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The Status of the Marketing Concept
Among Festival Organizers

TERI L. MAYFIELD AND JOHN L. CROMPTON

An instrument designed to operationalize adoption of the marketing concept was
completed by a sample of 291 festival organizers. It consisted of 27 items derived from a
literature review and focus group interviews. Factor analyses and a series of decision rules
were used to develop a final instrument of 17 items that comprised three dimensions: visitor
orientation, pre-experience assessment, and postexperience evaluation. Respondents per-
ceived most festival organizers to be visitor-oriented, fewer to engage in postexperience
evaluation, and still fewer to undertake pre-experience assessment. The level of sophisti-
cation at which the marketing concept was implemented by festivals appeared to reflect
the level of available resources.

Getz (1991) has suggested a taxonomy that positions
festivals and events as one of three major categories of tour-
ism attractions, complementing the other two categories of
ambient attractions and permanent attractions. From a visi-
tor’s perspective, he defined a special event as &dquo;an opportu-
nity for a leisure, social or cultural experience outside the
normal range of choices or beyond everyday experience&dquo;
(p. 44). Visitors may be attracted by the cultural, educational,
or novelty experiences special events are perceived to offer.
At the same time, an event may offer its local constituents
such benefits as recreation and socialization opportunities,
and development of community spirit and pride. The extent
to which an event is visitor or locally oriented will be deter-
mined by its particular objectives. But, irrespective of what
they may be, achievement of those objectives is likely to be
dependent upon the level at which the event’s organizers
embrace the marketing concept. The primary purpose of this
study was to assess how fully a sample of event organizers
have embraced the marketing concept.

THE MARKETING CONCEPT

Getz (1993) suggests that acceptance of the marketing con-
cept helps explain success or failure among businesses, but
he believes that this concept has not &dquo;been widely applied
to the not-for-profit sector, and not at all to festival or spe-
cial event management. Considerable scope therefore exists
for adapting the concept and seeking new applications&dquo;
(p. 11). Similar sentiments were expressed in the more generic
context of nonprofit organizations by Andreasen (1982)
who observed:

Teri L. Mayfield recently graduated with a master’s degree
in recreation and resource development from Texas A&M Uni-
versity in College Station. John L. Crompton is a Professor
in the Department of Recreation, Park and Tourism Sciences
at the same institution.

While they believe they are market-oriented, these orgamzations
actually have a product-oriented approach. They start with their
own organizations and services, determine how they want to mar-
ket them, and then turn to customer analysis to achieve their goals.
Despite their protestations to the contrary, they do not begin the
process with consumers. (p. 131)

A product orientation falls short because it does not con-
sider whether the festival or event most efficiently meets the
needs of the marketplace. This shortsightedness does not auto-
matically doom an event to failure; by good fortune the event
may be exactly what the market wants. However, the prod-
uct orientation is flawed on two counts. First, the likelihood
of optimizing success in the short term is reduced because
there may be relatively little interest in the event. Second,
in the long term, the market’s interest may change and atten-
dance at an event may decline because its organizers fail to
respond to that change.

The marketing concept holds that the social and economic
justification for an organization’s existence is the satisfaction
of customer wants and needs while meeting organizational
objectives (Crompton and Lamb 1986). Its implementation
entails establishing a way for the organization to learn about
visitor wants and using that information internally to create
programs that will satisfy them. Its implementation has
been examined in a variety of industries, but not in the
specific context of festivals. Findings reported from other
fields provided both a useful point of departure from which
to develop instrumentation for this study and a useful basis
for comparison.

RELATED RESEARCH

The first marketing concept research to appear in the lit-
erature was reported by Hise (1965), who investigated the
extent of its presence among a sample of 273 respondents from
manufacturing companies. He defined the marketing concept
as having three elements: customer orientation (knowledge
of needs and wants before the marketing process begins),
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profitability of marketing operations, and organizational
structure of the marketing department. To examine the first
element, questions were asked about the size of the marketing
research department, existence of research, and importance
given to the research. Profitability was measured by assess-
ing the specific contributions to profitability of products, cus-
tomers, salespeople, and territories. Finally, the organizational
structure was assessed by examining the location of the
marketing executive within an organization chart, the title
given to that individual, and the directness of the position’s
responsibility to the president. Hise (1965) concluded that
both large- and medium-sized manufacturing firms had
adopted the marketing concept.

In their study of 216 respondents from large manufac-
turing companies, Konopa and Calabro (1971) equated the
presence of a marketing manager within an organization as
being indicative of the degree to which the marketing concept
had been adopted. However, this appears to be a narrow
and inappropriate measurement of adherence to the market-
ing concept.

Barksdale and Darden (1971) analyzed responses from
355 professionals and academics who were asked to identify
their level of agreement with 29 marketing concept statements
on a five-point Likert scale. The statements were grouped
into four categories: concept dimensions and adequacy,
influence on management, consumer benefits, and the mar-
keting concept and consumerism. The authors concluded that
respondents felt the concept was powerful and viable, &dquo;but

relatively few companies are able - for whatever reasons
- to implement the concept and make it operational on a
day-to-day basis&dquo; (Barksdale and Darden 1971, p. 35).

Research involving a variety of consumer goods and indus-
trial goods companies showed that consumer goods compa-
nies had adopted and implemented the marketing concept to
a greater degree than industrial goods companies (McNamara
1972). Contrary to Hise’s research, these findings were con-
sistent regardless of the size of the company. More recently,
Peterson (1989) reported that his sample of 483 small busi-
nesses predominantly used the marketing concept, especially
those in retailing.

Lamb and Crompton (1981) examined the extent to which
a sample of 449 public recreation and park managers adopted
or accepted the marketing concept. Their conclusion was that
agencies acknowledged the utility of the marketing concept,
but there were differences in level of acceptance of the con-
cept between genders and management levels.

The only research that appears to relate directly to festival
organizers’ adoption of the marketing concept was undertaken
by Getz and Frisby (1988) to evaluate management effec-
tiveness in community-run festivals. Although they were con-
cerned with overall management effectiveness, some of their
questions related specifically to marketing. For example, 43 %
of those surveyed reported they had a marketing plan, and
40 % had conducted a visitor survey. These statistics provide
a starting point for understanding the level of marketing con-
cept adoption by organizers. One finding suggested by Getz
and Frisby as a future hypothesis was that management
sophistication was more likely to be related to the size of a
community than to the age of an event.

Crompton and Lamb (1986) and Shapiro (1988) developed
a market audit outline and a checklist, respectively, which
were both intended to guide assessments of market orienta-
tion. These questions were beneficial in the development of
the marketing concept instrument used in this study.

Several researchers have identified elements that they
believe together constitute evidence of an entity’s market
orientation. Kohli and Jaworski (1990), following a review
of the literature, conducted in-depth interviews with 62
managers who were each asked about four issues: explana-
tion of market/marketing orientation, factors that foster or
discourage orientation, positive and negative consequences
of orientation, and situations in which orientation is not

important. Through these interviews, Kohli and Jaworski
developed three core components of market orientation:
customer focus, coordinated marketing, and profitability.
Similar components were found by Narver and Slater (1990),
who received responses from 371 managers. They found the
three components to be customer orientation, interfunctional
coordination (similar to coordinated marketing), and com-
petitor orientation (which relates to profitability). These ele-
ments, in both studies, are reasonably consistent with those
suggested in the earlier empirical findings reported by Hise
(1965) and McNamara (1972).

Ruekert (1992) measured the extent of market orientation
differently from earlier researchers (Hise 1965; McNamara
1972; Kohli and Jaworski 1990; Narver and Slater 1990) by
operationalizing it in a different manner. In his study of 3,500
managers in a Fortune 500 company, the three guiding prin-
ciples were acquisition and use of information, development
of a market-oriented strategy, and implementation of that
strategy. He looked at market orientation as a process involv-
ing three steps: first, finding and using information provided
by the customer; second, developing a strategy based on the
needs and wants of the customer; and third, implementing
the strategy or responding to customers’ needs through action.

Jaworski and Kohli (1993) measured market orientation
similarly to Ruekert, using a 32-item scale pertaining to
market intelligence generation (acquisition and use of infor-
mation), intelligence dissemination (development of market-
oriented strategy), and responsiveness (implementation of that
strategy). Results showed that benefits obtained through
adoption of a market orientation were higher business per-
formance, greater esprit de corps, and stronger organizational
commitment of employees.

The Ruekert (1992) and Jaworski and Kohli (1993) ideas
of how the marketing concept could be implemented guided
the initial operationalization used in this study.

STUDY OBJECTIVES

The primary study objective was to identify the level of
marketing concept adoption among festival organizers. Secon-
dary objectives were to identify dimensions of the market-
ing concept and to identify selected attributes of festivals and
characteristics of their organizers that may explain differences
in extent of marketing concept adoption.

Given that no previous work has been reported on this
subject in the context of festivals, the hypotheses that were
tested emerged from the authors’ best guess as to the logical
relationships that should exist between adoption of the
marketing concept and other variables. The following hypo-
theses relating to marketing concept adoption among festival
organizers were tested.

H 1: Respondents’ perceptions of other events’ level of mar-
keting concept adoption is lower than the perceptions
of their own event’s level of marketing concept adoption.
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H2: Number of years a festival is in operation positively
affects extent of marketing concept adoption.

H3: Size of host community positively affects extent of mar-
keting concept adoption.

H4: Festival attendance levels positively affect extent of mar-
keting concept adoption.

H5: Gross revenues generated by a festival positively affect
extent of marketing concept adoption.

H6: Number of paid employees positively affects extent of
marketing concept adoption.

H7: Number of volunteers negatively affects extent of mar-
keting concept adoption.

H8: Financial support by previous year’s surplus positively
affects extent of marketing concept adoption.

H9: Financial support through sponsorships positively
affects extent of marketing concept adoption.

H10: Existence of a written marketing plan positively affects
extent of marketing concept adoption.

Focus Group Insights
In addition to insights gained from the literature review,

perspectives were obtained from 10 festival organizers
representing a variety of festivals that participated in three
focus group interviews held in different regions of Texas.
Several characteristics were considered in choosing par-
ticipants for the focus group interviews: size of visitor atten-
dance at the festival, size of the hosting community, nature/
theme of the festival, and location of the festival. Using these
criteria, organizations were recommended by the executive
secretary of the Texas Festivals Association. One of the
authors, who is an experienced facilitator, moderated each
of the discussions. Organizers at the focus groups represented
festivals ranging from 300 to 3.2 million in attendance; $40
to $6 million in gross revenues; one to seven in paid staff
members; and 0 to 10,000 in number of volunteers. Themes
of these festivals included music, sports, culture, theater,
recreation, agricultural products, and history.

Responses from the focus group interviews pertaining
to market orientation covered a variety of areas. In discuss-
ing where ideas for festival activities came from, it appeared
that most were derived from other festival organizers. One
festival formed its own focus groups of people not asso-
ciated with the festival to discuss various areas such as

marketing, children’s activities, food, and entertainment. A
representative from a county fair attended a convention of
fair organizers to obtain ideas and discovered that there was
more to being a livestock show than showing livestock:
&dquo;Never was a livestock show mentioned. That was a given.&dquo;
The focus of the convention was on other entertainment that
would increase attendance.

Many focus group participants did not have the opportu-
nity or resources to do research for their festival. However,
among those indicating that resources were available, areas
of research included demographics, visitor feedback, and eco-
nomic impact information. One participant described what
he called a &dquo;self-fulfilling prophecy&dquo; that biased his research.
For years, country music was played at his event, and every
year visitors were asked what kind of music they wanted to
hear. The answer given was predominantly country music;
thus, more of the same music was provided. Finally, the
organizers realized that surveying visitors who had come
to hear country music was &dquo;self-fulfilling.&dquo; They hired an
outside consultant to do a community survey on music

preferences and discovered that country music was fourth in
popularity in the area.

Feedback and/or complaints were obtained primarily from
volunteers and board members following a festival, through
personal interview or open group discussion. Again, since
research was not widely used, customer feedback fre-

quently was not sought. However, participants were aware
of the potential usefulness of soliciting written comments
from visitors.
A wide variety of approaches were used to establish

admission fees. Some festivals set them arbitrarily without
any rationale. Others charged the &dquo;going rate&dquo; so their price
was consistent with that of other area festivals. One festival

began charging higher admission to control high attendance.
No organizers solicited visitor perception of price-value as
a basis for their pricing decisions.

Approximately half of the 10 festivals represented had one
person who was in charge of marketing. The other festivals
either had volunteers performing the duties, or marketing was
included as one of the executive director’s responsibilities.

The focus group interviews brought to attention factors
not previously considered that may partly explain differ-
ences in levels of marketing concept adoption by festival
organizers. These included how research was conducted (not
just whether it existed), how economic impact of the festival
was measured, size of paid and volunteer staff, size of host
community, and existence of a written marketing plan. These
variables were incorporated into hypotheses as a result of
insights gained during the focus group interviews.

INSTRUMENT DEVELOPMENT

A self-report measuring instrument was developed to assess
the status of the marketing concept. The alternative to this
approach would have been to observe overt behavior (Parasura-
man 1986), but the expense of hiring and training a cadre of
highly skilled and qualified observers to do this made it infea-
sible. Use of the self-report approach follows the precedent
used by others cited earlier in the article who have done simi-
lar work in other fields. The self-report measure used was
a series of rating scales on which respondents checked off
appropriate positions that best reflected their views.

Market orientation was operationalized using three dimen-
sions : visitor orientation, strategy development, and strategy
implementation (Ruekert 1992). Each dimension was opera-
tionalized with multiple statements intended to embrace all
components of the dimension. Visitor orientation related to
an organization being aware of visitors’ wants and needs with
respect to a festival. Strategy development was the formula-
tion of specific plans in response to visitors’ wants and needs.
The final element, strategy implementation, was putting to
use the strategy designed in the former step. Using material
from the literature review and focus group interviews, a total
of 27 items were developed: 17 for visitor orientation and
5 each for the other two dimensions. Table 1 shows the assign-
ment of each item to dimensions of the market orientation
construct. A panel of judges who work closely with festival
organizers was asked to edit the items to improve their clarity,
readability, and content validity. All 27 items were retained
for inclusion in the survey instrument.

The authors believed an item set consisting of 27 items
was a manageable size and would be completed by respon-
dents without resistance. Hence, a factor analysis was not
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undertaken to reduce the number of items. This meant that
the dimensionality of the items that was assessed by the
judges was not further confirmed by an empirical pretest on
a large sample.

DATA COLLECTION

The sample consisted of 706 festival organizers in the state
of Texas and was selected from a sampling frame provided
by the Texas Department of Commerce. Three criteria were
used to select eligible festival organizers for inclusion in the
study. First, their festival had to be staged annually. Getz
(1991) points out that one of the defining features of a festival
is that it is held infrequently. Second, it should consist of

multiple events, so single events such as sport tournaments
or music concerts were excluded. Third, it should last at least
two days. This latter criterion was established in order to
include only those festivals that were prominent in size.
A fairly low response rate was anticipated for three rea-

sons. First, the sampling frame of the study was four years
old, and many festivals were likely to have changed leader-
ship during that period. Second, there were a large number
of festivals with volunteer organizers whose positions change
frequently. Third, the survey confirmed that many respon-
dents (30.8 % ) organized their festival during July, August,
and September, the period when the survey was administered.
Since this was the busiest time period, respondents were less
likely to give priority to completing the survey.

A mail survey was used, and a total of 291 usable ques-
tionnaires were returned, which represented an effective
response rate of 44 % .

Derivation of the Dimensions
of the Marketing Concept

One of the first questions on the instrument presented
respondents with the 27 items and asked, &dquo;Given your knowl-
edge and perception of events, to what extent do you believe
most event organizers do the following.&dquo; The items were
arrayed on a seven-point scale: never, seldom, occasionally,
sometimes, often, frequently, always. Near the end of the
questionnaire, they were again presented with the 27 items
and the same seven-point scale with instructions that read,
&dquo;Earlier we asked the extent to which organizers in the event
industry performed several tasks. Now we would like you
to indicate to what extent do those involved in organizing your
event do the following.&dquo;

Two factor analyses using oblique rotation were under-
taken on the sets of items identifying the level of market orien-
tation perceived by respondents in other festival organizations
and the level they perceived in their own organization. Both
of the analyses yielded three factors with eigenvalues greater
than one (other organizations: 13.90, 2.67, and 1.40; their own
organization: 15.19, 2.75, and 1.16). There was substantial con-
sistency in the items that loaded saliently on each factor in
both analyses.

A review of the factor analyses results showed that

although the items were internally consistent with each other,
they were not related to the a priori dimensions of visitor
orientation, strategy development, and strategy implemen-
tation that had been conceptualized. One factor consisted of
seven visitor orientation items and two strategy implementa-
tion items. A second factor included three items from visitor
orientation and two from strategy development (Factor 2 on

TABLE 1

ASSIGNMENT OF ITEMS TO THE THREE DIMENSIONS OF THE MARKETING CONCEPT
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both sets). The third factor consisted of five items from visi-
tor orientation, one from strategy development, and two from
strategy implementation. Five items did not load consistently
on any one factor across the two analyses and were hence
omitted from further analyses: use visitor feedback to iden-
tify demographics, use visitor feedback to get suggestions for
improvement, designate an organization member fully respon-
sible for marketing, have specific target markets, and respond
to visitor needs in delivery of services.

An attempt was made to force the remaining 22 items into
four factors for two reasons. First, one factor in each of the
analyses contained items that were not conceptually com-
patible with each other. Second, the eigenvalues of a fourth
factor in the original two analyses were .99 and .86, which
suggested a fourth factor may offer useful insights after the
five items were removed. Table 2 shows the four-factor solu-
tion of the remaining 22 items.

Items in the first two sets of factors that emerged in the
initial analyses again loaded on the first two sets of factors
in the four-factor solution. Following elimination of items
that did not load consistently across both questions, the third
factors on each of the two sets of responses divided into two
in the four-factor solution. A third factor contained four vis-
itor orientation items that loaded consistently across both sets
of responses. The two items that were omitted because they
did not load consistently were respond to visitor needs in
establishing prices and have prices/fees determined by visi-
tor perceptions of value. A fourth factor contained only one
saliently loaded item (are customer driven) after eliminating
the item that did not load consistently across both sets of
responses (evaluate prices/fees regularly). Thus, the fourth
factor was omitted. Through these procedures three dimen-
sions of marketing concept were formed containing a total
of 18 items.

Following reliability analysis of the three newly formed
factors, one item in the second factor was rejected (develop
specific plans for different visitor market segments) because
its omission increased the coefficient alpha. This reduced the
number of items to 17, which operationalized three dimen-
sions with alphas of .94 and .96 (Factor 1), .92 and .94 (Factor
2), and .85 and .87 (Factor 3). Table 3 shows the reliability
coefficients for each of the factors across both sets of

responses (other organizations and own organization) and the
final listing of the 17 items within the three dimensions.

Although the contents of the three newly formed dimen-
sions were different from the a priori dimensions, they were
conceptually consistent and compatible with the marketing
concept. The three dimensions were identified as: visitor
orientation (nine items), pre-experience assessment (four
items), and postexperience evaluation (four items). Visitor
orientation places emphasis on identifying visitors’ needs and
responding to them. Pre-experience assessment involves
research undertaken before a festival takes place. Post-

experience evaluation considers visitors’ experiences after
they have been to a festival.

Extent of Marketing Concept Adoption
Identified by Respondents

Respondents were asked to what extent they believed most
event organizers and their own organization had embraced
the marketing concept. Table 4 shows the means and standard
deviations for both sets of responses for all 17 items individ-

ually and collectively for the three dimensions and for a single
criterion question that asked: &dquo;Overall, most event organizers
(or those involved in organizing our event) always make their
decisions with the user in mind.&dquo; This overall question used
a seven-point scale ranging from strongly disagree (1) to

TABLE 2

RESULTS OF FOUR-FACTOR SOLUTION FACTOR ANALYSES OF 22 ITEMS MEASURING RESPONDENTS’ PERCEPTIONS OF
MARKETING CONCEPT ADOPTION IN OTHER ORGANIZATIONS AND IN THEIR OWN ORGANIZATION
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strongly agree (7). Mean differences between perceptions that
were significant (p < .01) as determined by paired t-tests are
denoted by a (b) in Table 4.

Visitor orientation had a relatively high rating (means = 5.11 
and 5.28), while ratings for the pre-experience assessment
and postexperience evaluation dimensions were substantially

lower (means = 3.50 and 3.26, means = 4.38 and 4.55,
respectively). Respondents perceived that research before a
festival was the marketing concept dimension that was least
adhered to by both other festival organizations and their own.

Hypothesis 1 stated that the perception of other events’
level of market orientation is less than the perception of the

TABLE 3

ITEMS COMPRISING THE FINAL MARKET ORIENTATION INSTRUMENT

TABLE 4

EXTENT OF MARKETING CONCEPT ADOPTION PERCEIVED BY RESPONDENTS
IN OTHER FESTIVAL ORGANIZATIONS AND IN THEIR OWN ORGANIZATION

a Grand means and standard deviations for dimension items.
b 
p < .01, two-tailed.
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level of market orientation of respondents’ own events.
Although the respective means appeared to reflect the direc-
tion of this hypothesis, there was no significant difference
at the .05 level when aggregate means of all 17 items (means
= 4.57 and 4.64) were compared across the two sets of
responses (Table 4). Thus, the null hypothesis could not be
rejected, because there appeared to be relative equality
between the two sets of responses.

However, there were significant differences between the
two sets of responses on two of the three dimensions. Respon-
dents’ perception of visitor orientation of other organizations
was significantly lower than their perception of their own
organization’s visitor orientation (means = 5.11 and 5.28,
respectively). Hence, respondents believed their organizations
identified visitors’ needs better than did other organizations.
Pre-experience assessment of other organizations, however,
was perceived to be significantly higher than that exercised
in respondents’ organizations (means = 3.50 and 3.26, respec-
tively), indicating respondents believed that other organiza-
tions did more research into visitors’ needs than did their own

organizations. There was no significant difference between
the means for postexperience evaluation (means = 4.38 and
4.55), although this dimension did contain one item (measure
service quality) that was significantly lower for other organi-
zations compared to respondents’ organizations (means =
4.65 and 4.88).

Relationships between Perceived Level
of Marketing Concept Adoption and
Selected Characteristics of Festivals

For subsequent analyses comparing extent of market-
ing concept adoption and characteristics of the respondents’
festivals, the mean of respondents’ perceptions of their own
organizations for the 17 questions collectively (mean = 4.64)
was used as the measure of the extent of marketing con-
cept adoption.

Regression analyses were undertaken and Pearson’s corre-
lation coefficients were calculated to test Hypotheses 2
through 9. A chi-square contingency test was conducted for
Hypothesis 10 - existence of a written marketing plan posi-
tively affects extent of market orientation - since the data
were nominal scale level. Table 5 shows results of the anal-

yses for Hypotheses 2 and 9. Raw data were used for each

TABLE 5

RESULTS OF HYPOTHESES TESTING RELATED TO
PERCEIVED LEVEL OF MARKETING CONCEPT ADOPTION

AND SELECTED CHARACTERISTICS OF FESTIVALS

~p<.10;~p<.05;&dquo;p<-01.

of the independent variables. The grand mean of the 17 ques-
tions representing respondents’ perceptions of market orien-
tation in their organizations was the dependent variable.

Three significant relationships emerged from the analyses.
The first relationship was between number of years in oper-
ation and extent of marketing concept adoption. However,
the relationship was negative (beta = -.01, p < .01), indicat-
ing that as the number of years a festival was in operation
increased, extent of marketing concept adoption decreased.
Second, as the population size of the host community
increased, extent of marketing concept adoption increased
(beta = 4.72, p < .10). Third, as the percent of sponsorship
support within the budget increased, extent of marketing con-
cept adoption increased (beta = .01, p < .05). However, the
three relationships had low correlation coefficients (r = -.27,
.10, and .12, respectively), suggesting that the relationships
were weak.

All of the characteristics had low correlation coefficients,
suggesting that low or minimal levels of association existed
between the selected characteristics and the extent of mar-

keting concept adoption. The regression analyses and corre-
lation coefficients confirmed the direction of each of the

hypothesized relationships, although not at significant levels
(Table 5).

Hypotheses 2 through 10 also were tested by similar
regression analyses undertaken with each of the three dimen-
sions of the marketing concept as the dependent variable.
Results of the extent of visitor orientation dimension were
consistent with those reported above for overall marketing
concept adoption. Results using the pre-experience assess-
ment dimension as the dependent variable offered support
for five of the hypotheses (Hypotheses 3, 4, 5, 6, and 9), and
support for the converse of one hypothesis (Hypothesis 2).
With postexperience assessment as the dependent variable,
results supported three of the hypotheses (Hypotheses 3, 6,
and 9) and the converse of one hypothesis (Hypothesis 2).

CONCLUSIONS AND IMPLICATIONS

The virtues of the marketing concept have been widely
extolled in the marketing literature for more than 30 years.
However, relatively little has been reported on the extent to
which the philosophy has been implemented. This research
was a first attempt at exploring the extent of marketing con-
cept adoption among festival organizers.

Initial conceptualization of the operationalization of the
marketing concept was adapted from that developed by
Ruekert (1992). It comprised three dimensions: visitor orien-
tation (17 items), strategy development (5 items), and strategy
implementation (5 items). However, following factor analyses
and reliability tests across respondents’ perceptions of both
their own festivals and other festivals, the three dimensions
were revised. The new dimensions consisted of visitor orien-
tation (similar to Ruekert’s, but comprising 9 items), pre-
experience assessment (market research before the event,
4 items), and postexperience evaluation (evaluation follow-
ing the event, 4 items).

The overall marketing concept adoption mean scores for
the two sets of responses were not significantly different,
although the mean of respondents’ perceptions of their fes-
tivals was slightly higher than the mean of their perceptions
of other festivals. Within the three dimensions, visitor orien-
tation for respondents’ own festivals had a significantly higher
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mean score; pre-experience assessment for respondents’ own
festivals had a significantly lower mean score; and there was
no significant difference between the two mean scores for
postexperience evaluation.

Within the visitor orientation dimension, the means of
respondents’ perceptions of their festivals on five items were
significantly higher than the means of their perceptions of
other festivals. These items were develop objectives based
on visitor needs, use visitor information to develop ideas,
understand visitor needs, keep promises made to visitors, and
respond to visitor needs in creating activities. Means of
respondents’ perceptions of their festivals for two items on the
pre-experience assessment dimension (use market research
to identify different markets and conduct research) were sig-
nificantly lower than the means of their perceptions of other
festivals. Within the postexperience evaluation dimension,
respondents’ mean perceptions of one item, measure service
quality, was significantly higher than their perceptions of its
adoption at other festivals.

Within the three dimensions, visitor orientation had the
highest mean score (mean = 5.11), postexperience evalua-
tion was next (mean = 4.38), and pre-experience had the
lowest mean score (mean = 3.50). Festival organizers may
perceive that they are able to identify visitor needs in a sub-
jective way and rationalize that they do this quite extensively.
However, they conducted evaluative research following an
event to a lesser extent and reported that most organizers
fail to research the market thoroughly before the event. Post-
experience evaluation was perceived to be conducted more
frequently than pre-experience assessment, suggesting that
it is easier to undertake than the market research required
in the pre-experience assessment dimension. The lack of
pre-experience assessment could be the result of insuffi-
cient resources, such as time, money, and manpower. Thus,
in training programs, emphasis should be on approaches
to conducting market research that can be done with
minimal resources.

The differences in mean scores between the three dimen-
sions suggest it may be misleading to evaluate only overall
extent of marketing concept adoption. The preferred approach
is to independently evaluate and consider the implications of
each of the three dimensions, since these may be overlooked
or hidden by an overall mean score. Such a situation could
have occurred in this study with the high visitor orientation
scores and the low pre-experience assessment scores coun-
terbalancing each other, thus leading to an overall mean score
that hid the substantial difference in the extent to which each
of the two dimensions was embraced.

All of the scale items and the three dimensions in this

study were given equal weighting in the analysis. However,
some items or dimensions may be more important indicators
of the adoption of the marketing concept or a particular
dimension than others, in that they may contribute more to
such key outcome indicators as number of visitors attracted,
visitor retention, visitor satisfaction, or profitability of the
event. Thus, for example, the visitor orientation dimension,
on which mean scores were relatively high (5.11 and 5.28),
may be substantially more important to the organization
achieving desired output measures than the pre-experience
assessment mean scores (3.50 and 3.26), which were rela-
tively low. This kind of conjecture offers useful hypotheses
for future studies of marketing concept adoption.

The extent of marketing concept adoption was related to
the level of sponsorship support and the presence of full-time

employees. Respondents from small communities perceived
the industry to have embraced the marketing concept to a
lesser degree than did those from larger communities. These
relationships suggest that greater resources are a key to fes-
tival organizers’ use of more sophisticated marketing prac-
tices. Ironically, marketing concept adoption may be more
crucial for smaller events than for larger events, because the
smaller events may have fewer reserve resources upon which
to draw to correct mistakes that are made through an inac-
curate assessment of visitors’ needs. Respondents from well-
established festivals reported less adoption of the marketing
concept than those from newer festivals, perhaps reflecting
a greater urgency to embrace practices that operationalize the
marketing concept among those associated with newer fes-
tivals striving to become successful.

Comparison of the extent of marketing concept adop-
tion with that reported in other studies cited in the litera-
ture review suggests that responses from this sample of
festival organizers were fairly typical of those found in other
industries. Narver and Slater (1990) used different ques-
tions, but adopted a seven-point scale format similar to that
used in the study reported here. The mean scores for their
samples of commodity, specialty, and distribution busi-
nesses were 4.28, 4.77, and 4.76, respectively. In this study,
the aggregate means across all 17 items for perceptions of
level of market orientation for other events and perceptions
of level of market orientation for respondents’ own events
were 4.57 and 4.64, respectively. Ruekert (1992) used a five-
point scale ranging from strongly agree to strongly disagree
to examine the extent of market orientation across multiple
business units of a large high technology firm. However,
in reporting the data he collapsed the two levels of agree-
ment (agree and strongly agree) and combined them to
demonstrate how each item ranked in the amount of sup-
port it received. Between 40 % and 59 % of his respondents
indicated they agreed or strongly agreed with half of the
22 items, while favorable responses to a further four items
were reported by only 20 % to 29 % . McNamara (1972)
asked the 640 respondents in his sample to rate their com-
pany’s adoption of the marketing concept on 10 criteria. The
maximum score on each criterion was 10, so the total pos-
sible score was 100 points. His sample was drawn from 21
industries, none of which were service industries, and mean
scores ranged from 41 to 58 across industries. The higher
scores were associated with consumer goods businesses and
the lower scores with industrial goods businesses. Com-
pared to the data from these three studies, the mean scores
of the sample of festival organizers in this study appear to
be quite high.

The comparison with results reported in these other
studies should be treated with caution due to different oper-
ationalizations and measures of the marketing concept. How-
ever, the data reported by respondents in this study tentatively
suggest that festival organizers are not dissimilar from those
in other industries in the extent to which they have embraced
the marketing concept. On a scale from 1 to 7 (where 1 =
never and 7 = always), means of 4.57 and 4.64 suggest that
the festival industry has partially adopted the marketing con-
cept and that the extent of its adoption is comparable to that
in other industries. However, there were wide variations in
the level that particular items were adopted. Mean scores of
the individual dimensions and of the items within them iden-
tified specific tasks that a majority of festival organizers were
not regularly undertaking.
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It has been pointed out that a very high marketing
concept score may not always be desirable, because at some
point the incremental cost to increase the extent to which an
organization implements the marketing concept will exceed
the incremental benefit (Narver and Slater 1990). This thresh-
old point may differ across industries, which is another reason
why cross-industry comparisons should be tentative.

It is possible that some respondents in this study did not
embrace the marketing concept as it was operationalized,
because the operationalization assumed primary goals would
include maximizing such output measures as attendance and
revenues. Some festivals may be staged that do not have these
as primary goals. Rather, concern may be on using the fes-
tival as a medium for developing community spirit and pride,
or for exhibiting local crafts, natural resources, or agricul-
tural resources. Thus, some event organizers may recognize
that they could achieve higher attendance or revenues by
applying the marketing concept to potential visitors, but are
not inclined to do so because their focus is deliberately inter-
nal and directed at development of the event.

There is always concern that self-report data such as those
collected in this study may be susceptible to perceptual or
attitudinal biases, or even a lack of information, that can
reduce its reliability and validity (Ruekert 1992). Some of
this concern was alleviated by the consistency between scores
of perceptions of others’ events and respondents’ own events.
However, the effectiveness of using perceptions of others’
events as a criterion variable for comparison may be limited,
because there may still be a positive bias toward the whole
industry within which the respondents work.

The extent to which the sample represented the popula-
tion of Texas festivals is unknown, since there is no pop-
ulation profile available with which to compare the festivals
that responded in this study. However, the three criteria used
to select festivals specifically excluded one-day events.

Although the study’s results did not show any relationships
between size indicators (e.g., number of paid employees, total
attendance, gross revenues) and adoption of the marketing
concept, intuition suggests that one-day events may have
access to less professional expertise and be less likely to
embrace the marketing concept. This is a hypothesis that
might be addressed in a future study.
A fundamental tenet of marketing is that the long term

success of a festival is likely to depend on the extent to which
it identifies and responds to the needs and wants of its
visitors and/or community residents. At the micro-level, the
instrument developed here offers a checklist that festival
organizers can use to evaluate the comprehensiveness of their
efforts to be responsive. They could, for example, invite a

team of independent assessors to use this checklist to evalu-
ate how well they seek out visitors’ wants and needs and the
extent to which that information is subsequently used to guide
and implement changes in the festival.

This study provides baseline data against which progress
of festivals in embracing the marketing concept can be meas-
ured over time. For the authors of the study, it offers the basis
for a longitudinal panel study. That is, it is intended to follow
the festivals responding to this survey over time to see whether
those that appear to be more marketing oriented are more
successful in the long term than those that do not invest as
much effort in seeking out and responding to their visitors’
wants and needs.

REFERENCES

Andreasen, A. R. (1982). "Nonprofits: Check Your Attention to Customers."
Harvard Business Review, 60 (3): 105-10.

Barksdale, H. C., and B. Darden (1971). "Marketers’ Attitudes toward the
Marketing Concept." Journal of Marketing, 35: 29-36.

Crompton, J. L., and C. W. Lamb (1986). Marketing Government and Social
Services. New York: John Wiley and Sons.

Getz, D. (1991). Festivals, Special Events, and Tourism. New York: Van Nos-
trand Reinhold.

&mdash; (1993). "Corporate Culture in Not-for-Profit Festival Organizations:
Concepts and Potential Applications." Festival Management & Event

Tourism, 1: 11-17.

Getz, D., and W. Frisby (1988). "Evaluating Management Effectiveness in
Community-Run Festivals." Journal of Travel Research, 27 (Summer):
22-27.

Hise, R. T. (1965). "Have Manufacturing Firms Adopted the Marketing Con-
cept?" Journal of Marketing, 29: 9-12.

Jaworski, B. J., and A. K. Kohli (1993). "Market Orientation: Antecedents
and Consequences." Journal of Marketing, 57 (3): 53-70.

Kohli, A. K., and B. J. Jaworski (1990). "Market Orientation: The Con-
struct, Research Propositions, and Managerial Implications." Journal
of Marketing, 54 (2): 1-18.

Konopa, L. J., and P. J. Calabro (1971). "Adoption of the Marketing Con-
cept by Large Northeastern Ohio Manufacturers." Akron Business and
Economic Review: 9-13.

Lamb, C. W., and J. L. Crompton (1981). "The Status of the Marketing
Concept in Public Recreation and Park Agencies." Journal of the
Academy of Marketing Science, 9 (1): 1-13.

McNamara, C. P. (1972). "The Present Status of the Marketing Concept."
Journal of Marketing, 36: 50-57.

Narver, J. C., and S. F. Slater (1990). "The Effect of a Market Orientation
on Business Profitability." Journal of Marketing, 54 (4): 20-35.

Parasuraman, A. (1986). Marketing Research. Reading, MA: Addison-Wesley
Publishing.

Peterson, R. T. (1989). "Small Business Adoption of the Marketing Con-
cept vs. Other Business Strategies." Journal of Small Business Manage-
ment: 38-46.

Ruekert, R. W. (1992). "Developing a Market Orientation: An Organiza-
tional Strategy Perspective." International Journal of Research in
Marketing, 9: 225-45.

Shapiro, B. P. (1988). "What the Hell is ’Market Oriented’?" Harvard Busi-
ness Review, November/December: 119-25.

 at TEXAS A&M UNIV on December 11, 2013jtr.sagepub.comDownloaded from 

http://jtr.sagepub.com/
http://jtr.sagepub.com/

