-Music-Industry.pdf

Paché, G. (2022). The organization of rock concert tours: More than ever, logistics must go on. Journal of International Management Studies,
22(1), 61-73. https://doi.org/10.18374/JIMS-22-1.6

Papies, D., & van Heerde, H. J. (2017). The dynamic interplay between recorded music and live concerts: The role of piracy, unbundling, and
artist characteristics. Journal of Marketing, 81(4), 67-87. https://doi.org/10.1509/jm.14.0473

Pornkhuntod, R., Inprom, P., Kaewchuay, S., Toaj, O., & Pussakham, J. (2023). Development of strategies to increase revenues of Thai League
football clubs. Journal of Exercise Physiology Online, 26(6).
https://www.asep.org/asep/asep/JEPonlineDECEMBER2023 Rungrote%20Pornkhuntod.pdf

Prayoga, I. P. S., Putra, I. N. D., & Suardiana, I. W. (2025). Stadium as a landmark: Captain | Wayan Dipta Stadium tour program as a new
attraction for sports tourism in Bali. Panggung, 35(2), 291-302. https://doi.org/10.26742/panggung.v35i2.3758

Ramshaw, G., Gammon, S., & Huang, W. J. (2013). Acquired pasts and the commodification of borrowed heritage: The case of the Bank of
America Stadium tour. Journal of Sport & Tourism, 18(1), 17-31. https://doi.org/10.1080/14775085.2013.799334

Reimer, M. U. (2001). Networking through international tours: International music tours allow students to hone their performance skills
while learning about new political, social, and cultural environments. Music Educators Journal, 88(3), 34-66. https://doi.org/10.2307/3399756
Satrya, I. D. G. (2024). Toward the concert and music tourism in Solo of Indonesia. International Journal of Applied Sciences in Tourism and
Events, 8(2), 97-108. https://doi.org/10.31940/ijaste.v8i2.97-108

Schreyer, D., & Ansari, P. (2022). Stadium attendance demand research: A scoping review. Journal of Sports Economics, 23(6), 749-788.
https://doi.org/10.1177/15270025211000404

Shafie, T. (2025). K-pop idols as diplomats: South Korean celebrities and soft power. Athens Journal of Politics & International Affairs, 1, 179-
202. https://doi.org/10.30958/ajpia.1-3-1

Page | 70


https://doi.org/10.1080/14660971003780446
https://en.front-sci.com/index.php/asc/article/view/2444/2670
https://www.ceeol.com/search/article-detail?id=53209
https://doi.org/10.1177/1367549409352277
https://doi.org/10.37502/IJSMR.2023.61003
https://doi.org/10.34013/jett.v3i1.944
https://doi.org/10.1086/425431
https://doi.org/10.1080/19475683.2022.2031293
https://doi.org/10.26650/B/SS49.2021.006.07
https://doi.org/10.3390/bs15050667
https://doi.org/10.1016/j.iree.2017.02.001
https://www.researchgate.net/profile/Ingyu-Oh/publication/296774877_The_Globalization_of_K-pop_Korea's_Place_in_the_Global_Music_Industry/links/5827efd908ae950ace6ceb82/The-Globalization-of-K-pop-Koreas-Place-in-the-Global-Music-Industry.pdf
https://www.researchgate.net/profile/Ingyu-Oh/publication/296774877_The_Globalization_of_K-pop_Korea's_Place_in_the_Global_Music_Industry/links/5827efd908ae950ace6ceb82/The-Globalization-of-K-pop-Koreas-Place-in-the-Global-Music-Industry.pdf
https://www.researchgate.net/profile/Ingyu-Oh/publication/296774877_The_Globalization_of_K-pop_Korea's_Place_in_the_Global_Music_Industry/links/5827efd908ae950ace6ceb82/The-Globalization-of-K-pop-Koreas-Place-in-the-Global-Music-Industry.pdf
https://doi.org/10.18374/JIMS-22-1.6
https://doi.org/10.1509/jm.14.0473
https://www.asep.org/asep/asep/JEPonlineDECEMBER2023_Rungrote%20Pornkhuntod.pdf
https://doi.org/10.26742/panggung.v35i2.3758
https://doi.org/10.1080/14775085.2013.799334
https://doi.org/10.2307/3399756
https://doi.org/10.31940/ijaste.v8i2.97-108
https://doi.org/10.1177/15270025211000404
https://doi.org/10.30958/ajpia.1-3-1

